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CSR is a growing area but previous research has mainly focused on CSR in relation to 

financial results, society and other external factors. We found a gap in research as less 

research has been conducted on CSR efforts implications internally on organizations. The 

purpose of this paper is to contribute to the understanding of the practice of CSR in 

organizations. It does so by investigating what implications CSR efforts have on 

organizations internally in terms of reporting, roles and routines. Our literature review gave 

us different expectations in regards to the three main themes. We expected to see more 

rigorous reporting, the roles to be either narrowed or extended, and consequently, observe 

routines either as routines-as-activity or routines-as-rules. We conducted a case study based 

on five in-depth interviews, which were triangulated with 27 speed interviews, a survey 

answered by 62 respondents and analysis of official documentations. Our analysis concluded 

that changes had occurred in reporting, roles and routines. However, this study is limited to a 

structural perspective and thus, we suggest future studies to be conducted in a non-structural 

perspective as well.  
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1. INTRODUCTION 
Corporate social responsibility (CSR) has throughout the past decades become a popular global 

concept. The fundamental concept of CSR has been to serve today‟s consumers without 

constraining the possibility for future generation to consume from the same resource (Rosamaria 

& C., 2011). However, in practice CSR has turned out to be a form of corporate self-regulation, 

which is integrated into the business model. In short, it is a process which aims to embrace 

responsibility for a company‟s actions and encourage a positive impact on various stakeholders 

(Savitz, 2006). A decade ago, almost 90 percent of the Fortune 500 companies claimed that they 

had started to embrace CSR activities. Today, CSR has definitely become an important strategic 

issue as it can provide competitive advantages. (Rosamaria & Padgett, 2011) Companies have 

moved beyond legal frameworks as they have shifted towards responsible activities. Thus, there 

is an ongoing trend of companies implementing CSR in their business models and processes 

(Cochran, 2007). 

Even though CSR could be standardized through different models, it is unique for each and every 

company, which means different responsibilities as well as adaptive changes depending on its 

surroundings (Radiah & Rashid, 2009). Consequently, an integration of CSR into the business 

model will lead to internal changes (Borglund, et al., 2012). Until now, a lot of research has been 

conducted on CSR‟s implications on financial results, company performance and the relationship 

between CSR and society (Burke & Logsdon, 1996; McWilliams & Siegel, 2000; Orlitzky, et al., 

2003; (Tang, et al., 2012). Research on CSR in organizations has focused on how CSR could be 

used internally or how it could be marketed internally. However, we find a gap as there is less 

research on how an organization is affected internally by CSR (Rosamaria & Padgett, 2011; 

Borglund et al., 2012). 

Understanding implications of change in an organization is vital in gaining competitive 

advantages through CSR efforts. Also, it could be of importance as companies could gain 

knowledge about how integration of CSR would impact companies internally, before the actual 

integration. (Borglund et al., 2012) This rarely explored area is important to study as CSR is 

fundamentally an internal organizational change problem (Werre, 2003). Therefore, this paper 

will focus on what internal implications CSR efforts have from a structural perspective. Internal 

change in organizations is socially complex endeavors (Stummer & Zuchi, 2010). However, 

studying reporting, roles and routines can help to deal with this complexity as these areas can 

detect and form structural changes. Reporting has shown to be used in measuring change as it can 

be directed both internally and externally. Conducting CSR efforts can be determined by 

reporting standards and how goals for CSR efforts are aligned with organizational goals. Further, 

reporting propels the need for new roles and routines and by that, enforces change. In literature, 

reporting has also shown a great contribution in understanding changes in organizations and their 

goals.  (Merchant & Van der Stede, 2011; Myrah & Odinsky-Zec, 2011; Spiller, 2013) Roles are 



REVISING THE THREE INTERNAL R‟S OF A CSR ORGANIZATION 

 

CHOUDHURY & EFTEKHARI   5 

 

affected by internal change as the work setting is affected by the change and by that, alters both 

relational and non-relational elements. Consequently, roles become narrowed or expanded during 

change. (Barley, 1990) Nearly linked are routines, which are under constant change and are also a 

source of organizational change. Implementation of a new phenomenon would lead to visible 

shifts or changes in routines. (Pentland, et al., 2012). Even though a routine is not structurally 

visible in itself, it is often used as a tool to describe and explain organizational and economic 

change, as they orbit around structural phenomenon such as reporting and roles. Thus, they have 

been seen as a key component of organizational learning (Feldman & Pentland, 2003). Hence, 

internal implications could be viewed from a structural phenomenon through reporting, roles and 

routines. 

The fundamental aim in this study is to make a contribution to the field of CSR research, as well 

as highlighting what could be expected in terms of structural changes in relation to CSR. Hence, 

this paper will evolve around following research question: 

What implications will CSR efforts have on an organization internally in regards to reporting, 

roles and routines? 

The purpose of this study is to contribute to the understanding of what implications CSR efforts 

have on organizations internally from a structural perspective. It does so by investigating the 

internal implications of reporting, roles and routines in a service based company, in which both 

globally and locally formed CSR projects have been initiated. 
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2. THEORY 

2.1 THE DEVELOPMENT OF CSR 

In the 1950s the discussion on businesses‟ responsibilities towards society and doing good deeds 

for society emerged (Rosamaria & Padgett, 2011) and in the 1960s resources such as employees 

were described as being used for broad social ends (Cochran, 2007).  McGuire claimed that social 

responsibilities urged businesses to assume responsibilities society that extended beyond their 

own economic and legal obligations (McGuire, 1963). However, this was contested as the 

concept of social responsibility was argued to be unethical (Friedman, 1962). In the 1970s, 

Carroll (1979) developed the fundamentals of CSR in a framework that covered: economic, legal, 

ethical and discretionary expectations that society had of companies (Carroll, 1979). In 1970s 

executives took it upon them to be personally attached in CSR efforts, while others allocated it to 

the public relations department (Eilbirt & Parket, 1973). Further, Eilbirt & Parket (1975) argued 

that the expected payoff from CSR came through higher morale, better talent attraction, improved 

public relations and better corporate image, which in the 1980s lead to increased interest in the 

stakeholder perspective (Rosamaria & Padgett, 2011). In 1997, Global Reporting Initiative (GRI) 

was launched with the goal to develop a sustainability reporting framework on a multi-

stakeholder basis. They presented a common reporting standard, which made it easier for 

organizations to report and compare their CSR efforts (Radiah & Rashid, 2009). In 2000s, CSR 

became an important strategic issue for companies as it was concluded that companies benefited 

financially from socially responsible actions, based on a meta-analysis of several hundred 

academic studies. (Cochran, 2007) By 2010s, there has been an increased demand for studies 

focused on what implications CSR has on organizations internally. This is argued to become a 

new field of interest within the area, which is important to explore as CSR has become an internal 

change problem. (Borglund et al., 2012)  

2.2 THE THREE INTERNAL R’S 

Internal change can be either structural, for e.g. technical, or non-structural, for e.g. cultural. This 

study aims at focusing on the structural change perspective because previous research has shown 

that CSR efforts puts internal pressure on reporting. According to Radiah & Rashid (2009), 

reporting puts heavy pressure on an organization internally as it affects the capabilities in the 

organization. In terms of CSR, this increases interest in GRI, which is closely related to new 

reporting standards. (Filip & Iamandi, 2008; Radiah & Rashid, 2009) Understanding, how roles 

are affected during a change is important because it helps to understand different complexities, as 

people are involved in the change (Barley, 1990). In Barley‟s studies (1990) technical changes, 

another structural change, has shown to change the work settings and by that, have either 

expanded or narrowed roles in the organization. Lastly, both reporting and roles affect routines in 

organizations as new reporting standards and new roles require new routines as routines helps to 

explain organizational change. Pentland et al. (2012) claims that routines are under constant 

change and is also sources of organizational change. This means that CSR efforts may lead to 
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visible shifts or changes in routines, as routines can help researcher to describe organizational 

change (Feldman & Pentland, 2003; Becker, 2004).  

2.2.1 REPORTING 

Carroll (1979) developed a three dimensional conceptual model for corporate social performance. 

The framework aimed at providing important categories of various responsibilities a company 

was expected to consider when conducting business. Essentially, it became a tool to help define 

and clarify social responsibility based on four different perspectives. (Carroll, 1979) 

Following four perspectives creates total social responsibilities:  

1. Economic responsibilities – refers to the responsibility for every business to generate 

profits for its shareholders, by producing what society demands (Mercia Selva Malar, 

2008; Borglund et al., 2012; Grankvist, 2012). 

2. Legal responsibilities – refers to acting within the legal framework and fulfilling the 

„social contract‟ (Carroll, 1979). Society permits business and thus, companies are 

expected to operate in alignment with laws (Borglund et al., 2012). 

3. Ethical responsibilities – refers to additional behaviors and activities that are not 

necessarily codified into law, but still expected by the members of society. These are 

difficult responsibilities because they are not clearly set (Schwartz & Carroll, 2003; 

Borglund et al., 2012; Grankvist, 2012). 

4. Discretionary responsibilities – refers to those actions that society has no clear-cut 

message to a business and therefore, left for individual judgments (Carroll, 1979).  

Carroll‟s model was later developed and renamed the triple bottom line, in which legal 

responsibilities were integrated with societal responsibilities. GRI reporting is based on these the 

triple bottom line concepts, which emphasize an organization‟s environment as one of three areas 

(Srindhar, 2012): 

1. Economy – The economic responsibility to generate profits (Mercia Selva Malar, 2008; 

(Luu, 2012). 

2. Society – Fair and beneficial business practices towards labor and similar social issues 

within the community that the business is conducted in (Grankvist, 2012). 

3. Ecology – The sustainable environmental practices, which is about how a company 

affects the environment as well as activities to enhance it. (Savitz, 2006; Grankvist, 2012; 

Sridhar, 2012) 

Even though the triple bottom line is globally accepted, it has received critique as well. Norman 

& Macdonald (2004) argue that this model is a misguided approach since it has little substance 

and by that, is only a rhetorical device. They believe that companies could be more effective in 

solving CSR issues if they did not rely on this model (Norman & MacDonald, 2004). Others have 

criticized the model for not involving philanthropy in it and argued that the theoretical 

development of the economic, legal and ethical components is incomplete (Schwartz & Carroll, 
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2003) (Schwartz & Carroll, 2003). Further, the triple bottom line has been criticized for not 

establishing the degree of CSR activities in each concept and for being vague (Kleine & von 

Hauff, 2009). On the other hand, Pava (2007) defends the model, arguing that it is not the model 

that is the problem, but those who have not been able to develop proper comparison and 

measurement tools to measure social and ecological developments. Despite the critique, the triple 

bottom line has remained the basis for GRI reporting because it captures the vital areas within 

CSR.  

Even though the concepts are the same within triple bottom line, they can be perceived 

differently by different actors because CSR lacks a proper definition. Therefore, triple bottom 

line is open for interpretation even for actors within the same industry. This affects reporting and 

the comparability as companies‟ CSR reports may be based on different definitions and therefore, 

difficult to compare. (Sridhar, 2012) Thus, reporting CSR efforts become situational based as 

each organization adapts their reporting to their own context (Radiah & Rashid, 2009). Therefore, 

for CSR efforts to be effective a company should develop a framework for implementing, 

assessing and evaluating them. This would include definitions of targets and mechanisms to 

measure and report the CSR progress. (Filip & Iamandi, 2008)  

In addition, Spiller (2013) has suggested implementing performance measure in order to achieve 

greatness in CSR. Performance measures are the report of performance that includes measures of 

the results on specific goals. One possibility is to use ethical scorecards where measurable goals 

are listed and their results followed up. (Spiller, 2013) However, others argue that goals have 

negative effects as managers can overvalue or overuse goals which may lead to different side-

effects, for e.g. goal and objectives that may become misaligned or reduced overall performance 

due to internal competition (Ordonez, et al., 2009). 

A company can implement or adhere to different types of labels and eco-labels. However, most 

labels are limited as they focus on a certain niche, which limits the scope and potential impact 

area. Other issues are that they do not always offer proper follow-up procedures for external 

actors in regards to accurate, accessible and holistic data. Furthermore, companies can implement 

codes of conduct of different industry standards. These set a formal standard that complement 

national or international legislation and can include a variety of issues, for e.g. human or labor 

rights, or anti-bribery and corruption rules. However, these types of standards are criticized as 

they are mainly a voluntary tool and lack transparency because the standards are set in a 

subjective manner. (Filip & Iamandi, 2008) 

There are other methods and instruments for measuring CSR efforts. Based on Szekely & 

Knirsch‟s (2005) studies, we have focused on the following: surveys on sustainability 

performance, award schemes and benchmarking. Companies can perform survey studies that 

focus on how different stakeholders perceive their CSR efforts. However, there is a lack of proper 

methodology in order to conduct surveys that can properly measure issues regarding CSR. In 

addition, research has shown that this practice is not objective when used to measure CSR. 
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Award schemes are based on external actors who examine and measure organizations‟ CSR 

efforts and by that, place it in a ranking. However, as the amount of these awards has increased 

hugely the past years, it is argued to be potentially confusing because you might not always know 

the standard of the award. Lastly, an organization can rely on benchmarking based on a pre-

established criterion to compare CSR efforts with competitors. (Szekely & Knirsch, 2005) 

However, benchmarking has been criticized because they can be designed subjectively. Also, it is 

difficult to set measurements that are easy to interpret, comparable and consistent over time 

(Boxwell, 1994).  

Lastly, organizations can implement GRI reporting standards, which is a type of organizational 

sustainability reporting based on a multiple-stakeholder perspective. This fords a unique 

combination of important weights on different stakeholders depending on the uniqueness of each 

organization. GRI template 3.1 is suitable for organizations in the software and technology 

industry as it measures material, energy, emission, compliance, transport, human rights, local 

community impact and gender equality (Global Reporting Initiative, 2013). A proper 

sustainability report should include quantifiable data, access to complete information, 

possibilities to compare and be consistent (Filip & Iamandi, 2008). However, these types of 

reporting models have been criticized as they lack proper theoretical developments in regards to 

its key components, which may lead to arbitrary perceptions of activities (Schwartz & Carroll, 

2003). Also, these reports have been criticized for being conducted on a voluntary basis, which 

consequently strengthens the arbitrary perceptions. For e.g. since social projects are still not 

defined in literature, it is difficult to measure and report their impact on society. This has led 

organizations to develop their own standards (Filip & Iamandi, 2008) Therefore, the actual 

impact is difficult to measure and compare between different actors.  

2.2.3 ROLES 

Understanding the impact of a role is important because actors that interact through different role 

performances not only transform themselves, but also their products and services and ultimately 

the markets they are active in (Story, et al., 2009). Biddle defined roles as “a science concerned 

with the study of behaviors that are characteristic of persons within contexts and with processes 

that produce, explain or are affected by these behaviors” (Biddle, 1979, p. 11). 

In a work role, there are either relational or non-relational roles. A relational role is dependent on 

a specific complementary position, for e.g. no subordinate without a superior. A non-relational 

role, require no such counter-part because it only engage in different behaviors based on role 

expectations. (Barley, 1990) However, Barley (1990) argues that a role usually include both non-

relational and relational elements because while a relational role may be on it is own, there are 

minimal sets of expectations after all. These non-relational elements are recurrent activities 

within the role, which may be formal duties – formal tasks, or behavioral regularities – where to 

eat, what topics to converse about. Therefore, non-relational elements are affected by change as 

they include all the behaviors individuals perform on an ordinary basis. (Barley, 1990)  



REVISING THE THREE INTERNAL R‟S OF A CSR ORGANIZATION 

 

CHOUDHURY & EFTEKHARI   10 

 

The main premise in theory of roles is that an actor should be viewed as a collection of several 

social roles, even within one position (Anderson et al., 1998). This means that the role is a 

collection of roles that are affected by the information it has about behaviors that are expected 

and socially constructed (Montgomery, 1998). In regards to CSR, this means that an actor within 

a CSR department could have several different roles (Dierdorff, et al., 2012). Others define the 

role as a concept that helps to describe the intentions an actor has in a business. They argue that it 

describes the construction of meanings in different situations and of preferences to change it by 

acting in a certain role. (Anderson et al., 1998) In a changing environment, this would mean that 

the role sender can affect the behaviors of others by obtaining a concept that has explicit CSR 

intentions. Therefore, it is important to separate what occurs during interactions between different 

individuals from general and legal descriptions in the organization (Story et al., 2011). By that, 

the role sender can utilize its interactions with others to affect individuals beyond the general or 

legal descriptions of CSR efforts in the organization. However, some researchers perceive the 

role as more institutionalized and by that, less dynamic and flexible (Zurcher, 1983). An 

institutionalized role would be limited in its role as a sender to go beyond the general or legal 

descriptions in regards to different CSR efforts, i.e. encouraging voluntary actions.   

There are two main perspectives on roles, the structuralist view – focusing on social structures 

and the symbolic interactionist view – focusing on actions and interactions. According to the 

structuralist perspective, roles are given in formal social structures leading to efforts by the actors 

to accommodate the roles in different ways (Zurcher, 1983). Essentially, while the different roles 

try to live up to different expectations by others, it perceives role as a continuously evolving 

activity (Anderson et al., 1998). This would mean that the role enactor would be less flexible and 

have difficulties to adapt to a change towards CSR efforts and similar behavioral changes than 

those in the social structure. According to the symbolic interactionist perspective role enactors try 

to be active rather than passive because they perceive the role as trying to interpret, organize, 

modify and create expectations instead of only being formed by them through interactions 

(Zurcher, 1983; Anderson et al., 1998). This would mean that this role enactor would be more 

flexible to changes in routines and interact with many in order to interpret, organize and modify 

these in order to create new behaviors and routines.  

According to previous research, employees perceive both task-specific and behaviors related to 

CSR as central in performing their work roles (Dierdorff et al., 2012). Knight & Harland (2005) 

highlights four different factors that moderate how expectations of a role affect role behavior: 

1. Communication between role enactor and others (role senders). 

2. The capacities that the actor has.  

3. The motivation the actor gets from different factors, for e.g. different role conceptions, 

expected sanctions, self-role congruence and when the actor positively identifies with the 

role sender. 

4. Environmental resources. 
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When conducting CSR efforts these factors may have implications on the roles that emerge and 

how well those are able to enact their role and affect others behaviors. However, others argue that 

expectations are moderated through the responsibilities and requirements related to specific 

positions. In turn, it is moderated through how the position is described, which may be either 

vague or specific and through behaviors or socially oriented activities. Essentially, the 

expectations may arise from both task specific and non-task specific performances. (Dierdorff et 

al., 2012)  

In a technical environment, Barley (1990) highlights that internal changes affects roles because it 

alters both relational and non-relational elements. This could lead to a narrowed or expanded 

role, change the environment in terms of dependencies, lead to changes in hierarchical statuses or 

alter interaction patterns as inter-departmental collaboration is affected. However, Barley‟s 

research was based on the assumption role as flexible in the organization and not 

institutionalized, which may not always be the case. Also, these are based on studies of a 

technical change, which may not be the same for this CSR change, but could still shed light as it 

was also a structural change. 

According to Mintzberg (1980, cited in Heikkinnen et al. 2007: 912), there are ten roles in 

managerial work which are then categorized into three groups: 

1. Interpersonal roles in which the role is to be a figurehead, leader and liaison 

2. Informational roles of monitoring, disseminator and spokesman 

3. Decisional roles of being an entrepreneur, disturbance handler, resource allocator and 

negotiator.  

However, this study has been criticized partly on behalf of its methodological problems, in terms 

of validity and reliability and partly because there are several contingency factors that affects 

these roles, i.e. hierarchy, functional realm, ownership, industry and institutional environment 

(Shenkar, et al., 1998). Also, one study found that strong integrative skills and behaviors are 

effective in changing circumstances (Vilkinas and Cartan, cited in Heikinnen et al. 2007: 912). 

Since change management literature focus more on theories and processes of role rather than 

definition of roles, we have had to understand the role of a project/program and change manager 

to find competencies and activities that are needed in order to understand how CSR efforts may 

impact roles. On the one hand, some researchers argue that in order for an individual in a role as a 

project, program or change manager to successfully implement changes, the individual should 

possess following competencies: Leadership, Stakeholder management, Planning, Team 

selection, Communication, Decision-making and problem-solving, Cultural awareness and 

Project management skills. (Crawford & Nahmias, 2010) On the other hand, other researchers 

highlight the capability to produce results in relation to targets and to represent the project 

towards relevant external actors as important competencies (Stummer & Zuchi, 2010). Lastly, 

these change activities should be undertaken: Changing behaviors and organizational culture to 
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achieve goals, Preparation of users, Organizational structure, Political diffusion, Impact analysis, 

Selling the change, Champion schemes, Involvement in process analysis work and lastly, 

Training and education to affected staff (Crawford & Nahmias, 2010). 

2.2.4 ROUTINES 

Many empirical studies describe routines as a collective phenomenon. It is embedded in an 

organization and its structures and is specific to its context. (Cohendet & Llerena, 2003). 

However, the notion of ‟patterns‟ is central for the conceptualization of routines. Routines can be 

defined as “patterns of behavior that is followed repeatedly, but is a subject to change if 

conditions change” (Becker, 2004, p. 644). As routines can be defined as patterns, it is important 

to understand patterns in order to understand routines. Patterns can be divided into four different 

terms: action, activity, behavior and interaction. In economics and business literature actions and 

activity are often used as synonyms (Becker, 2004). However, action differs from activity as 

action can be defined as the state or process of doing something while activity is the state of 

being active (Oxford Dictionaries, 2013). Thus, they are slightly different but can be used as 

synonyms. Further, behavior is a set of actions, which makes it observable and interaction is a 

subset of actions, referring to those actions that involve multiple actors. (Becker, 2004) These 

four terms of patterns are as instances of activity, for e.g. in this case routines are explained as 

activity patterns.  

A routine can also be seen as something an individual does without devoting attention to. They 

are mindless actions that occur more than once and not part of their focus (Becker, 2004). 

However, routines can also be effortful accomplishments and mindful (Costello, 2000; Feldman 

& Pentland, 2003). A routine can either be alone or in a chain of processes, for e.g. when an order 

is received in a manufacturing company, the order routine is often followed by a production 

routine, which in turn is followed by a delivery routine etc. (Becker, 2004). The former highlights 

routines-as-activity, while the latter highlight routines-as-rules. An important critical counterpart 

to routines-as-activity is routines as cognitive regulations or patterns (Egidi, 1992; Delmestri, 

1998) or also, routines-as-rules (Feldman & Pentland, 2003; Becker & Zirpoli, 2008). By that, 

routines can also be perceived as rules or rule of thumbs, for e.g. if A occurs, then B should be 

done. Feldman & Pentland (2003) highlights this abstract perspective as a performative aspect, 

referring to performances by specific actors, at specific places and times. Essentially, the main 

difference between these two perspectives is: routines-as-activity and routines-as-rules (Becker, 

2004).  

It is argued that the fundament of a routine is characterized by recurrence and therefore, singular 

concurrencies are difficult to classify as a routine (Costello, 2000). However, one could question 

the notion of recurrence. There are no clear definitions of what is meant by same or similar 

actions, and how many times it has to occur to be called „recurrence‟. With certainty, something 

is not a routine if it only occurs once. (Becker, 2005) By that, Pentland et al. (2010) question if it 

even is possible to study or measure routines through empirical research because of the absence 



REVISING THE THREE INTERNAL R‟S OF A CSR ORGANIZATION 

 

CHOUDHURY & EFTEKHARI   13 

 

of an observable pattern of action. They argue that it is impossible to tell if a routine even exists 

(Pentland, et al., 2010).  

A routine has a collective nature, where multiple actors are involved. This does not necessarily 

mean that they are actively involved, but a routine might involve actors in different locations. 

(Feldman & Pentland, 2003) Furthermore, routines do not have to be raised in relation to an 

incentives or goals (Cohendet & Llerena, 2003). Also, routines can change endogenously over 

time during a change (Becker, 2004).  

Routines can be a factor to both stability and change. In general routines provide stability to 

organizations because as long as an existing routine gives satisfactory results, no conscious 

cognitive problem solving is triggered to find another way to achieve the task. (Becker, 2004) 

Therefore, researchers argue that routines in organizations are sources of inertia, inflexibility and 

mindlessness. By that, new routines can lead to more stable processes, as routines per say are 

conceptualized as a source of stability. On the other hand, routines can also provide 

organizational flexibility and generate change. While they are repetitive and recognizable, they 

are not always static and not always unchanging objects. By that, flexible routines are able to 

generate dynamic capabilities. (Feldman & Pentland, 2003) This means that CSR efforts that may 

lead to new routines can be either stable or flexible and thereby, lead to flexibility in roles.  

However, routines encode organizational capabilities and knowledge. Thus, routines are often 

used as a tool to describe and explain organizational and economic change, as they are seen as a 

key component of organizational learning. (Feldman & Pentland, 2003) Change is a process and 

the potential of the concept of routines to contribute to explaining change is based on the fact that 

routines are processual in its nature. However, even though it is a process it does not necessarily 

mean that it depicts a routine as a pattern. (Becker, 2004)  

2.3 EXPECTATIONS 

The concept of triple bottom line has led to requirements of new reporting standards. GRI has 

formed an extensive framework based on the triple bottom line concepts, which puts pressure on 

the reporting standards (Rashid & Radiah, 2009). Therefore, we can expect that CSR efforts will 

lead to internal implications in regards to reporting because CSR efforts require more rigorous 

reporting routines in regards to on economic, social and environmental activities. In order for 

reporting routines to become more rigorous, theory suggests that we can expect different 

reporting routines to merge: benchmarking of CSR projects, formation of business code of 

conduct, implementation of eco-labels or standards, participation in award schemes, PR or image 

surveys, work satisfaction rankings and lastly, scorecards and new measured metrics. All 

together, these factors affects reporting and should according to theory lead to more rigorous 

reporting routines. By that, theory concludes CSR efforts will have implications internally in 

regards to reporting because more rigorous reporting standards are expected in order to measure 

the CSR efforts. 



REVISING THE THREE INTERNAL R‟S OF A CSR ORGANIZATION 

 

CHOUDHURY & EFTEKHARI   14 

 

+ 

+ 

+ 

+ 

+ 

+ 

+ 

 

 

 

 

 

 

 

 

Figure 1a. Relation between CSR efforts, reporting and different reporting actions. 

Essentially, as reporting becomes more rigorous it will have an impact on the organization 

internally as all these efforts require resources and change of work settings. Barley (1990) found 

that roles are affected by change. By that, theory suggests that there will be internal implications 

in terms of roles. We will be able to determine implications on roles as we study the following 

changes. We can expect to find that CSR efforts will lead to new roles being emerged or that 

existing roles will be allocated new responsibilities. In relation, we can expect to find a collection 

of roles within the same position, which are anticipated to be either flexible or institutionalized. 

Further, we can expect to find 10 different managerial roles, expect that eight competencies 

within these different roles are needed and anticipate several different change activities to occur 

as an effect of these new or changed roles. Lastly, we expect to find four different moderating 

factors of role expectations. All together, these different changes are expected to be found as they 

contribute to internal implications of CSR efforts in regards to roles. Theory concludes that there 

will be implications internally in terms of roles due to the CSR efforts.  
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Figure 2a. Relation between CSR efforts, roles and different role changing factors. 

In turn, we expect routines to change in the organization due to both pressures on reporting and 

changes to roles. In order to examine if there have been any implications of routines, we will 

examine how the following factors have changed as they contribute to changes in routines. We 

expect to see new routines to emerge or existing routines to change over time. In relation, these 

routines may involve multiple actors either externally or internally. These routines are expected 

to be either routines-as-activity or routines-as-rules (Feldman & Pentland, 2003; Becker, 2004). 

Further, we anticipate that routines can change over time and by that, either provides stability or 

flexibility internally. Also, we expect these routines to form without any explicit incentives or 

goals. All together, depending on how these factors change we will be able to assess whether or 

not CSR efforts has implications on routines. Theory concludes that there will be implications 

internally in regards to routines because of the CSR efforts.  

 

 

 

 

 

 

 

Figure 3a. Relation between CSR efforts, routines and different routine changing factors. 
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3. METHOD 

3.1 RESEARCH DESIGN 

A company‟s roles, routines and reporting are often factors that can be complex to understand as 

they are complex in nature (Feldman & Pentland, 2003; Becker, 2004; Spiller, 2013). Meanwhile, 

it is important to consider that information about these factors can be confidential. Therefore we 

chose to conduct a qualitative research method as a main approach. It is well suitable as a 

qualitative research method provides understanding and explanations (Yin, 2003). Also, a 

qualitative approach is favorable in understanding the context of organizational routines since 

they are patterns which sometimes occur on an unnoticeable basis by the actor and thus, are hard 

to find with quantitative methods (Schwartz & Carroll, 2003). By that, we chose to conduct a 

qualitative single case study as we will gain a deeper understanding than it would be possible if 

we were to study a larger number of cases, or a purely quantitative study. This will provide us the 

opportunity to scrutinize and analyze a phenomenon that has been less researched previously. 

Moreover, a case study strategy is used in exploratory studies because of its ability to research 

what and how things are functioning. Therefore, this further supports our choice of this single 

case study approach in order to explore and provide new insight. (Saunders et al., 2009 

Since we chose to conduct an exploratory case study, we were able to dig deep into an 

organization and understand what implications these concepts have had, which enables 

contribution and development of theory and is aligned with the aim of this study (Eisenhardt & 

Graebner, 2007; Saunders et al. 2009). Generally, surveys are preferred in order to handle 

sensitive information (Christensen et al., 2001). However, a qualitative research could also solve 

problems with sensitivity as a satisfying personal contact can ease openness towards sensitive 

questions (Bryman & Bell, 2005).  

We have chosen to let the respondents steer us in our efforts to keep the explorative nature of this 

study since the area of study is relatively new within CSR and fords more insights (Allwood, 

2004). By that, we have maintained a focus on words and closeness to respondents and been 

fairly flexible in this study. Thus, we have been able to continuously develop the study and adapt 

it to changes. For instance, the purpose of this study has changed over time. (Bryman, 2002) 

One of the main problems with qualitative studies is subjectivity. However, choosing a 

qualitative method does not inhibit use of quantitative data. As quantitative methods have 

objectivity as its main strength, we chose to conduct quantitative measures as well in order to 

triangulate and overcome the drawbacks with the qualitative method. (Bryman & Bell, 2005) In 

essence, we have chosen to conduct a variation of data collection methods (in-depth interviews, 

speed interviews, survey and official reports), which raises the probability of receiving a truthful 

picture (Saunders, et al., 2009). 
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3.2 SAMPLE 

Since the research was of an exploratory nature, the sample choice was based on a combination 

of purposive and self-selection sampling. Purposive sampling was used as we made a conscious 

choice in searching for a case company through a network for companies in Sweden focused on 

CSR called CSR Sweden. When searching for a case company we found a network for 

companies called CSR Sweden. We contacted each company in that network and informed them 

of the research and what access we needed. Self-selection occurred as Microsoft Sweden was 

contacted and asked to participate, to which they accepted our request. Three companies replied 

of which one was Microsoft Sweden and two were Swedish medical companies. One medical 

company was neglected due to geographical restraints and the other could not offer enough 

access. (Saunders et al., 2009) Microsoft Sweden was chosen because they could offer access to 

the whole CSR department as well as interviews within short notice. The problem with non-

probability sampling is that every unit in the population does not have the same chance of being 

selected, which affects the study‟s generalizability in a negative manner (Bryman & Bell, 2005). 

Microsoft Inc. has one subsidiary in Sweden, located in a suburb in Stockholm. Microsoft 

Sweden is mainly a sales subsidiary and employs about 515 employees. The CSR department 

consists of two employees, but has been integrated with the legal department, also consisting of 

two employees. This makes for a total of four employees in the department called: Legal and 

Corporate Affairs. This department is legally not a part of the Swedish organization as it is an 

extension of the Microsoft Inc. 

3.3 DATA COLLECTION 

As mentioned, we have triangulated by conducting in-depth interviews, speed interviews, a 

survey and analysis of official documentation. We conducted in-depth interviews with a majority 

of the CSR department. However, it meant that the data would be collected from a small amount 

of respondents. As this could lead to biased data, we chose to collect data from other employees 

through our speed interviews and survey (Bryman, 2002). Even though surveys might provide 

shallow data (Bryman & Bell, 2005), we chose a wide range of respondents because that would 

better satisfy the maturity of our data (Saunders et al., 2009). Lastly, we used official documents 

from Microsoft‟s website and Microsoft‟s Citizenship report to complete the data collection. 

3.3.1 IN-DEPTH INTERVIEWS 

A qualitative method of in-depth interviews was one of the data collection methods in order to 

gather information from the majority of the CSR department, including head of department and 

employees. In-depth interviews are likely to be more advantageous in an attempt to gain deep 

understanding, in accordance with purpose of this study, and due to the exploratory nature of the 

study. Also, we chose to conduct in-depth interviews because it allowed us to ask several and 

complex questions if needed, and adapt questions to the information provided during the 

interview. (Saunders et al., 2009) 
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We chose to conduct semi structured and non-standardized interviews because it gives 

researchers control over the situation and possibilities to direct the respondent to dig deeper into 

specific areas, in order to explain a phenomenon clearly if needed. Also, it allows researchers to 

quickly sort out unclarities, ask complicated questions and enables explanation of definitions. 

(Bryman & Bell, 2005; Saunders et al., 2009)  

However, interviews have drawbacks. In this study, we believe that the main challenges were the 

sensitive nature of this research topic and negative interview effects, which Christensen et al. 

(2001) also points out as one of the main drawbacks with interviews. To solve the mentioned 

problems and raise the quality of data collection we conducted minor pre-research about the case 

company‟s CSR efforts through their website to become more aware of the respondents and their 

backgrounds. According to Christensen et al. (2001), becoming more aware of the respondents 

increases the level of interviewer-respondent trust level. Further, we informed the respondents of 

our study and provided them with the opportunity to prepare for the interviews, which may raise 

the data quality. Prior to each particular interview we informed the different respondents about 

the purpose of both the research and the topic that should be touched upon, which gave them an 

opportunity to know what to expect from the interviews. However, we chose to not provide them 

with any interview guideline questions in advance since a drawback with providing questions in 

advance is that the respondent gains time to alter any truths and possibly provide untruthful 

answers (Bryman & Bell, 2005). By that, this may reduce the chances for receiving untruthful 

answers (Christensen, et al., 2001).  

As we conducted semi structured interviews, it naturally meant more pressure on the interviewer 

as the interviewer-respondent relationship becomes vital for the end result (Bryman & Bell, 

2005). To raise the quality we chose to focus on following three factors because they can raise 

the quality of an interview (Kvale, 1996): 

1. Sensitivity – The interviewer listened with awareness and had an empathic stance towards 

the respondent. Imitating the respondent‟s body language becomes important. 

2. Governing – As the research had an exploratory characteristic, it was vital to govern the 

respondents towards what we believed was interesting, without interpretations. 

3. Critical – The interviewer questioned whether the data was fully honest, if there were any 

contradictions between the answers and therefore, used multiple data sources to confirm. 
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Furthermore, we chose to record all in-depth interviews with the permission of the respondents. 

This allows the interviewer to pay full attention to the respondent and is argued to increase the 

quality of the interview (Repstad, 2007). By recording the interviews we were able to re-listen to 

the interview, transcribe them and analyze them separately (Bryman, 2002). This also raises the 

quality of assembled data (Saunders et al., 2009). The figures at the end of the theoretical chapter 

were used to form an interview guideline from which questions were formed directly related to 

each concepts.  

The table is a list of the respondents, their profile and time of the interviews. 

The Director of Corporate Affairs (DCA) was interviewed as he is responsible for CSR at 

Microsoft Sweden and reporting in Western Europe. The first interview focused on Microsoft 

Sweden‟s CSR efforts – both past and present, and the second focused on roles, routines and 

reporting. 

The CSR Project Manager (CPM) was interviewed mainly because of her responsibility for local 

projects and environmental issues. She granted us access to Microsoft Sweden and coordinated 

the interviews and by that, can be classified as our gatekeeper. We chose to have a gatekeeper 

because using a gatekeeper because having a gatekeeper can be vital for a study as it helps with 

data access. However, having a gatekeeper can potentially lead to adapted or biased answers and 

thus, we were aware of this when analyzing the material. (Saunders et al., 2009)  

The corporate lawyer provided us with complementary information about Microsoft Sweden‟s 

CSR efforts. We were able to get an insight into how a close colleague perceives the CSR 

department and its efforts, and how that has affected the corporate lawyer. Also, this allowed the 

contribution of diverse opinions to eliminate any biases through the other interviews (Eisenhardt 

& Graebner, 2007).  

Title Profile Interview; Time 

Director of Corporate 

Affairs & Head of 

Western Europe 

Citizenship Lead 

(DCA) 

Worked for Microsoft Sweden since 2002. 

Responsible for CSR implementation since 

its initiation in Sweden. Background in 

public affairs. 

Interview #2; 43 min 

Interview #3; 51 min 

CSR Project Manager 

(CPM) 

Worked for Microsoft Sweden since 2012 

and is focused on CSR and environmental 

issues. 

Interview #1; 70 min 

Interview #5; 56 min 

Corporate internal 

lawyer 

Worked for Microsoft Sweden since 2010 

and focuses on internal legal issues. 

Interview #4; 35 min 
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3.3.2 SPEED INTERVIEWS 

We chose to conduct speed interviews because we wanted to investigate whether or not the 

changes that were highlighted during the in-depth interviews actually took place within the 

organization. Also, the aim with this alternative interview method was to gain access to a wide 

range of employees‟ to measure the perception of what implications there has been on these 

concepts in a quick manner as time and access was limited. (Bryman, 2002) Speed interview is a 

method that is classified as a part of interviews in methodology. However, it is similar to surveys 

in the sense that it provides data from a wide range of respondents within a small time frame. 

(Bryman & Bell, 2005; Eisenhardt & Graebner, 2007)  

As we were not allowed to disturb employees at the office during working hours, the speed 

interviews took place off-hours right outside the office to ask bypassing employees questions 

during their spare time. We stood outside the main entrance (which was the only entrance) and 

asked Microsoft employees that went in and out the office if they wanted to participate in our 

study.  

We chose to briefly inform them of our study and how we would use the results from these speed 

interviews. We granted the respondents anonymity as we thought that it would increase the 

amount of respondents. (Bryman, 2002) Hence, all respondents were able to provide data without 

having to disclose any personal information. A drawback is that we did not have the possibility to 

link back the answers to any specific positions or roles of the respondents to draw conclusions 

from it. According to Bryman & Bell (2005), this weakens the information as we cannot link the 

answers back to the origin of the respondent. Prior to interviewing them, we made sure that they 

have worked at Microsoft for more than one year.  

Following specific questions were asked during the speed interviews: 

1. Have your role/roles changed or new roles emerged since Microsoft Sweden‟s CSR 

efforts? 

This question was asked in order to specifically understand if any changes had occurred in the 

employee‟s role since Microsoft Sweden started its CSR efforts. Theory suggests that it is likely 

to have changed and therefore, we had to ask this to measure if it that was the case. 

2. Have new routines been raised or existing routines changed since Microsoft Sweden‟s 

CSR efforts? 

This question was asked to understand if any routines had changed since Microsoft Sweden 

started its CSR efforts. Theory suggests that it is likely to have changed and therefore, we had to 

ask this to understand if routines had changed.  

3. Do you report any CSR activities to Microsoft Sweden? 
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This question was asked to measure two if any changes had occurred in relation to reporting as 

theory suggest that more rigorous reporting is likely to occur.  

4. Do you read Microsoft‟s Citizenship report? 

This question was asked to understand the interest in CSR at Microsoft by the employee. This is 

important to understand as less interest can be perceived as resistance to change, which is 

facilitator for lack of change.  

These questions are directly linked to each theoretical chapter to measure if the employees have 

noticed changes in roles, routines and reporting. However, since the questions refer to the 

theoretical chapters in general the answers did not grasp all theoretical factors mentioned in 

Figure 1-3. None of the interviews took more than a few minutes. The advantage was the 

possibility to ask specific questions closely related to our purpose from an employee perspective. 

As the interviews elaborated on such few questions we got the time to ask follow up questions if 

we found anything interesting in their answers. However, none of the speed interviews were 

recorded as we believed that it could have reduced participation or make them uncomfortable 

considering we had just approached them outside the office. This meant problems in the analysis 

of data as there is no objective basis (Christensen et al., 2001). However, we chose to take notes 

during and after each interview instead, which were used to conduct the data analysis (Repstad, 

2007). 

3.3.3 SURVEY 

We chose to conduct a survey partly because we wanted to expand our range of respondents, 

which would provide us with a more representative sample and partly because we would be able 

to assess thoughts and opinions in the organization by asking questions directly related to each 

theoretical concept. Also, this could provide us with support in analyzing behavioral changes 

within the organization as we would be able to measure this through quantitative data. (Bryman, 

2002; Saunders et al., 2009). When we formulated the survey, one aim was to ask questions that 

could confirm changes that were highlighted in the in-depth interviews. Therefore, we asked 

specific questions regarding different implications (see full questions in Appendix 1 and answers 

in Appendix 2).  

The first two questions were framed to ensure if the employees outside the CSR department had 

any knowledge of Microsoft‟s CSR efforts. Question 1 was basic. Question 2 would be a bit more 

demanding as the climate compensation policy was recently initiated and thus, tested the 

respondent‟s updated knowledge about the CSR efforts. These were not directly related to the 

theoretical chapter because we found these questions important to see if they were familiar with 

CSR in Microsoft in order to establish whether or not CSR was important in Microsoft or not. 

Questions 3-5 were the same questions as speed interviews (questions 1-3) and closely related to 

the purpose of the study and by that, directly related to the concepts in the theoretical chapter. 

They were direct questions to establish if CSR have had implications or not in regards to the 
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theoretical concepts. Question 6 was aimed at understanding if there was any engagement or will 

to engage in CSR efforts. Even though it might not be closely related to the aim of this study, we 

believe that the interests of the employees are important in order for CSR to have implications 

internally. This question helped us confirm what the DCA had told us about the engagement in a 

voluntary opportunity called „Doing a Good Deed‟. Question 7 helped us to understand to what 

degree the CSR engagement had affected employees. This was also directly enhanced by the 

theoretical chapters of roles, routines and reporting. Question 8-10 were framed to understand 

how employees travel and if they have become more eco-friendly in traveling considering 

Microsoft Sweden had implemented a new travelling policy as part of their environmental efforts. 

We wanted to measure if the CSR efforts actually took place in the organization or not. In 

conducting this survey we used terminology commonly used in Microsoft Sweden.  

We conducted a pilot-test, to measure time and remove any unclarities. The survey did not take 

more than a few minutes to answer and after some minor changes it was handed out to the 

employees. According to Eisenhardt & Graebner (2007), pilot-tests raise the quality of a survey. 

Again, we required respondents to have worked at least a year, which we believe reduced our 

possible population as 62 respondents out of approximately 500 answered. Also, it is possible 

that those not interested in CSR ignored the survey and that respondents interested in CSR 

participated, which may lead to biased results. (Bryman & Bell, 2005) 

There were two main drawbacks that we had to consider when conducting this survey study. 

First, we only asked ten short questions in order to not have too long surveys, which could make 

the respondent bored and thus, neglect the survey or focus less while answering. Second, the 

questions had to be understandable to avoid the risk of receiving untruthful data. (Bryman & Bell, 

2005; Christensen et al., 2001) 

3.3.4 OFFICIAL REPORTS 

Microsoft‟s global sustainability report – called Citizenship report, was analyzed between 2007 

and 2012. This data has helped in strengthening the empirical data and confirmed already 

gathered data through the other methods. We chose to include the citizenship reports because 

official reports can be useful to capture a more general picture of a concept (Bryman, 2002). 

While these reports may have a different purposes than our study and thereby, be classified as 

secondary data (Saunders et al., 2009), we have still been able to use these reports to understand 

the development of CSR at Microsoft, mainly in regards to its reporting standards. The 

sustainability reports provided us with information about reporting metrics and how they have 

been reporting their projects in their Citizenship reports.  

3.4 DATA ANALYSIS 

Qualitative data is rarely standardized and by that, it is suggested that the data is grouped or 

restructured into different themes (Saunders et al., 2009). These themes should be structured 

based on the theoretical framework (Yin, 2003). Thus, the analysis was conducted through a 

coding scheme, where information is coded into a grid to map and sort out the data (Bryman & 
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Bell, 2005). We re-listened to the in-depth interviews in order to not miss any vital data, which 

raises the research quality (Christensen et al., 2001). The early transcription from the first in-

depth interview allowed better preparations to the upcoming interviews and by that, follows the 

same structure. Also, we transcribed the in-depth interviews separately in order to document the 

recordings and consequently, this made the data coding and restructuring easier. (Maxwell, 2005) 

Further, the transcriptions allowed us to quote the respondents and to read the interviews in its 

entirety in order to raise our awareness of different areas. In turn, this raises the quality in 

qualitative studies because it is easier to relate different data and find patterns in them (Repstad, 

2007). Transcripts were sent to the respondents for validations, which raises the validity of the 

study (Bryman & Bell, 2005). 

The analysis of all data was an iterative process. This means that some parts have been revised 

and others have been re-arranged in the categories as we have re-read the data and found new 

patterns (Saunders et al., 2009). According to Maxwell (2005), analysis in qualitative studies is 

conducted when listening to recordings, reading notes, transcripts, in order to develop key themes 

and categorizations when relating to the overall context. As notes were taken and interviews were 

recorded and transcribed, it became easier to summarize the data according to three concepts 

(reporting, roles and routines) that were developed through the literature review. This made it 

easier to relate the findings to the research question and purpose, as Eisenhardt & Graebner 

(2007) claims. The survey enabled an easier analysis of some data, as qualitative data already is 

quantified. However, we used the same coding scheme as earlier for Question 3-5 in the survey 

as they were open in their nature (Christensen et al., 2001) 

When the data collection, transcription and reading were conducted, the data was coded and 

categorized according to the three concepts (Saunders et al., 2009). All collected data, through 

the in-depth interviews, speed interviews, survey and official reports has been coded, categorized 

and presented according to the three concepts in the empirical chapter. Presenting the data from 

the in-depth interviews and supportive findings through other sources is suggested in theory-

developing studies (Eisenhardt & Graebner, 2007). 
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3.5 INTERVIEWS 

Our interviews were mainly constructed based on the models for each theoretical concept – 

reporting, roles and routines, which you can see in Figure 1a, 2a and 3a. These were drawn for 

our theoretical chapter and constructed to gain a deeper understanding of changes in reporting, 

roles and routines due to CSR efforts. More specifically we wanted to know how these three 

concepts changed along with CSR.  

In the introduction to each initial interview we asked the respondents to explain the company‟s 

background in CSR, their own personal background and previous experience in the company. 

Subsequently, we asked the respondents to describe the company‟s CSR process in general. It 

was important to understand what CSR efforts Microsoft Sweden used to conduct and what CSR 

efforts they conduct today in order for us to understand how these could affect reporting, roles 

and routines. This allowed us to ask questions where the respondent could compare the current 

situation in the organization with how it was in the past, to determine if changes had occurred. 

Once the CSR efforts were established, the interviews leaned towards how reporting, roles and 

routines had changed along with increased CSR efforts. The questioning was based on each 

theoretical concept. We started by asking how different factors had changed or been affected due 

to the CSR efforts. Once that had been established, we asked the respondents questions 

specifically related to the factors highlighted in the models presented in Figure 1a-3a in order to 

dig deep into the theoretical issues. Once we had covered each theoretical concept, new questions 

were asked that were related to more than one theoretical concepts, for e.g. if a new role was 

created, we would ask how that specific role would affect changes in routines. The semi-

structural nature of the interviews enabled us to ask specific questions directly related to the 

theoretical issues. Also, the flexibility provided us the opportunity to ask the respondents 

questions that would allow them to dig deeper into some answers and ask questions that would 

clarifies the answers. At times, we had to ask for clarifications and further developments to let the 

respondents expand their answers. This allowed us to choose appropriate questions and answers 

that we believed would benefit our research topic. A full interview guideline can be found in 

Appendix 3. 

3.6 LIMITATIONS 

Reliability is a concept to measure if the method that is used, can be used in another study to 

produce the same result, given the same circumstances (Bell, 1999). A study has high reliability 

if it is replicated and gives the same results. In order to replicate a study, method and sampling 

process needs to be outlined (Bryman, 2002) and therefore, we have presented our methods used 

and sampling process. However, in line with Wallén (1996) we believe that it is difficult to 

replicate a study that involves people. As time progress, change may occur through various 

factors that affect the respondents‟ opinions, which may result in new findings. It is likely that 

this study will not give the same result if replicated because parts of the data have been gathered 

through anonymous respondents. 
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One way to measure reliability is to conduct a test-retest, which means that the respondents are 

presented with the same or similar questions a second time to see if the answers are the same 

(Bell, 1999). While we have not been able to re-do the speed interviews nor the survey, we have 

asked the two CSR-employees a few similar questions in their second interviews to see if the 

answers were similar. Further, various data sources were used to confirm different facts. To raise 

the reliability we have conducted face-to-face interviews to reduce unclarities in questions and 

definitions. In-depth interviews were recorded and documented, which reduces the risk of 

receiving wrongful interpretations and loss of data. (Bryman, 2002) 

The study is also difficult to replicate, partly due to the anonymity and partly due to the semi-

structured interviews which led to several follow-up questions and by that, increased the 

difficulties for future researchers of find the same data. Further, replication would also be 

difficult to achieve due to the difficulties in capturing the implications as they are relative to time 

(Saunders et al., 2009). 

To raise the validity in this study, we have conducted interviews with different respondents, and 

also gathered data from different sources. Further, we have conducted respondent validation of 

the empirical data in order to raise the validity (Bryman, 2002) For example during the interviews 

we would at times summarize answers in order to validate the accuracy and reduce the 

occurrence of incorrect data and incorrect interpretation of the data. The validity in a study can be 

raised by informing the respondents about the purpose of the study (Bell, 1999). We informed all 

respondents in this study about the purpose of this research and while the purpose has changed 

from the first in-depth interview, only minor changes have occurred throughout the rest of the 

study and thus, we do not believe it to have affected data collection. 

Since this is a case study, the findings are difficult to generalize statistically to other cases. 

However, qualitative studies do not aim to statistically generalize the findings to the population, 

but rather focuses on generalizing it to theory. Even though the case is unique, the learning can be 

applied to other situations. Further, the flexible nature in this study has made replication more 

difficult. However, to increase the representation within the case company, we have collected 

data from multiple sources. (Bryman, 2002) 
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4. EMPIRICAL DATA 

4.1 CSR IN MICROSOFT 

Microsoft Sweden is mainly a sales subsidiary with 500 employees and part of the Western 

European region along with 15 other countries (Microsoft Western Europe, 2013). Microsoft Inc. 

initiated its global CSR programs called Citizenship in 2006 and subsidiaries worldwide were 

given central guidelines on what to do. Today, CSR efforts in Microsoft Sweden have gained 

more awareness as they have implemented two major global programs on a local basis – 

Youthspark and Bizspark. (Microsoft Corporate Citizenship, 2013) Also, Microsoft has also 

introduced „Doing a Good Deed‟, which is a global program that provides the employees an 

opportunity to conduct voluntary efforts for up to 3 with pay.  

Microsoft Sweden has taken different actions over the past year in regards to social, economic 

and environmental aspects. In social honors, they participate in Youthspark – a global program 

focused on education of youths, local educational projects – such as a weekly tutoring project for 

youths, donate money and furniture. Within the economic aspects, besides earning money 

through their products and services they also participate in Bizspark – a global program to 

support and encourage young entrepreneurs to utilize Microsoft‟s products. The aim is to uphold 

a sustainable image as a corporation in order to attract future customers and talent. In regards to 

their environmental aspects, they are not as developed as in the other two fields, according to 

themselves. However, they have made an environmental friendly restructuring at their office, 

where they removed private desks and replaced it with shared desks, which means that everyone 

can sit wherever they want. The restructuring was inspired by other European offices to become 

more flexible and effective. It was more of a restructuring than a normal renovation. Microsoft 

Inc. has implemented eco-friendly travel policies, compensates for ecological waste and lastly, 

urges more use of digital communication tools to reduce environmental impact. Microsoft 

Sweden‟s CSR engagement was well known by the employees as 95% of survey respondents 

knew that Microsoft was engaged in CSR (see Q1 in Appendix 2). Also, 82% of survey 

respondents knew that Microsoft compensates for ecological waste (see Q2 in Appendix 2). 

Over the past years the DCA says that the four main changes have been: 

1. More structured plans around the CSR efforts. 

2. Reporting has become more rigorous. 

3. A lot more thought into the projects, in terms of how they relate to Microsoft and society. 

4. The environmental aspect has been emphasized a lot, as there were no environmental 

initiatives in the past. 

4.2 REPORTING 

According to the DCA, Microsoft Sweden requires a combination of metrics to relate them to 

goals in the actual business targets, for instance through scorecards. According to the DCA, they 

use two tools on a global basis: 1) numerical values, which for example states how many they 
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have trained or educated, reached out to, and 2) different PR metrics, which aim at measuring the 

awareness and how many they have reached. They have different routines for different projects 

and conduct both formal and informal reporting routines. The DCA says that they have more 

rigorous reporting today than before. Further, we found that very few respondents contributed to 

the CSR reporting and that there was a minor interest in following the Citizenship reports. 

Among the speed interviews we found that about 10% of the respondents followed those reports. 

From the survey and speed interviews, we found that none of the employees (outside the CSR 

department) contributed to the CSR reporting. This could mean that while the DCA says that 

their CSR reporting has become more rigorous, few are involved in the CSR reporting today as 

the reporting only circuits around the CSR department.  

Youthspark and Bizspark require each country to measure and report the same metrics because 

the goals are set by Microsoft Inc. According to both CSR employees, there are ten central 

metrics that they are continuously aware of. These are reported to Microsoft Inc. and the idea is 

to compare these within the region. Among these ten metrics in the Nordic Youthspark program 

they measure general factors, such as: how many students they have reached, how many activities 

they have conducted, how many teachers they have educated and how many software users they 

have on a quarterly basis. In their latest Citizenship report we found reporting for similar metrics. 

For example it could be found that through Bizspark, 600‟000 students have been connected, 217 

million teachers and students has participated in Bizspark activities. The number of licenses 

donated was also listed. (Microsoft Citizenship Report, 2012) Thus, these metrics are focused on 

how many employees and non-employees that have participants and how much money/licenses 

there have been spent. This means that Microsoft Inc. imposed rigorous measurement and 

reporting standards on Microsoft Sweden in order to measure the metrics for Youthspark and 

Bizspark. Further, as mentioned most metrics are focused on both PR or project specific goals, 

and not all of them are published in the Citizenship Report (Microsoft Citizenship Report, 2012). 

The DCA conducts quarterly controls of all countries in the region and goes through results of the 

ten metrics.  

Microsoft Inc. uses the triple bottom line reporting as the Citizenship report shows that they 

report economic, social and environmental factors. Microsoft Inc. uses the GRI template 3.1 in 

their Citizenship report, which focuses on factors that are suitable for an organization operating in 

the software and technology industry. However, as Microsoft Sweden does not conduct any 

production efforts some of these metrics are not included. (Microsoft Citizenship Report, 2012) 

The DCA claims that this affects how the CSR reporting is conducted in Microsoft Sweden. 

Looking at their Citizenship report, we found a clear increase in reports based on their different 

economic, social and environmental programs (Microsoft Citizenship Report, 2012). 

The curve in the following table indicates the total amount of pages the Citizenship report for 

each year (the first report represented year 2007 and 2008 in the same report and that is why they 

are together in the bottom axis). Over five reports, the amount of pages have increased from 5 

pages to 89, which is a major increase.  
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Table 1: Microsoft Citizenship reports between the years of 2007-2012  

Furthermore, as Head of Western Europe the DCA conducts quarterly controls with all countries 

in the region through digital meetings and then reports only the highlights to Microsoft Inc. on a 

quarterly basis as well. Basically, they use a checklist to collect data on CSR progress, PR 

progress, how many they have educated or trained, and list over budgets. The meeting structure 

has changed from including every country in one meeting to conducting controls of each country 

on an individual basis. Today, “when we find something good in one country that we know that 

another country is struggling with, we urge them to interact” said the DCA and explained that 

this helped them to solve specific problems. 

For the local projects, there are far less reporting standards. For instance, there are no explicit 

measuring routines for “Doing a Good Deed”. There is neither a system nor routine to measure 

how many employees that have participated according to the DCA, since the main goal is to 

make it work. The argument for not conducting any rigorous controls is that they want this to stay 

on a voluntary basis, according to the CPM. The CPM believes that adding formal controls would 

eliminate that factor. Some employees report to the CSR department voluntarily and at times this 

will be acknowledged internally. The CPM made it clear that it was an active choice to not have 

any formal reporting standards for these local projects and that project specific goals and PR 

metrics are measured in other ways. However, those are not communicated to anyone outside the 

CSR department as she claims that “all of these are for me and my team and not for anybody 

else”. 

There are internal reporting routines that focus on PR metrics that elaborates on how much 

publicity a project gets, how many participants they reach and what the media thinks of it. Also, 

there are project specific goals, such as how many participate in the tutoring project each week 

from Microsoft Sweden. However, while it was stated by both CSR employees that there were 

not any formal routines to measure participation, the corporate lawyer highlighted one reporting 

routine. Employees had to sign up for activities and they had to report where they have been to 

HR and add how many hours they had spent on these activities. The lack of proper knowledge 

about the participation can be contrasted through our survey, which showed that participation was 

at 26% (see Q6 in Appendix 2) while the DCA believed it to be at 15% today.  

The DCA said that in the past, the only way they used to measure their travelling costs was 

through their bookkeeping and added that they did not have any explicit goals for reduced costs. 

8980
67

165

20122011201020092007-2008

Pages in the Microsoft Citizenship report
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Now, both CSR employees confirmed that there are more measurements of the travelling costs, 

because of the new policy to compensate for the climate initiated by Microsoft Inc. 

Microsoft Sweden does not conduct any benchmarking, as the DCA explains that they lack 

resources to do so and actually does not believe in benchmarking as a good measure because it is 

difficult to benchmark CSR efforts according to the DCA. Instead, the DCA claimed that they 

look at competitors‟ efforts and if there was an initiative they liked, they would look into whether 

or not Microsoft Sweden could conduct it. Microsoft Sweden does not participate in any local 

award schemes either, even though Microsoft Inc. participates in different award schemes on a 

global scale. Furthermore, Microsoft Sweden used to conduct surveys about their image 

externally in the past. However, nowadays Microsoft Sweden conducts some PR surveys and 

employee satisfaction rankings externally instead, to better understand how different stakeholders 

perceive them in general. Microsoft Sweden participates in a “best place to work” ranking that is 

conducted externally. This ranking is perceived as a good measure of their CSR efforts by both 

CSR employees. The DCA believes that “it is a relatively good competition because if we win it 

several times, then it shows that we are a good place to work at”. The CPM adds that they 

conduct a similar survey internally, which they also perceive as a good measure of their CSR 

efforts. This means that Microsoft Sweden does not conduct any specific surveys or benchmarks 

to evaluate their sustainability performance and by that, solely rely on the PR metrics and 

employee satisfaction rankings. 

Throughout their CSR efforts, Microsoft Inc. has consistently taken actions within the legal area 

and focused on compliance issues. The DCA mentioned that a focus has been on “doing the right 

thing” and minimizing any wrong doings. Therefore, Microsoft Inc. has set very clear structures 

on what employees are allowed and not allowed to do, as they are adapted to local market 

conditions.  The corporate lawyer said that they have an internal business code of conduct, as 

they follow the ILO convention. This means that any supplier also needs to meet these 

requirements in order for Microsoft to conduct business with them. Furthermore, Microsoft 

Sweden adheres to different ISO standards and has their own business code of conduct. There are 

rigorous quarterly international measurements and controls in “not doing wrong” as they still 

have problems in that area in some countries. In Microsoft Sweden, they have two compliance 

managers who conduct these controls. In their latest Citizenship report, we found that they had a 

compliance rate of 100%. (Microsoft Citizenship report, 2012) However, the DCA said that 

problems may arise at time. 

4.3 ROLES 

The CSR department consists of the DCA and CPM. Their department has been integrated with 

Microsoft Sweden‟s two corporate lawyers into a department called Corporate and Legal Affairs. 

According to the CPM these two departments were integrated because they worked closely 

together on different issues in the past and both departments were a part of Microsoft Inc. for 

legal reasons. Therefore, it was natural to integrate them into one department. While the CSR 

employees are focused on lobbyism and CSR projects, the corporate lawyers contribute with 
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legal advice on lobbyism issues, legal documents for CSR projects, compliance issues and other 

legal affairs. However, while the CSR department is integrated with the legal department, they 

still collaborate a lot with the PR department and have competencies in conducting lobbyism. 

Two new positions have been created in the CSR department over the years and each of them has 

been given different roles. The first new position was the new role of the DCA, who worked with 

lobbyism and was then given the responsibility to initiate CSR efforts in Sweden. Today, the 

DCA works 50% with lobbyism and 50% with CSR efforts, which includes being Head of 

Western Europe. In the role as a lobbyist the DCA focuses mainly on external communication. 

As Head of Western Europe, the DCA has the responsibility for reporting all CSR efforts in this 

region to Microsoft Inc. Also, this includes coordinating the different efforts, having meetings 

with the different regions and collaborating with the board. The DCA also sits in the Swedish 

board together with other key employees. For the DCA, motivation has increased as the 

awareness of the CSR efforts have increased. Also, the DCA perceived that expectations have 

been added as the awareness has increased and quarterly controls were being held with specific 

countries instead of everyone together. In this position, these different roles require collaboration 

with many different actors, both internal and external. In short, we found that besides the 

previous lobbyist role, the DCA also has the role as Head of Corporate Affairs, Head of Western 

Europe and project manager. 

The other new position was the CSR Project Manager who is also Head of Environmental Issues. 

This position was not part of the initial CSR efforts, but as the CSR efforts increased, a new 

position was needed. This position has several different roles, as the CPM have different 

responsibilities for the global and local projects. The CPM was responsible for environmental 

input during the office restructuring, such as donating furniture to local organizations. Further, 

the CPM has the responsibility to coordinate global programs in Sweden, support employees in 

their own initiatives and collaborate with internal communicators to increase the awareness of the 

CSR efforts. Over the past year, the CPM found that the role has developed and changed a lot, as 

there are now more responsibilities. For instance, the tutoring project was initiated and owned by 

the CPM and the CPM has initiated other projects as well. The CPM said that the motivation had 

increased as time has progressed because of the new responsibilities, as the CPM hosts marketing 

events to increase awareness nowadays. As time progressed, the role of the CPM became more 

specific and lead to more expectations as direct contacts with employees increased and both CSR 

employees‟ conducts socially oriented activities to interact with the employees. Further, the CPM 

conducts a lot of internal communication and therefore, has a lot more direct contact with 

employees who want to discuss different CSR projects than before. In the position as CPM 

different roles could be found, such as project coordinator, as she coordinates projects. The CPM 

was also CSR project manager, as she managed CSR projects, and „Head of Environmental 

Issues‟ as she is the main responsible for environmental issues. 

The roles of the DCA and CPM include work consisting of communication, in which the DCA 

focuses on external communication and the CPM focuses on internal communication. They 
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realize that a lot of their work is about changing others behaviors. For instance, the environmental 

changes at the offices contributes to a behavioral change, where employees reduces office-hours, 

demand for ecological fruits, energy-saving lamps and a policy for printing double-paged copies. 

The CPM, who have initiated a lot of these changes, adds that interactions with others is vital in 

achieving change, “the more we engage others in the company, the amount of talk, interest and 

engagement will increase” and adds that informal channels have the best outcome. The CPM and 

corporate lawyer usually tried to encourage others to participate in different CSR programs, 

therefore “I talk about our programs during lunch- and coffee breaks” said the CPM. The 

corporate lawyer had developed a similar role, to encourage other colleagues to participate in the 

CSR programs. The CPM said that due to the increased flexibility they could interact more often 

with others, partly because of the shared desks after the office restructure. 

In relation, since the CSR employees interact with a variety of employees and external actors, 

their roles are not static. The CPM believes that the continuously changing roles are dependent on 

what others expect of them, which in turn changes over time. Today, the CPM works with 

trainees, corporate lawyers, and international colleagues focused on environmental issues, 

community affairs employees, marketing directors, PR directors, sustainability communicators, 

internal communicators and external actors in NGOs and partners. The DCA collaborates with 

more external actors, called “elites”, who are public decision-makers, such as journalists, 

politicians and other high-level decision-makers. He also interacts with internal actors, such as 

the board, the others in the department and different actors throughout the Western Europe 

region. Also, the increased communication with both internal and external actors have formed 

new expectations, for instance direct contact with other employees about different ideas for CSR 

projects have increased. Essentially, we have found that both CSR employees interact with a 

variety of colleagues because they collaborate with different internal and external actors. In turn, 

this has affected them in terms of responsibility, since they have to adapt to their roles to include 

a lot of communication and project management skills. 

Both CSR employees mentioned that they had acknowledged an increase in CSR interest. 

However, the DCA said that the employees are in general not involved in how to conduct or 

develop the major CSR programs since there is no formal democracy in forming them. On the 

other hand, we found that interest for the local projects had increased. For instance, the corporate 

lawyer had previously conducted CSR activities outside of work, but now participated in the 

tutoring project as it was available at work hours. Also, the corporate lawyer confirmed that CSR 

is a topic mentioned in informal contacts during breaks, lunches and similar occasions. The CPM 

believed that this type of communication had increased as an effect of the raised flexibility 

through the office restructuring. An absolute majority of the respondents during the speed 

interviews claimed that no changes had been made to their role. 

The CPM said that several competencies has been needed, some more than others. The DCA has 

been the director for all these CSR efforts and the CPM has been responsible for local projects, a 

testament for leadership. In close relation, stakeholder management skills have been important to 
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understand the necessity in stakeholder balance. That is why the DCA works with influential 

decision-makers to reach different stakeholders. As the DCA was Head of Western Europe and 

the CPM had a role as project owner, they have developed monitoring roles as they naturally 

were responsible for monitoring within their positions. Further, the CPM highlighted several 

competencies needed in different roles: planning because of the coordination of projects, 

networking because they collaborate with internal and external actors and cultural awareness 

because they collaborate with international colleagues as well. For the global programs, the CPM 

has taken a more administrative role and reported to international colleagues, which has required 

more planning. For the local projects, the CPM says that networking and leadership has been 

more important. Cultural awareness and networking has had a huge impact in general because the 

CPM has mostly internal contacts, but also some external contact with international colleagues. 

Lastly, both CSR employees actively work to improve the CSR efforts as they search for 

resources for the CSR department and projects. Some of these capacities have also lead to 

increased role expectations over time. For instance, the DCA re-organized the quarterly controls 

for Western Europe and by that, changed the expectations of the role as monitor, as the DCA now 

has a proactive role instead of a passive one. 

4.4 ROUTINES 

In regards to changing behaviors, the CPM said: “There is an initial enthusiasm, but it is difficult 

to maintain, because it is difficult to change people and organizations”. Microsoft Sweden has 

focused a lot on efforts of changing behavior both internally (several environmental friendly 

actions have been taken) and externally (their services aim to replace face-to-face meetings). An 

internal project was initiated to encourage employees to work from home. Another external 

project, in which 140 organizations participated, was initiated to encourage other companies to 

utilize these digital communication tools. The overall aim was “to change the mindset that you 

have, to be at the office to work” according to the CPM. Therefore, the CPM is hopeful as the 

organization is quite resilient and refers to increased interest in CSR from employees. In the 

survey, a majority (95% of the respondents) confirmed that the CSR efforts had affected their 

daily operations (see Q7 in Appendix 2). However, of those who believed that they have been 

affected, 66% believed the effects to be very small (see Q7 in Appendix 2). The effects were 

unfolded in travelling and communication routines. 

The new travelling policy that has been implemented in Microsoft Sweden encourages more eco-

friendly travel and has implemented pre-approval routine for air travels. Our survey results show 

that employees‟ traveling behaviors have changed. Also, Microsoft Inc. has implemented a 

traveling policy that compensates for ecological waste. Thus, Microsoft Inc. measures the amount 

of travelling to know how much they should compensate, the CPM claimed. Today, Microsoft 

Sweden urges their employees to reduce car travelling and have implemented a pre-approval 

routine for air travel. The survey results showed that travelling was a frequent part of work as 

58% of the respondents travel more than once a month, of which a majority (89%) travelled 

domestically (see Q8 in Appendix 2). Both CSR employees estimates that employees fly less than 
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in the past and the survey results suggest that eco-friendly choices of travel are used, as only 11% 

of those who travels more than once a month chooses to travel by air (see Q9 in Appendix 2). 

Also, 76% of the survey respondents explicitly claimed their traveling routines to be more eco-

friendly than before (see Q10 in Appendix 2). It was found that car travel was still the most 

frequent choice, followed by travels by train. Even though there are no explicit goals or 

incentives for travelling routines at Microsoft Sweden, both CSR employees estimated that 

travelling costs has reduced the past years. Further, Microsoft Sweden encourages employees to 

utilize their digital communication tools to replace face-to-face meetings. 

As previously mentioned, Microsoft employees are allowed to participate in what they call 

„Doing a Good Deed‟. Employees are free to engage in social issues for three days with pay 

anywhere in the world even if it is unrelated to Microsoft‟s operations. At an early stage, several 

years ago, the DCA claimed that they found that about 15% of the Swedish employees 

participated in this voluntary opportunity, for example through charity bike races and water 

projects in Africa. He believed the rate to be the same today. However, our survey showed that 

about 26% participated in this opportunity and that another 5% had the ambition to do so in the 

future (see Q6 in Appendix 2). The tutoring project was initiated in collaboration with a local 

school, in which 3-4 employees attend to help students with math and language skills on a weekly 

basis. According to the CPM (who is responsible for the project), this project has been approved 

by the board and even the CEO is scheduled to attend. The CPM believed that it was important to 

involve employees from the higher managerial levels as they have great influence and thus, can 

be role models for others in the organization. 

Participating in the tutoring project has become a weekly routine for the CPM, who has managed 

to attract at least 3 employees to attend every week. Consequently, attending this weekly project 

has led project members to make it a routine to encourage others to participate despite the lack of 

incentives to encourage others, “Those of us who have been there before talk about it at work and 

during lunch breaks in order to encourage others to join” said the corporate lawyer. There was a 

perceived “butterfly effect” as the increased talks about the project lead to an increased interest. 

The corporate lawyer took a much more direct approach sometimes by directly asking “Don’t you 

wanna join? Don’t you have time today?”, while the CPM would take a more subtle approach. 

The CSR employees have been engaged a in a lot of communication in aim of increase the 

awareness of their CSR efforts. The CPM claimed that marketing and communication is a vital 

part of their work to increase awareness because employees receive a lot of other information as 

well. On an external basis the DCA says “a lot of this work is conducted so that the different 

stakeholders perceive us as positive” and therefore, also promote and communicate these CSR 

efforts to “elites”. It is a conscious choice as the DCA claims that it is a tactical maneuver to 

reach out to a broad spectrum. The ultimate goal is to uphold an image of Microsoft as a good 

corporate citizen as it is a fundamental goal in Microsoft‟s CSR efforts. However, since social 

projects are not big news for external actors, the main focus for local projects is internal 

awareness. By that, both CSR employees publish news through their intranet, send emails, host 
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kick-offs and acknowledge different efforts in their monthly company meetings and at their 

offices through TV screens. In our speed interviews, a few respondents mentioned that they had 

noticed an increased internal communication about these CSR efforts and a majority actively took 

part of these communications according to our survey. Also, the CSR department has realized 

that support from top-management is important. Mainly the support from the hierarchy is needed 

because “while there is a huge interest, there is a lot of information going out to everybody and 

we need to market ourselves very well.” 

The office restructuring, which have led to shared desk and computer areas, has encouraged 

flexibility and distance work. Employees from the surveys and speed interviews pinpointed that 

they are more flexible today in their work, as they can communicate with employees from 

everywhere with the use of their communication tools as they have been more used in the 

organization than before. Further they believed that the restructuring of the office made 

communication easier as behaviors changed in terms of easier meetings and more interaction with 

other colleagues. According to the DCA, the routines had changed partly because of the office 

renovation and partly because of the increased utilization of Microsoft‟s digital communication 

tools. The CPM said: “I had all my international meetings from home instead of coming into the 

office, when planning a major conference”. According to experience from office before the 

restructuring, the amount of employees at the office has increased. However, several respondents 

in our speed interviews mentioned that their flexibility had increased due to the office renovation 

as they no longer had to show up at the office to conduct their daily operations; it occurred more 

often that they worked elsewhere. 

The CPM‟s week always begins with a meeting with the DCA during which they discuss the past 

week, divide the work and form a plan for the upcoming week. In the beginning, these meetings 

were formal and required the CPM or DCA to book a specific time with specific agendas. 

However, the meetings tended to slowly transform themselves and today, they are completely 

informal as they now hold meetings at cafeterias or over lunch to discuss what they find 

important without reporting the meetings or formally prepare for them. The only remaining 

feature is that it occurs on Mondays, while time, place and topic vary from week to week. 

The quarterly controls which the DCA conducts with other offices within the Western European 

region is a routine that has changed by time. As mentioned earlier, the meetings used to be 

conducted with all region members together, but now the DCA conducts separate meetings with 

each individual country. The DCA believes that these new reporting routines have provided more 

stability, for e.g. today there are specific deadlines for these controls. The DCA explains that the 

controls and reporting has to be conducted within deadlines to ensure that Microsoft Inc. can 

include them in the sustainability report if needed. The DCA further claimed that strict routines 

have to be enforced in these circumstances to provide stability to the process when there are so 

many different actors involved. 
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5. ANALYSIS 

5.1 REPORTING 

Our combined empirical data suggests that CSR reporting has led to internal implications and put 

pressure on Microsoft Sweden internally, which has not only affected reporting in the 

organization, but also roles and routines. The findings propose that the rigorous reporting 

standards enforced by Microsoft Inc. has led to internal implications in regards to the reporting at 

the Swedish subsidiary, following what was expected through our literature review that claimed 

that new reporting standards puts pressure on an organization internally (Radiah & Rashid, 2009). 

For example, this was highlighted by the DCA who mentioned reporting implications as one of 

four major changes caused internally by these CSR efforts. 

Basically, Microsoft Inc.‟s CSR efforts were based on economic, social and environmental 

aspects, but still the main focus has been on the social aspect. Microsoft Sweden has followed the 

same structure as Microsoft Inc. Therefore the reporting standards have been based on the GRI 

framework that is adjusted for this sector with a social focus. Thus, we see that their reporting has 

been situational based (Radiah & Rashid, 2009). The implications of the CSR efforts on reporting 

in Microsoft Sweden mainly started as Microsoft Inc. adopted and implemented GRI reporting, 

which are summarized in their sustainability report. This sustainability report is a good indicator 

of how the pressure of reporting has increased, as there has been a major growth in amount of 

information (see Table 1 in section 4.2). In short, it can be said that the sustainability report based 

on GRI reporting, has required new reporting standards of subsidiaries. In turn, this had led to 

internal implications on Microsoft Sweden. Mainly because the global CSR programs that 

Microsoft Sweden participates in requires reports on different metrics in line with guidelines set 

by Microsoft Inc. 

The CSR efforts that Microsoft Sweden conducts has led to an increase amount of data to be 

collected and reported upon, as different metrics are outlined. These metrics are used to measure 

the CSR efforts in terms of PR, progress and project specific goals and thereby, not related to any 

organizational goals. In turn, this has led the CSR department to always be aware of these goals 

when conducting their CSR efforts. While the global programs have had very specific metrics 

and measurement guidelines, the local projects have not. In combination with the metrics not 

being related to the organizational goals, this has reduced the impact of reporting internally 

because it has not affected all employees, but mainly the CSR department (Myrah & Odinsky-

Zec, 2011). Thus, increased CSR efforts and reporting through GRI does not necessarily mean 

that all departments in the organization are affected and neither does it ford physical reporting on 

a daily basis. However, those involved in the CSR efforts think about the goals at all times. 

In terms of internal implications our empirical data shows that several steps had been taken to 

better implement the reporting standards. First, our empirical data highlight that quarterly 

controls based on the metrics were conducted in order to continuously measure these metrics and 
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then report further up the hierarchy. By that, it can be constituted that reporting has pushed the 

company to enforce performance measures, which Spiller (2013) mentions as vital for a 

successful implementation. Second, several surveys to measure PR and image as well as different 

rankings to measure work satisfaction were conducted both internally and externally. These were 

an effect of the increased reporting standards and even though these were not focused on the CSR 

efforts in particular, they were perceived as an indirect measure of it as any poor perception of 

CSR efforts would damage their image or work satisfaction. By that, this could suffice because if 

their corporate image is perceived well both by the public and employees, it could be concluded 

that their CSR efforts are satisfying as no critique has been received. On the other hand, this 

assumes that employees and external actors perceive CSR as important. It is possible, that in this 

case these PR, image and work satisfaction surveys are not a good measure of the CSR efforts, 

considering the low participation rate in the local projects. Third, a business code of conduct was 

forged in order to measure any issues regarding compliance, which in turn also meant that 

Microsoft Sweden implemented different eco-labels and standards, for instance ISO standards. 

 

 

 

 

 

 

 

 

Figure 1b. Relation between CSR efforts, reporting and different reporting actions according to our analysis. 

As a concluding remark, CSR efforts have had implications on reporting through various actions. 

However, these have been reduced due to lack of metrics and reporting standards beyond the 

global CSR programs and compliance issues, as well as a lack of organizational goal alignment. 

One of the indicators of this reduced effect was the lack of data of how many employees that 

participated in local CSR opportunities. These drawbacks have therefore had the impact that few 

outside the CSR department are involved in these reporting standards. Also, this could explain 

why benchmarking was not conducted as part of CSR reporting and performance improvement 

(Szekely & M., 2005). On the other hand, the lack of benchmarking could also be explained by 

the fact that CSR efforts are difficult to copy or imitate or even compare (Filip & Iamandi, 2008).  
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5.2 ROLES 

Our empirical findings suggest the CSR efforts to have had internal implications on roles. As an 

effect of the increased reporting standards and pressure on the CSR department, more resources 

have been made available and lead to the recruitment of one new CSR employee. Also, the CSR 

department was integrated with the legal department, which is another internal effect. Overall, 

new roles have been formed in the organization and existing roles have been affected as they 

have changed due to new responsibilities and capacities. The implications on roles due to the 

CSR efforts have led to different positions inhibiting a collection of roles. This is in line with 

Anderson et al.‟s (1998) view of roles as each CSR employee had a variety of roles; some new 

and some changed. Also, a new role had been added to those participating in local CSR projects 

as they had taken a proactive role to encouraging participation in local projects. 

Further, our empirical findings suggest that six managerial roles were found in total based on 

Mintzberg (cited in Heikinnen 2007: 912), which may indicate that specific managerial roles can 

be expected to arise as an implication of CSR efforts. As the DCA was the director and Head of 

Western Europe and the CPM project owner and Head of Environmental Issues, it can be 

suggested that they had the roles as monitors, figure heads, leaders, spokesmen and resources 

allocators. Also, as the DCA was the link between Western Europe and Microsoft Inc. and the 

CPM the link between employees and CSR efforts, it can be suggested that they had the role as 

liaison. This explains that different positions will possess different managerial roles contingent on 

different factors mentioned by Shenkar et al. (1998), for instance differences in hierarchical level 

affects the level of a role. 

In turn, there have been implications on competencies, as different roles have required different 

competencies during this change. Six different competencies were highlighted to be important as 

part of the new or changed roles. Working with CSR has required collaboration with both 

external and internal actors on a local and global basis. This has required leadership, planning, 

project management skills, networking skills, cultural awareness, communication, stakeholder 

management, and responsibility over results of change, which is in line with some of the 

competencies highlighted by Crawford & Nahmians (2010) and Summer & Zuchi (2010). 

However, networking skills was not brought up in previous literature and was a surprise as it was 

not expected to be an important skill in these roles. In relation, communication has become one 

of the more important competencies in the CSR department‟s work, as it has increased the CSR 

employees‟ interactions with the PR and communication department as well as increased their 

capacities in this field. Previous research in CSR has found that CSR work usually is allocated to 

PR departments (Eilbirt & Parket, 1973), but in this case the CSR department has mostly 

collaborated with the PR department. Instead, this has led to a new role to encourage CSR within 

the organization in the legal department as they were integrated with the CSR department. 

Moreover, as these departments are integrated, the corporate lawyers work with compliance 

issues as part of the CSR efforts and formed a role to inform different actors about them. In 

relation, this departmental integration is one of the organizational structural activities that have 
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been conducted as an effect of the CSR efforts. Other change activities taken through these roles 

have been “selling the change”, which occurred through increased internal communication and 

encouragement. To find champions for different projects has also been important as the tutoring 

project for instance was approved by the board. Lastly, changing behaviors and organizational 

culture has been another implication on roles as different actions, for instance environmental 

actions have been taken to increase the internal impact of the CSR efforts. Thus, there is 

empirical evidence for the importance of four change activities (Crawford & Nahmias, 2010).  

The implications on roles through competencies and activities in Microsoft Sweden have led to 

new role expectations beyond any formal descriptions of the position. By that, these roles are a 

construction of meanings in different situations and of preferences to change by acting in a 

certain role, as (Anderson, et al., 1998) and Montgomery (1998) claims. The main factors to 

moderate these expectations have been communication, increased competencies and increased 

motivation (Knight & Harland, 2005) (Knight & Harland, 2005). Thus, it shows that there are 

different factors that moderate expectations, related to both task specific and non-task specific 

performances as Dierdorff et al. (2012) highlighted. These expectations have been found to be 

continuously evolving due to interactions with internal and external actors. Interacting with 

different actors was found to be another implication of the CSR efforts as collaborations with a 

variety of actors occurred on a daily basis. This was re-enforced by the office restructuring, 

which increased flexibility in the organization. In combination, these changes show support for 

the roles to be flexible (Zurcher, 1983) and not institutionalized. 

 

 

 

 

 

 

 

 

Figure 2b. Relation between CSR efforts, roles and different role changing factors according to our analysis. 

As a concluding remark, we find that there have been implications on roles due to the CSR 

efforts, but mainly restricted to the CSR department even if there are signs of minor changes in 

the roles of other employees. The reduced overall impact could be explained by the reporting 

standards, which have mainly affected the CSR employees. 
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5.3 ROUTINES 

Our empirical data suggest the CSR efforts have had internal implications on routines as new 

routines have emerged and some routines have changed over time. This could be seen as a result 

of the changes in reporting standards and roles. Routines regarding communication, participation 

in CSR projects, meetings within the CSR department, control meetings, reporting routines, 

travelling routines and encouragements have all either emerged or changed. 

On the one hand, we found support that suggests that two of mentioned routines can be classified 

as routines-as-rules. The characteristics of conducting communicational activities or adhering to 

the travel policy can be classified as routines-as-rules because they are a conscious cognitive 

action and therefore, part of a chain of processes (Edigi, 1992; Delmestri, 1998; Feldman & 

Pentland, 2003; Becker & Zirpoli, 2008). On the other hand, we found support suggesting that the 

rest of the mentioned routines can be classified as routines-as-activity: participation in CSR 

projects, meetings within the CSR department, control meetings, reporting routines and 

encouragements. These five routines have the characteristics of routines-as-activity since they 

included multiple actors and became a recurrent pattern of either behavior or activity based on 

mindless choices (Costello, 2000; Feldman & Pentland, 2003; Becker, 2004). 

Depending on the characteristics of the routine the empirical data suggests that they create both 

stability and flexibility, as highlighted by Becker (2004) and Feldman & Pentland (2003). A 

majority of these new or changed routines creates stability as they generate satisfactory results 

and thereby, reduce the need for further change. This creates stability in the organization as they 

are recurrent patterns. However, a few of these routines has shown to provide flexibility, for 

instance the meetings within the CSR department. These meetings have shown to provide the 

flexibility needed to generate changes and by that, are not static and not unchanging, as 

highlighted by Feldman & Pentland (2003). This increased flexibility was enforced by the office 

restructuring, which eliminated the static work environment. Another effect of this increased 

flexibility in combination with the changes in reporting and role is that these new or changed 

routines could be perceived as interactive routines. All routines included a multiple set of internal 

and external actors involving in a subset of actions (Becker, 2004). However, they mostly 

included employees in the CSR and legal department and therefore, the overall internal 

implication were reduced. 

Routines argued to be are embedded in the organization as they encode organizational 

capabilities and knowledge (Feldman & T., 2003) (Feldman & Pentland, 2003). Thus, all of these 

new or changed routines were a part of the major behavioral change that CSR efforts meant for 

the CSR department. Our empirical data suggests that these new and changed routines were used 

as means of describing and explaining this internal change. By that, it shows that routines can be 

used to increase the organizational learning as they are processes in their nature. In relation, this 

suggested that some of the routines, mainly routines-as-activity, could change endogenously and 

yet, keep the fundamentals of the routine the same, in line with Feldman & Pentland (2003). 

Changes in routines could occur despite the lack of explicit goals or incentives, for instance the 
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encouragement routine, which indicates that there is neither a need for explicit goals or incentives 

for routines to be raised or changed (Cohendet & Llerena, 2003). 

 

 

 

 

 

 

 

 

Figure 3b. Relation between CSR efforts, routines and different routine changing factors according to our 

analysis. 

Pentland et al. (2010) questioned the possibilities of studying or measuring routines through 

empirical research. We can conclude that, several routines have either emerged or changed but 

mainly within the CSR department. Only one routine implication was found organizational-wide 

and only one other minor routine had started to emerge outside the CSR department. By that, it is 

possible to argue that the CSR efforts have led to stable processes as the routines were mainly a 

source for stability. This shows that it is possible to study routines empirically and that it is 

possible to tell if routines exist. Also, it is possible to conclude that there is no support for 

routines as being sources of inertia, inflexibility and mindlessness as there were flexible routines, 

interactions between multiple actors and mindful choices. 
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6. CONCLUSIONS 
As previously highlighted, the external implications of CSR efforts in terms of for example 

financial growth have been studied extensively in past few decades. However, less focus has been 

put on the internal implications of CSR efforts and the possible challenges that may arise from 

those changes. Therefore, this paper has aimed at studying the internal implications from a 

structural perspective in terms of reporting, roles and routines that CSR efforts may lead to in an 

organization. By that, the aim has been to answer what implications CSR efforts have in an 

organization in terms of reporting, roles and routines. Through our analysis, a combined 

conclusion is that CSR efforts do have implications structurally as there have been changes 

internally in regards to reporting, roles and routines. The biggest impact has been on reporting 

and roles. However, implications on reporting and roles have also meant a shift in the routines as 

well. The biggest challenges have been that to have an impact outside the CSR department 

because these effects have mainly been limited to the CSR department and not the overall 

organization despite the signs of increased interest and participation. 

From our analysis (see Figure 1b), we could conclude that increased CSR efforts have led to 

increased reporting standards and by that, increased pressure internally as well. The pressure 

came mainly from a new set of metrics that demanded an increased data collection and reporting. 

In combination, this has led to more rigorous reporting standards. Thus, the case also shows that 

CSR efforts that require reporting will lead to more internal pressure. Also, CSR efforts has led to 

several other actions to increase reporting in the organization through more controls, a business 

code of conduct with its own goals to adhere to and lastly, PR, image and work satisfaction 

surveys to measure different efforts. However, we could not find support for benchmarking nor 

award schemes as factors of internal implications. As shown, there are several ways to enforce 

CSR reporting whereas there are no reasons combine these factors in order to increase reporting. 

Yet, we can conclude that there is more rigorous reporting due to the CSR efforts. A challenge 

has been to include staff outside the CSR department because most of these factors have mainly 

affected those within the CSR department due to lack of metrics and reporting standards beyond 

the global CSR programs and compliance issues, as well as a lack of organizational goal 

alignment. 

In turn, these new reporting standards have had an internal effect on roles because new roles have 

emerged and existing roles have been extended new responsibilities. By that, it can be concluded 

that there will be a collection of roles emerging, even within one and the same position (See 

Figure 2b). Among these new and changed roles, it has been shown that six managerial roles will 

emerge, which require six different competencies and four different change activities. 

Consequently, CSR efforts have led to an increased amount of interaction with a variety of actors 

both internally and externally. This has increased and continuously moderated the role 

expectation through communication, new capacities and motivation. Lastly, due to the increased 

interactions within the organization these roles were not able to be institutionalized, but instead 

became flexible. In conclusion, we found support for all factors to have implications on role to be 
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affected but some of them in a minor scale than expected. CSR efforts will have internal 

implications on roles as several factors increasing changes to roles are affected as roles will 

emerge and change towards including responsibilities for CSR issues. However, these changes in 

terms of roles have mainly occurred within the CSR department, which mostly explains the CSR 

department‟s importance.  

In turn, the new and changed roles together with the new reporting standards have had an impact 

on routines as new routines have been formed and some changed over time. We can conclude that 

there have been internal implications on routines (see Figure 3b). Basically, we conclude that the 

CSR efforts have led to a majority of recurrent routines-as-activity, but seen signs of routines-as-

rules as well. These routines have mostly provided stability internally, but at some stages also 

lead to flexibility and by that, generated change. Also, we can conclude that incentives were not 

needed to form or change routines and that forming and changing routines is an important part of 

the change. All together, we conclude that these factors have had internal implications on 

routines due to increased CSR efforts. However, again the challenge has been to have impact 

outside the CSR department.  

Concluding, out findings highlight that there are internal implications of increased CSR efforts in 

terms of reporting, roles and routines in various ways that have been identified previously 

through existing theory. Despite these findings that there are internal implications of CSR efforts, 

the impact has been mainly taken place within the CSR department as the main challenge has 

been to include staff outside the CSR department.  

7. PRACTICAL IMPLICATIONS 
In terms of managerial implications, our study highlights that internal implications should be 

expected when increasing CSR efforts because several of the factors that lead to increase internal 

implications leads to change which in turn affects daily operations. Management can expected 

internal implications in terms of reporting, roles and routines. In terms of reporting, management 

should expect more rigorous standards to be implemented, which will require more rigorous 

controls. Management should expected different actions to be taken in order to increase reporting. 

Furthermore, increased CSR efforts will have internal implications in terms of roles as new roles 

will emerge and new responsibilities will be added to existing roles. Fundamentally, this will 

have an impact on managerial roles, competencies and change activities as well as the flexibility 

of roles. Lastly, increased CSR efforts will have internal implications on routines as they will be 

affected by the changes in reporting and roles. On a practical level, management need to expect 

these changes to allocate resource adequately, but in order for these changes to have a company-

wide effect, management should focus on including more departments in the process. This study 

shows that a challenge has been to include others beyond the CSR department. On a practical 

level, we would emphasize the importance of including staff from various departments as we 

believe that inclusion would lead CSR efforts to have a bigger impact internally.   
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8. FUTURE RESEARCH 
This study was limited to one case focused on a service company which based their reporting 

around the GRI template 3.1. As reporting showed to be situational based we would suggest that 

future research is conducted in companies who uses other GRI templates, such as companies in 

the production sector. Further, this study was limited to focus on only reporting, roles and 

routines to grasp the problem from a structural perspective. As we saw that CSR gave rise to 

change in the areas of reporting, roles and routines, we would suggested that further research is 

made in this field to see what actually give rise to these changes. Lastly, we would highlight that 

it is not only a structural effect on CSR that is interesting for further research. A non-structural 

perspective would be interesting as well to see how CSR affects non-structural factors, for 

instance core values and culture.    
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Appendix 1 
Following is a replica of the survey, converted from its original: 

Följande enkät innehåller 10 korta frågor som kommer att användas i en forskning som behandlar den interna 

påverkan som CSR har på roller, rutiner och rapportering i företag. Enkäten är anonym och du som respondent 

kommer skyddas mot all personlig anknytning av dina svar på denna enkät.  

OBS! Du måste ha arbetat för Microsoft i mer än 1 år för att få delta i undersökningen. 

 

 

1. Känner du till Microsofts samhällsengagemang? 

Ja 

Nej 

 

2. Klimatkompenserar Microsoft? 

Ja 

Nej 

Vet ej 

 

3. Har din arbetsroll förändrats till följd av ert samhällsengagemang? (Vänligen motivera kort) 

 

4. Har det uppkommit några nya rutiner till följd av ert samhällsengagemang? (Vänligen motivera kort) 

 

5. Rapporterar du eller har du tagit del av rapporteringen om ert samhällsengagemang? (Vänligen motivera kort) 

6. Deltar du eller har du deltagit i något utav Microsofts projekt för samhällsengagemang, t.ex. ”En god gärning” under det 

senaste året? 

 

Ja 

Nej, men önskar att delta framöver 

Nej, inte intresserad 

 

 

 

 

7. Hur har Microsofts samhällsengagemang påverkat ditt dagliga arbete i form av roller, rutiner, rapportering? 
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Det har inte skett någon skillnad 

Det har påverkats väldigt lite 

Det har påverkats en någorlunda 

Det har påverkats mycket 

Det har påverkats väldigt mycket 

 

 

8. Reser du mer än en gång i månaden i din tjänst? 

Ja, mestadels inrikes 

Ja, mestadels utrikes 

Nej 

 

9. Om du reser inom din tjänst; rangordna de transportmedel du oftast använder dig av. (1 = Mest frekventa, 5 = Minst 

frekventa) 

Flyg 

Tåg 

Buss 

Bil 

Annat 

10. Har du märkt någon förändring i dina resevanor sedan du började arbeta för Microsoft? 

Ja, mot ett mer miljömedvetet perspektiv 

Ja, mot ett mindre miljömedvetet perspektiv 

Nej, det har inte skett någon förändring alls 
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Appendix 2 
Following is a summary of the results from the surveys. As question 2, 3 & 4 had more of a 

qualitative character; they are not presented in the same fashion and thus, are not included below.   

1. Do you know about Microsoft's social engagement? 

  Yes No 

Frequency 59 3 
 

2. Does Microsoft compensate for ecological waste? 

  Yes No I do not know 

Frequency 51 2 9 
 

6. Have you participated in some of Microsoft's social projects (e.g. ‘Doing a Good 
Deed’) during the recent year? 

  Yes 
No, but I would like to in the 

future 
No, I am not 
interested 

Frequency 16 3 43 
 

7. How has Microsoft's social engagement affected your daily work, in terms of roles, routines, reporting? 

  
Nothing has 
changed 

It has changed a 
little bit 

It has changed 
a bit 

Much has 
changed 

Very much has 
changed 

Frequency 3 39 15 3 2 
 

8. Do you travel more than once a month within your work? 

  Yes, domestic is most usual Yes, international is most usual No, I do not travel 

Frequency 32 4 26 
 

9. If you travel, rank the transport you use most commonly (1=Most frequent, 5=Least frequent) 

  
Car, Train, Flight, 
Bus, Other 

Train, Car, Flight, 
Bus, Other 

Flight, Car, Train, 
Bus, Other 

Frequency from the  
most usual to the less usual 22 10 4 

 

10. Have you noticed a change in your travelling behavior since you started to work for Microsoft? 

  
Yes, I am more ecologically 
conscious 

Yes, I am less ecologically 
conscious 

No, nothing has 
changed 

Frequency 47 0 15 
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Appendix 3 
Following is the interview guideline that we based our interviews on. Not all questions were 

posed as the respondents would occasionally answer them by answering other questions, the 

order of the questions differed between the interviews and several different types of follow-up 

questions were asked during the interviews that are not included below.  

Tell us about your CSR efforts. 

- How do you work with Environmental, Economical and Social aspects today compared to 

when you started? Which part is the most important for Microsoft Sweden? 

- What values have been important? 

- Who has formed these CSR efforts? 

- What expectations have you of your efforts? 

- What are the biggest changes since you began?  

- And in regards to reporting, roles and routines? 

Tell us about how you report CSR efforts and activities. 

- How do you measure your CSR efforts? 

- Who is responsible and involved in reporting and measuring? 

- What are the biggest changes since you began? 

Tell us about your role/roles in conducting these CSR efforts. 

- Would you say that your roles are new or that previous ones have expanded? 

- Which managerial roles have you had? Which of these 10 managerial roles do you related 

to the most? 

- What competencies are most relevant when conducting these CSR efforts? Which of these 

8 competencies do you relate to the most? 

- What activities have been conducted during this change? 

Tell us about your routines at work. 

- Have new routines formed? Have previous routines changed?  

- How has these changes in routines affected your daily work? 

- Have you had any explicit goals or incentives in relation to the CSR efforts? 

 


