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Corporate Social Responsibility in Practice- An Audit 

 

Introduction: 

The basic edifice of management harbouring the theories, concepts, principles, 
techniques and implementation rests on the pillars of man as the active manipulator of his 
environment. Corporate Social Responsibility (CSR) is one such management concept 
where good business is not only seen as maximization of shareholder value but also of 
stakeholder value. CSR is about the management of a company’s impact on its 
stakeholders, the environment and the community in which it operates. It is more than 
just a philanthropic activity for some charitable causes. It is about the integrity with 
which a company governs itself, how it fulfils its mission, the values it has and what it 
wants to stand for, how it engages with transparency. Here the corporations have to move 
beyond the financial bottom-line to the social and environmental bottom-line. 
 
 Creativity view of history suggests the need for new forms of creativity and innovation 
in the era of globalization. From the liberation view of history, we learn the lessons of 
empowerment, and the fall of the fittest view indicates the need for continuous innovation 
and a better understanding of the change process.1. Ethically accepted corporate activity 
and profit-making are not mutually exclusive. Sustainable growth and success demands 
ethicality in the process of dealing with stakeholders. Analysis of history shows three 
distinct approaches to understand the relationship between the victor and the victim. 
These are: Domination, Exploitation, and Oppression. (Fig. 1) 

 

 
 
 
 
 
 

LIDO- Liberation 
from domination 

LIFE- Liberation 
from exploitation 

LIFO- Liberation 
from oppression 

LIBERATION 

Higher Productivity 
& Viability 

Fig. 1 

Adapted from Sharma Subhash - A Brief History of History: Some Models of 
History and Lessons for Leadership and Management, Journal of Human Values 
11:2 (2005), 
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The ideal of Ethics is certainly not a new concept. Since it is not possible to achieve it by 
mere mental process or literary thought we have to create a framework that meets the 
requirements of internal consistency and operational validity   Corporate social 
responsibility can thus be defined as “bringing corporate behavior up to a level where it is 
congruent with the prevailing social norms, values, and expectations of performance.”2 
However the relativity inherent in this definition need to be innovatively handled as 
formation of a corporate culture in a cross cultural scenario requires understanding of 
diversity and relativity and finding the principles which are non relative.  
 
CSR in Operation: 
The Committee for Economic Development in 19713 issued a report which is being used 
as the base of our discussion in this article. The report consists of three concentric circles: 
The Inner Circle includes the clear-cut basic responsibilities for the efficient execution of 
the economic function- products, jobs, and economic growth. 
The Intermediate Circle encompasses responsibility to exercise this economic function 
with sensitive awareness of changing social values and priorities: for example, with 
respect to environmental conservation; hiring and relations with employees; and more 
rigorous expectations of customers for information, fair treatment, and protection from 
injury. 
The Outer circle outlines newly emerging and still amorphous responsibilities that 
business should assume to become more broadly involved in actively improving the 
social environment. Society is beginning to turn to corporations for help with major 
social problems such as poverty and urban blight. This is not so much because the public 
considers business singularly responsible for creating these problems, but because it feels 
large corporations possess considerable resources and skills that could make a critical 
difference in solving these problems.  
 
Inner Circle: 

 CSR is not only about responsibility and relationship to the community outside it is also 
about how business operates and seeks to serve its own internal members because they 
come from the social milieu outside and relate back to it. The corporates need to take a 
prudent decision about what they want to offer to the society as a product. Whether the 
product would cater to an existing need or would create a need for a new product. Since 
the producers have the right to and necessary knowledge and skill to design, price, 
distribute and sell the product the impact through their product on the society can be 
immense eg. Vacuum cleaner or mobile phone. Whether the customer is treated as a 
‘king’ or on the basis of ‘caveat emptor’ decides the level of CSR of the organization. 
 
The process of production presupposes creation of jobs which by itself is a great service 
to the society. However is the concept of employee welfare embedded well through 
processes of non discrimination, elimination of child labour, living wages, social security, 
training, safety, health and well being, empowerment, lifelong learning and right to 
organize? Emerging CSR demands these. 
 
Beginning with the internal stake holders the following finding is an eye opener- In a 
survey of CEOs prepared for the World Economic Forum in Davos, many 

CRRC 2008: Call for Papers open!
         7-9 September 2008
     Queen's University Belfast
  http://www.crrconference.org

http://www.crrconference.org


 3

"acknowledged that their companies are still at the 'starting blocks' in terms of 
establishing key performance measures for corporate citizenship issues and integrating 
these into executive development and recruitment programmes, or into performance 
appraisals and incentive structures."  
 
“The word profession implies professed attainment in special knowledge, as 
distinguished from mere skills; a practical dealing with affairs as distinguished from 
merely study or investigation; and an application of such knowledge for the use of others 
as a vocation, as distinguished from its pursuit for one’s own purpose. This sets the 
professional man in position which demands an attitude of service and leadership. His 
duties must be performed with a disinterested spirit in addition to the vocational spirit of 
earning a livelihood. Such men have a duty to the public; and in the performance of that 
duty they must exert their influence on that thought and practice of the day which affect 
the welfare and progress of the nation.”4 With increasing specialization the degree of 
interdependence has also increased therefore CSR demands such professionals. There 
cannot be rules for every relationship because rules are good as guidelines but not the end 
of all activity. We find that the thrust in most organizations has to be towards mutually 
understood vision and values to guide decision making. With increase in virtual 
organization and outsourcing processes collaboration and trust are the only way to get 
things done. 
 
Intermediary Circle: 

 Businesses have to rethink and reengineer their purpose. The question that needs to be 
answered is does an organization require doing things that otherwise would be wrong? It 
has been argued that if we leave everything to the free play of competitive economic 
forces, voluntary self control by the industry and professionals will take care of socio 
economic and human arenas. However the reality has not lived up to this expectation. 
Significant dimensions have emerged reflecting polarization at various levels- traditional 
or secular, survival or self expression, competition or collaboration, efficient or effective, 
internal efficiency or external efficiency and finally economic man or altruistic man. 
Examples gleaned from the actions of leaders within organizations such as Enron, 
WorldCom, Tyco, Arthur Anderson, Oracle, AOL Time Warner, Sunbeam, and others 
identify the depth of need for scholarly research to develop responsive knowledge and 
action.5 In addition to social responsibility and cultural relativism, there is the issue of 
economic justice. Friedman6 (1962) wrote “there is one social responsibility of 
business…to use its resources and engage in activities designed to increase profits so 
long as it stays within the rules … engages in open and free competition without 
deception or fraud.” From Friedman’s perspective, an individual leader has a primary 
obligation to increase profits and maximize the return for the shareholders within the law. 
Friedman maintained that it is the political authority that has the responsibility to foster 
social objectives. Ethical conduct under this capitalistic model could include using low 
cost labour in countries where it was not illegal regardless of working conditions and 
employee treatment. Similarly, operating plants that cause environmental damage or 
reckless depletion of natural resources would be considered ethical if it is legal in that 
jurisdiction. Conversely, Marxists believe that capitalism destroys the intrinsic value of 
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human labor if treated as merely a means of production or other input commodity 
(Krasemann, 2001)7. 
 
Lane (2004)8 published the results of his study on Socially Responsible Investing 
(SRI). Unlike other studies that employ a negative process of excluding investments from 
a portfolio of certain socially or environmentally undesirable industries (tobacco, alcohol, 
gambling, defense, chemicals, mining, timber, and energy), this study followed an 
approach of positive screening for certain desirable behaviors. The behaviors ranked were 
in the areas of Environmental Practices and Social Justice (including diversity/employee 
relations, and human rights). A definite positive correlation was established between 
share value and market perception of the ethical conduct of public corporations. This 
perception is not only based on the honesty of leaders, but on the company’s overall 
social responsibility. 
 
As technology continues to make the world conceptually smaller, and the actions and 
decisions of leaders are immediately available for evaluation, the importance of an 
effective field of educational practice to develop the life-long learning of leaders becomes 
more critical. Similarly, the elements of social responsibility, access and human rights 
have never been so closely aligned between education and business as they are today. 
The successful multinational company of the future will not only depend upon a level of 
knowledge development, skills, and education among their employees, but also on a 
culturally diverse and homogeneously recognized and observed set of social and human 
values. This latter factor is necessary to ensure the dedication and loyalty of the employee 
and consumer toward optimizing future innovation and success. 
 
The Outer Circle: 
The extraordinary ability of the corporate community to influence the society and 
environment and its pervasive influence in all spheres of human activity necessitates the 
inculcation of values and culture to ensure sustainable growth. There is a growing 
awareness that government alone cannot bear the responsibility for development 
therefore various resources and talents need to be harnessed. Business responsibility – 
and its relationship to the community in which it operates and seeks to serve - is more 
important than ever. While pressures to make profits are unremitting; stakeholders expect 
ever-increasing standards of accountability and transparency.  
 
There is a current trend in multinational organizations to shift the majority of their 
assets from tangible to intangible assets, namely, knowledge and other intellectual 
property. As this trend continues, the collective knowledge and skills of the global 
workforce becomes the single most important element in the differentiation and success 
of the enterprise. This asset transition is accomplished in part through out-sourcing and 
off-shoring, which pose questions relating to the scope of the enterprises’ ethical 
responsibility. The enormous increase in competition with a free flow of information and 
other resources business have to continuously subscribe to cost cutting yet maintain the 
quality of the products. This search has naturally increased processes involving supply 
chain continuums and outsourcing. Therefore if we look at present day globalized 
business model it would look something like this :Fig. 2 
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 Combinations of operational excellence with domain expertise are seen as increasing 
efficiency and effectiveness of business in a globalized world. By reduction in labour 
costs, reengineering processes, leveraging technology and taking advantage of the 24 
hour clock and time differences the production levels have increased effectively. In spite 
of all the tension and stress there is growth in opportunities, global connectedness, high 
quality training and development, and, above all, professional growth in an environment 
conducive to operational excellence. Multi-process and multi-function programs that add 
greater value to clients are leading to transfer of entire processes not just tasks and 
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Corporate Social Responsibility is taking advantage of these opportunities for sustainable 
and holistic growth in both the inner and outer circles of the organization. 

 Developing countries like India have the great advantage of being “young” countries 
with extremely proficient working population. Every year, India graduates 2 million 
proficient English speakers with strong technical and quantitative skills, India’s top 
engineering schools pump out high-quality knowledge workers who are no longer simply 
coding software but moving up the value chain to high-level analytics and consulting.    
China graduated 325,000 engineers last year, five times as many as the U.S. The number 
of researchers in China soared from 531,000 in 1999 to 811,000 in 2002, more than 
Japan’s 676,000 and quickly approaching the European Union’s 1 million and the United 
States’ 1.3 million, according to the Organization for Economic Cooperation and 
Development.  Obviously this attracts the global companies to leverage this advantage.  

 However, the problem lies in how the global organizations implement the outsourcing. 
Corollary to this buoyant picture we also have sordid tales of extreme drudgery and 
unethical management practices: 

To achieve economies of scale in the global economy organizations have resorted to 
forced layoffs and changes in performance expectations. Though civil rights laws of 
various countries allow both compensatory and punitive damages as well as jury trials for 
cases of alleged workplace discrimination it is difficult to implement them due to various 
socio economic reasons. Social groups especially in developing countries desperately 
need employment as a means of escaping poverty and inequality. But unfortunately their 
vulnerability is turned into an opportunity by employers to pay them less, work them 
harder and longer, and avoid paying their rightful benefits. The result is a gradual but 
fundamental shift in who will gain from trade under the current model of globalization.  
 
Oxfam’s research9 with partners in 12 countries involved interviews with hundreds of 
women workers and many farm and factory managers, supply chain agents, retail and 
brand company staff, unions and government officials. It has revealed how retailers 
(supermarkets and department stores) and clothing brands are using their power in 
supply chains systematically to push many costs and risks of business on to producers, 
who in turn pass them on to working women: 
• In Chile, 75 per cent of women in the agricultural sector are hired on temporary 
contracts picking fruit, and put in more than 60 hours a week during the season. 
But one in three still earns below the minimum wage. 
• Fewer than half of the women employed in Bangladesh’s textile and garment export 
sector have a contract, and the vast majority get no maternity or health coverage – 
but 80 per cent fear dismissal if they complain. 
• In China’s Guangdong province, one of the world’s fastest growing industrial areas, 
young women face 150 hours of overtime each month in the garment factories – but 
60 per cent have no written contract and 90 per cent have no access to social insurance.  
 
The working conditions move in a vicious circle. The women take up jobs to support 
their meager incomes but working for low wages in unhealthy conditions eats into 
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whatever they earn extra. Added to the woe of having no savings for the future most of 
them do not have any facility of sick leave, maternity leave or any health or 
unemployment insurance schemes. This destroys their own health, break up their 
families, and undermine their children’s chances of a better future. They are commonly 
hired on short-term contracts – or with no contract at all. The gimmick of ‘flexible’ 
worker adds to exploitation of the poor people’s rights to protection.  
 
A blind eye is turned to the abominable condition of these unprotected workers of the 
outsourced supply chain processes by the parent companies. Instead of supporting long-
term development, outsourcing is reinforcing insecurity and vulnerability for millions as 
cost effectiveness demands cutting corners related to fair employment practices. The 
result: the very workers who are the backbone of wealth creation in many developing 
countries are being robbed of their share of the gains that trade could bring. The impacts 
are felt by workers in both rich and poor countries. Women and migrants from poor 
communities in rich countries – such as US and Canadian agricultural workers 
and UK and Australian home-based workers – likewise face precarious terms of 
employment in trade-competing sectors. 
 
Over the past 20 years, the legal rights of powerful corporate entities have been 
dramatically deepened and extended. Through the World Trade Organization and 
regional and bilateral trade agreements, corporations now enjoy global protection for 
many newly introduced rights. As investors, the same companies are legally protected 
against a wide range of governments’ actions. Workers’ rights have moved in the 
opposite direction. Exploiting the circumstances of vulnerable people – whether 
intentionally or not – is at the heart of many employment strategies in global supply 
chains. 
 
Corporate Social Responsibility requires that an analysis be made about the lack of 
employment opportunities and low income as both these aspects have tremendous macro 
level impacts that ultimately would demand answers from the business community. 
Poverty is the sum total of a multiplicity of factors that include not just income and 
calorie intake but also access to land and credit, nutrition, health and longevity, literacy 
and education and safe drinking water, sanitation and other infrastructural facilities. 
Technological change and global competition accelerating changes in market demand and 
thus rendering traditional skills redundant, enhancing development related displacement, 
harming ecological factors, etc. are areas that businesses would have to proactively 
handle if they want long term sustenance and viability. “Governments themselves are 
often a source of shocks to households. This comes about through the way governments 
influence the economic, legal and political settings within which the household is 
embedded.”10 (Baulch and Hoddinott, 2000). These changes in policies may be due to the 
demands of liberalization and globalization. 
 
The process of development till recently pursued capital formation and raising of GNP in 
the erroneous belief that the mysterious ‘hidden hand’ and ‘trickle down’ effects would 
ensure the fair distribution of the gains of development. However in course of time it has 
become amply evident that affluence alone cannot be the goal for society as by itself it is 
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not an indicator of the quality of life. Corporates have to recognize this philosophy of 
empty plenty and work towards a process of change management that ensures holistic 
growth. 
 
It is estimated that India accounts for 40% of world’s malnourished children while 
containing less than 20 percent of the global child population.11 ( Measham Anthony and 
Meera Chatterjee,1999). Several reports in the media of starvation led suicide by weavers 
and small farmers highlight the hopelessness and despair faced by them despite their 
skills. Their lack of alternative income earning opportunities for earning a livelihood; or 
of access to assets and other resources that can help survive delayed payments due to 
market determined fluctuations; or even access to safety nets based on public support and 
action are aggravators. Access to food from the market necessarily requires purchasing 
power of some kind – based on income, wealth or debt. Timely help from the state 
requires ‘voice’, connections and committed, sensitive, responsive governance. Chronic 
conditions of ill health are drivers of poverty. 
 
Poverty is usually defined in a limited way in terms of an income based poverty line. 
Several forms of human deprivation, including poor survival chances, unjust employment 
of children, child prostitution, bonded labour, environmental pollution, domestic 
violence, and social exclusion arising out of caste and gender discrimination, are not 
related to income in a predictable manner (UNDP,1997).  
 
Mainstream development theories, policies and strategies supposedly analyse poverty 
through a neutral lens. However, most approaches are in fact not neutral because they 
assume the average male actor as the standard and consider the male actor as 
representative of the human actor. Consequently, policies that are supposedly neutral 
across all groups actually discriminate against vulnerable groups, (whether identified in 
terms of caste or tribe or disability or age or gender) as they address the lived experiences 
of these groups only to the extent to which they conform to or overlap with the norms set 
by the male actor12(Adapted from Kabeer1995).The combination of low entitlements, 
dependency and societal limitations that prevent realization of their capabilities due to 
denial of access to for example, literacy and education combined with ‘market 
discrimination’ result in their being concentrated in the low-paid end of the market. Their 
unequal situation in the labour market is linked to their increasing poverty. Not 
surprisingly then, given the double jeopardy of artificially low wages combined with 
the downward bias in estimating female work force participation, the contribution of 
females in the national income works out to be so low,13 (Shramshakti 1998:30) as 
authenticated by the Oxfam Report quoted earlier. Their disadvantage lies in less leisure, 
fewer opportunities, greater vulnerability, worse health and less education.14 (A,de Haan,  
and M. Lipton, 1998 : 22). 
 
The attempt to introduce labour standards into trade agenda is not a recent development. 
Interestingly the on going debate is selective in its definition as it equates labour 
standards only with child labour. The question is should the standard be linked to trade? 
It assumes that ending child labour would benefit children when empirical evidence 
suggests the opposite. The Bangladesh Garment Manufacturers and Export Association, 
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which is heavily dependent on the US market undertook under pressure to eliminate child 
labour in the garment industry. Of the 50,000 children thrown out of work the majority 
found replacement work that was more strenuous, less safe and less paying. The 
argument overlooks the linkage between poverty and child labour. In poor countries 
sending a child to work is a rational economic choice as it supplements the family 
income. The import restrictive measures and trade sanctions are essentially directed 
against the export sector. In reality in the developing countries majority of children are 
deployed in the unregulated and unprotected informal sector which is a non export 
oriented sector.15 Another major worry is the loss of traditional crafts and skills because 
once the children get exposed to modern learning and technology there is no incentive 
and motivation to practice the trade followed by their forefathers. Therefore there has to 
be a conscious decision to encourage these crafts to ensure their continuity and viability.  
 

The integration of national economies need to be based on social justice, and the 
improvement of labour conditions…16 as there is a strong interdependence between the 
economic, social and political dimensions of development. The need for voluntary 
international codes in multilateral fora exemplified by ILO’s 1977 Tripartite Declaration 
of Principles concerning Multinational Enterprises and Social Policy reveal the concern 
at global level of the impacts of trans-national business.17 
 
Outsourcing activities like the BPO industry is already transforming townships, creating 
more purchasing power, supporting large ancillary industries, instigating migration of 
talent to urban centers and changing the basic fabric of our society on consumption, 
service expectations and even relationships. People have more money to spend on 
consumables which is good for a developing country but a subtle question arises what 
kind of consumables? Are our youngsters becoming selfish and extremely shortsighted 
materialists?  The institution of marriage is undergoing a total transformation due to the 
demanding pressure. There is mushrooming of crèches and baby care centers as both 
parents are employed due to the boom in the employment. How would organizations 
cater to the work- life balance would be soon looming large because the next generation 
also needs to be properly nurtured if we are looking at sustainable regenerative growth of 
a nation. Are we also facing the catastrophe of losing the vibrant and talented workforce 
to the deadly enemy called AIDS because of the change in lifestyles and the trend to 
experiment? “The time of the highest risk of HIV transmission coincides with the peak 
years of productive life in adult men and women”, said Juan Somavia, Director General 
of the ILO. HIV/AIDS robs  not only the work force of productivity and profitability by 
causing death and illness, but also by diverting healthy worker’s time to care for HIV 
infected relatives. Surprisingly the corporate view of AIDS is as a charity or philanthropy 
issue when in fact it is an issue that affects corporate operations. Security is becoming a 
major concern urgently for the BPOs and call centres as the employees have to travel to 
and fro during “odd” hours. The recent case of the HP employee’s gruesome rape and 
murder in Bangalore in India is staring everybody in the face and questions about labour 
laws and corporate social responsibility would have to be answered.18. 

 
The relative supply of knowledge workers in the advanced nations is diminishing and 
growing more expensive, while the supply in the developing world is rising and 
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becoming more cost-effective. However, the biggest challenge is to keep the employees 
motivated. There is a gap between their expectation and reality. They are becoming 
rootless, unable to find meaning in their endeavours. The increase in stress and lack of 
fulfillment are the major causes for dropouts from jobs and related psychological 
depression. Given the distinct cost advantages of moving jobs to the developing nations 
and the growing pool of researchers there who are able to assume the most sophisticated 
levels of work, it will be increasingly difficult for developed countries to justify leaving 
R&D work at home. Paralyses in structured traditional organizations when companies are 
afraid to try new concepts are killing them in front of organizations from foreign lands. 
One such area being innovation in CSR as the impact of these would be on both the 
internal and external community. “In 2002, the world Economic Forum unveiled the 
largest public opinion survey on trust that has ever been conducted. The survey, called 
“Voice of the People” interviewed 36,000 people across 47 countries on six continents. 
With this sample, results are statistically representative of the views of 1.4 billion 
citizens. Respondents were asked to rate their level of trust in 17 different institutions “to 
operate in the best interest of society.” The results show that global companies and large 
national companies are the third and second most distrusted institutions respectively. A 
more detailed follow up survey in 2003 conducted in 15 countries revealed that 
executives of multinational companies are the second most distrusted of eight categories 
of Institutional leaders….”19    
 
The perceptions of technical competence, social competence, character, and commitment 
differ from culture to culture. Therefore, there is a crucial need in the practice of 
emerging CSR to create a systematic framework to understand cross-cultural 
misunderstandings. The way the parties –whether they be conceptualized at individual, 
group, organizational, or interorganizational levels- identify themselves and each other is 
likely to be significant in their ability to develop productive mutual relationships.20  
The findings of Salk and Shenkar (2001) 21. of identity in international joint ventures add 
credence to the concept of culture. They were concerned with the participants’ choice of 
a primary social identity based on affiliation to a category such as national culture, parent 
organization, or the international joint ventures itself. However they question whether 
over time, there might be a change such that one of the other categories becomes primary. 
They suggest that social identities are not easily shifted and that “once established, (they) 
become a lens mediating the impact of contextual change on the enactment of the IJV 
(international joint venture) setting and functioning by its members.”  

With outsourcing leading to higher productivity and lower prices for goods the economy 
would be able to create new jobs. The Bureau of Labour Statistics in US22 has estimated 
that the total employment is likely to increase from 144 million in 2002 to 165 million by 
2012 largely as a result of outsourcing. Obviously there will be an augmented demand for 
employees and this gap would be filled by migrant labour and aging labour of the home 
country, as there is a dearth of young employees with a fall in birth rate in developed 
countries. Statistics reveal that workers over the age of 55 are expected to grow from 
14% of the labour force to 19% by 2012.23 The fall out of such a situation would require 
generation gap management or age management executives as the age range of workers 
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would span almost four generations. This would be an emerging area for CSR of 
organizations in the times to come. 

An amorphous area of CSR is the unaccounted money or the tax evaded money and its 
usage. Tax evasion itself causes loss of revenue to the government and distorts the 
economy leading to failure of policies. The flow of products, services, trademarks, 
funding, and technology is having a significant impact on the issues of transfer pricing. 
The rise of tax haven states is a corollary to this practice. Curbing international tax 
evasion is a challenging and difficult task. Therefore a determined and adequate action 
needs to be formulated with the consent of the government agencies and business firms. 
An official US report shows that tax havens harbour deposits of around $5 trillion and the 
US government itself loses about $70 billion by way of tax on account of such deposits.24 
The concept of virtual industries based on E-commerce has opened up a plethora of 
opportunities in conducting business across geographical barriers. However it has also 
raised serious questions about security and cyber crime impacting on the socio economic 
scenario. Businesses have to fight the direct and indirect corporate espionage as a 
conglomerate because in a highly competitive business environment there is always a 
temptation to trade in intellectual property.  

Individuals live in an environment. Mystery and certainty are always playing hide and 
seek with each other in all human systems therefore there has to be a symbiotic 
relationship between the environment and humans. The health of the organization 
depends to a great extent on the goodwill of the community. Yet organizations are often 
blind to this in their search for profit maximization. Each year more than 150 million tons 
of pollutants are pumped into the air we breathe, more than 41 million tons of toxic 
wastes are produced, and 15 million gallons of pollutants are dumped into the nation’s 
waterways. The total energy consumption of the United States each year is equivalent to 
about 2,134,960,000 tons of oil.25 For centuries businesses have treated air and water as 
free goods without any owner and therefore have taken a free ride on their “carrying 
capacity”26 as each firm’s contribution to pollution of these resources appears 
insignificant. The harmful effects of toxic waste on water life and on leisure industries 
such as resorts and fishing have raised questions about proper disposal of these wastes. 
Few disposal sites meet the Environment Protection Agency (EPA created in 1970) 
standards, so business must decide how to dispose their wastes in an environment 
friendly way. Some still continue to dump toxic wastes along highways, improperly burry 
drums containing toxic material or illegally discard hazardous waste in the sea. An 
example being the Royal Caribbean Cruises Ltd. which used secret bypass pipes to dump 
waste oil and hazardous materials overboard, often at night. The company ultimately 
pleaded guilty to 21 felony charges27. Another is the Plague Epidemic Example in Surat 
in India in early 90s. Surat was a thriving business centre, and also a very dirty unclean 
city. Every business house felt that cleanliness was not within their purview and strongly 
believed that the unclean conditions would not affect their business. They therefore were 
not willing to contribute in anyway to the cleanliness drive. The mess got worse and then 
came the deadly plague in 20th century to a city! There were colossal losses. It took a 
long time to restore confidence and businesses to get back on line. Today business has  
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learnt its lessons and is going head on and collaborating with the municipal corporation to 
keep the city clean. 
 

 

Option Identification: Risks and Requirements 

It would be naïve to assume that the issues related to Corporate Social Responsibility can 
be easily laid to rest with the formulation of few rules, laws and codes. There is an urgent 
need to build capacity and external partnerships as well as create strategic networks and  
alliances with both the internal and external stakeholders by engaging in transparent 
consultation and balancing demands.  
Some of the difficulties that we face while handling CSR are: 28  
     1.  How to make the concept of human understanding stand out in the crowded      
          marketplace of management theories.   
     2.  Determining the most effective method to increase the credibility of the concept. 
     3.  Shortening the process of implementation of CSR. 

4.  Developing and designing effective modules. 
     5.  Focusing on the real decision makers. 
     6.  Building confidence in the stakeholders of the organization. Generating some    
          experiential data to convince the stakeholders. 
     7.  Working    within    the    political,    social,    and    economic    constraints. 
     8.  Effectively following up the experiences to make them regularity. 
     9. Establishing a creative and rational objective for the organization to follow. 
    10. Ensuring implementation. 
 
The Framework of CSR has to be designed for application across the full spectrum of 
business functions with different parameters like: vision, leadership, empowerment, 
resources, policies and strategies, processes and implementations for attainment and 
evaluation in: 
• Operations 
• Planning 
• Supply Chain 
• Finance 
• Human resources 
• Marketing 
 A quick check for this can be done by studying the organization production and 
operation flowchart (Fig.3 &4)29 and analyzing whether the responsibilities are being 
handled ethically. This strategy ensures that poor substitute for collective agreements are 
not made, and removes the danger of many stakeholders becoming docile and flexible 
competitors against institutions that have won the collective workers’ representation as 
well as the legal recognition of collective agreements. The potential danger of companies 
choosing partners who suit them and setting aside the others behind the facade of CSR 
would be addressed. 
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Resources: Include energy, material, labour, capital and information. How these are 
sourced and allocated for the most profitable as well as for the most socially sustainable 
economic activity. 
Production Processes: Whether the processes are ensuring that the organization is alert 
about the satisfaction of the internal and external stakeholders. Processes should include:  
conservation of the scarce resources, labour welfare, ergonomics, strict vigilance of 
information sharing, collecting and disbursement of funds in transparent and legal 
methods, protection of the environment and other similar activities so that corporate 
responsibility is not relinquished. 
Production of goods: here again the specifications about goods and services play a major 
role in CSR at both internal and external levels. The understanding should be that when 
specifications are being met the selections of materials and designs are done responsibly 
because there should be no danger to human life or environment from them in the future. 
Planning: Here the selection of machinery and men should take into account ‘Need 
Based Marketing’ which analyzes the Product, Basic Need, Existing Solution, and 
Current Problem, as the focus on this handful of variables would help to quickly analyze 
the ethical impacts. 
Organizing: here when decisions regarding processes, plant location, plant layout, 
routings, line balancing, stores and record keeping are made, if the organization studies 
the impact of these on the internal and external conditions the concept of CSR would get 
inbuilt into the system. 
Control: Usually a study is made of the progress according to plan. In this process if an 
audit is also done of the ethicality followed during the progress the level of CSR would 
be easily measurable. 
Operations: This is often brought in to implement strategic plans made by marketing, 
finance and general management. Therefore an Operations Strategy needs to be 
formulated. This vision if integrated with social responsibility then the entire business 
strategy would result in a consistent pattern of decision making which would give the 
organization a competitive edge in the three concentric circles of business mentioned 
earlier. 
Human Resources: How the work force is managed can be measured if the following are 
studied  

• Work Culture: Are employees empowered, engaged and accountable? Do they 
enjoy good interpersonal relationships? 

• Leadership: Are leaders accessible, communicative and empathetic to internal 
and external factors influencing corporate success? 

• People: Is work/life balance valued? Are employees encouraged to take care of 
themselves and their families? Are flexible policies regarding working conditions 
available? 

• Work: Do all employees feel that their work is significant? Are there appraisal/ 
recognition for the difference/contribution they make in the lives of others? 

• Growth and opportunity: Are training and education valued? Do all employees 
receive similar opportunities to learn and grow? Do the employees have career 
growth options? 
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• Compensation and Benefits: Are people paid fairly for the work they do? How 
well aligned to the needs and interests of the employees are benefits programs? 

• Social Awareness: Does the employer facilitate opportunities for employees to 
volunteer their time and expertise to improve life for others--in the local 
community, around the country, around the world? 

The quickest path to success is to decide on the process and put down the goals, 
objectives, and action plan so that the focus is visible and transparent to all. There is 
then an unseen pressure to live up to the plans. It becomes a living document. The 
management heads should remember that CSR is a process not an event. There should 
be a continuous effort to keep the process moving in the positive direction and to 
generate a collective support within the organization in support of CSR. For this 
purpose a few simple steps are needed: 
 
1. The organization should reflect the confidence of its management in the role play.  
There should not be any contradiction between the verbal and non verbal activities of 
the organization. 
 
2.  The SWOT Analysis30 can be also used for highlighting the concept of CSR. The  
Internal Strengths that a business organization would derive from having motivated  
committed employees as a result of the care and concern shown by the    
management.   
 
CSR would help in overcoming the Weaknesses that come up as obstacles and  
challenges as a result of lack of trust, loyalty, team spirit, motivation, work ethics etc. 
 
The Opportunities will be available in the external environment when there would 
be a growth in terms of good image, credibility, and trust of customers and society at 
large. 
 
Threats which is also an exogenous factor based upon competition, movements that  
can derail business plans and activities that can harm business environment can be  
effectively tackled when the business concentrates on social well being and people  
do not feel threatened as a result of a heartless technological movement. 
 

     3. There should be a constant endeavour to find a common ground based upon  
      emotional understanding and close connection between the different stakeholders  
      and the society at large. Superordinate goals that require collaboration and                 
      cooperation usually decrease prejudice and increase mutual respect. 31 

 
4. Organizations have to move from Cultural Description (recognize and differentiate 
their stereotypes from the actual personalities and behaviour of team members) to 
Cultural Interpretation (why members from other cultures behave the way they do) to 
Cultural Creativity (harness the contributions of the different members and 
complement them with each others). 32 

 
      5. There should be a study of the return on investment on CSR so that it proves the     
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      value of the activities and also gives a system to improve the CSR process. The best     
      method of studying the ROI would be to analyze the program measures and the  
      tactic measures. The stakeholders should be updated about the ROI plans in the     
      planning stage in order to get their total commitment on CSR 

For CSR to be understood in its true parameters we may look at the following concept 
of Five Debts (drawn from the Indian ‘Vedantic’ philosophy) that an organization 
and an individual owe: Fig.5   

 

 

                                      Organizational Debt Analysis for CSR  

                                                                Fig.5                                                                                                  
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Our Ancestors: If we do not preserve what they have given us we would perish. It is 
our duty to add to their knowledge, improve the processes and disseminate the 
information. One cannot work in a vacuum and therefore we have to be eternally 
grateful to history for offering us learning which if followed in the right spirit we 
would not be repeating the mistakes of history. 

The Humanity in general: To all people as each one has a contribution in the 
working of the socio-economic system. We may never meet each other but the 
interdependence cannot be denied especially in today’s globalized and specialized 
world. People who are constantly doing or have done their work to ensure cumulative 
contribution to the present development of the world need to be respected and 
appreciated. 

The Sub human life forms- This relates to the understanding of the eco diversity and 
the need for balance in it for everyone’s survival. If any aspect is disturbed disaster 
would not be far away. In the cost benefit analysis the long term costs would be more 
and may be irreversible. 

If an organization’s attitude towards social existence is driven and inspired by the above 
orientation then certainly the journey would be towards duties, responsibilities and 
sacrifice- the core essence of CSR.  This particular framework would help to rectify the 
weak linkages between the various organizations like governmental and 
intergovernmental organizations—the United Nations, organizations like the OECD 
nongovernmental organizations (NGOs), foreign aid agencies, development banks, the 
agricultural sector, Small and Medium size enterprises (SMEs), multinational 
corporations that engage in proactive social upliftment, and associations such as the 
World Business Council on Sustainable Development that encourage poverty-reducing 
activities. The linkages need to be strengthened to access world markets, technology, 
credit, and managerial know-how. The case below validates the benefits of such linkages. 

 CSR in ITC34 

 In India ITC (once called Imperial Tobacco Company and now one-third owned by 
British tobacco giant BAT) has designed a community based programme called e- 
Choupal that has reached 3.1 million farmers, and is expanding into 30 new villages a 
day. The idea is a redefinition of Choupal which in Hindi means the village square where 
village elders used to meet to discuss important matters. The e-choupal is an internet 
connection for farmers to gather around and interact with people around the globe. 

ITC installs a computer with solar charged batteries for power and VSAT Internet 
connection in select villages. A local farmer is made the Sanchalak i.e. conductor and 
operates the computer exclusively for the farmers on behalf of ITC. It offers five distinct 
services: 

• Information: Daily weather forecast, prices of various crops, emails to farmers 
and ITC officials, news etc. in local language and free of cost. 
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• Knowledge: sourced from agricultural universities about farming methods 
specific to crops and region, soil testing, expert advice- free of cost 

• Purchase: Farmers can buy seeds, fertilizers, pesticides and products like tractors 
and bicycles as well as services like insurance policies. About 35 companies are 
already using this portal to access the farmers to sell their products. 

• Sales: Crops can be sold at ITC centres or in local markets after verifying prices 
through the net. 

• Development work: NGOs working on various community development 
programmes like women self help groups, cattle breed improvement, water 
harvesting, adult education etc. can now reach villages through e-choupal. Land 
records are also being made available online. Soon health and education 
initiatives would be made available through this service. 

The Sanchalak is the kingpin. He is required to take a public oath of serving their 
community without discrimination and sign a social contract to spend a part of their 
income earned from e-choupals on community welfare. He is selected from among the 
farmers giving a message that the e-choupals are for farmers and by farmers though run 
by ITC. They become the agents of change as they are trusted and become the point man 
for all information. In return for their service ITC gives Rs.5 for every quintal of the 
produce sold to ITC. In 2003-4, ITC distributed Rs.3 crore as commission. He also gets 
commission on every product or service farmers buy through e-choupals. This has made 
him an entrepreneur. Therefore it is win win for all- the villagers, ITC and Sanchalaks. 

A coordinator or sanyojak is appointed to manage about 50 e-choupals. He is selected 
either from former wholesale trader or local dealer of ITC products. He is the link 
between the sanchalaks and ITC and also earns a commission on e-choupal deals. 

This human organization is a unique example where every stakeholder-farmers, traders, 
companies, government agencies and NGOs compete and collaborate with each other.  

The success of the system lies in: 

• It is locally run: Since the Sanchalak is a local villager his prosperity is interlinked 
with local farmers and companies like ITC. 

• It encourages competition from within as more than one company supply products 
and outside from the ‘mandis’ i.e. the local wholesale markets. This ensures 
quality and fair prices. The farmers are no more dodged by arbitrary pricing, 
under weighing and delayed payments. The monopolies of the local markets 
controlled by unscrupulous trade cartels have been broken. Farmers have the 
advantages ‘Bargain’ and ‘Choice’. It surpasses the public distribution system as 
accountability and integrity is lacking there and much leaks out through the 
porous distribution system. E-choupals have broken the myth that farmers are 
unwilling to pay. In fact they prefer paid and efficient product or services to free 
but inefficient product or services. 

• Power of scale can be leveraged. Bigger the scale, the more the transactions, less 
the cost and more the beneficiaries. 
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• Availability of specialized knowledge as government institutions, NGOs, private 
companies and local middlemen offer their expertise and also actively participate 
in the system. 

• A continuous process of improvement happens based on experience and feedback 
from users of the network. 

No wonder the farmer’s response is overwhelming- in 2001-2 ITC purchased 60,000 
metric tones of crop through e-choupal, in 2003-4 it increased to 2,10,000 tonnes and in 
four months of 2004-5 it picked up 1,80,000 tonnes of farm products. There is endless 
scope of making money from e-choupals for every stakeholder. This has naturally led to a 
positive social spin-off as the purchasing power and self respect of the under privileged 
has increased. If the self interest of each agent is strictly monitored and well aligned it 
would translate into common good. This experiment at the ‘outer circle’ arena has proved 
the efficacy of CSR- when corporate and community interests are aligned in a proactive 
way it serves both profitably. This answers the increasing pressure from society - 
expressed through legislation and in the courts – to hold business accountable to the same 
standards of conduct imposed on individuals.   

Conclusion 

In contrast to the view that national governments are powerless in front of the 
globalization challenge, domestic policies can integrate social progress. One positive 
approach is by ensuring cooperation between the academic institutions, voluntary 
organizations and the corporates to offer the right direction. There has to be conscious 
effort to check exploitative patterns in work environment. Family disintegration, rising 
consumerism and discrimination need to be tackled by every stakeholder of the society. 
There is a need to take account of the views of the social partners in economic and social 
policy formulation and implementation as well as in enterprise and sectoral activities. 
Social dialogue at all levels is the necessity of the day. It is true that the process of 
implementation may take some time and effort before it bears fruit but in the end it is 
worth it. We can not remain complacent about corporate social responsibility. We have to 
orient ourselves to the sustainability ideal.  “We need visionary leadership, heartfelt 
commitment and enduring hard work. And  each of us, in our own way, in our own place, 
has a contribution to  make.”(Visser  Wayne 2004)35    
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