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Abstract

This paper investigates businesses’ approachesntooemental and Social Responsibility

(ESR) with an emphasis on green issues. The argusweks to address the lack of
clarification about the end goals of ‘green workihich is understood to be a void in the
literature by, inter alia, Devinney (2009); MargolElfenbein and Walsh (2007); and Robert
et al. (2002). The study draws theoretical propmsst to frame the multi-faceted impact of
green it suggests the existence of four stages of corifigtibetween business performance
and environmental responsibility labelled as traffeambidexterity, synergy, and symbiosis.

The conceptual argument is extended using the aaaeBrewery in the UK. The analysis
frames the four stages into a multi-level respagrsdss model and emphasises the central role
of business leaders. Evidence indicates that, miring to a symbiosis betweegreenand
business performance, the firm’s leaders are pr@aat enhancing business capabilities to
inform synergies, accommodate to ambidexteritiesraitigate trade-offs in operations.

Key words: corporate environmental responsibility, businegiency and effectiveness,
societal responsiveness, green performance.



INTRODUCTION

In a context of climate change and financial cridisisinesses are confronted with the
increasing pressure to excel across three domdinssponsibility: economic health, social
equity and environmental resilience (Visser, 2010)particular, collective human activity
and industrial growth have been called into questity environmentalists and others
concerned about the profligate nature of indusprakesses reified into the rapacious use of
resources and the disintegration of culture andirenment (Cohen & Winn, 2007,
McDonough & Braungart, 2002; Tate, Ellram, & Kirdh@010). Heikkurinen (2010) warns
that all industries are becoming more vulnerablg], @over time, no industry will have
immunity from societal concerns. In fact, stakeleoddare increasingly diligent in seeking to
understand how corporate strategies integrate Isao@ environmental improvement into
economic goals (Zadek, 2004).

While a decade ago business leaders — scepticat #i#financial viability of sustainability —
tended to pay lip service to societal challengbsy tare now inclined to recognise the
significance of their impact on society for thewnepetitive advantage (e.g. Duarte, 2010;
Porter & Kramer, 2006, 2011; Waldman & Siegel, 2008businesses misjudge the salience
of adopting environmentally and socially resporesimactices, they may loss sales and one of
their most important assets, that is their repotat{Cruz, 2009). Robért et al. (2002);
Margolis, Elfenbein and Walsh (2007); and Devinr(@p09) yet stigmatise the lack of
knowledge and clarification regarding the ultimatgectives and scenarios of ‘green work’
as a significant barrier to sustainable performaamog a research gap to be explor@d. a
similar vein, Henriques and Richardson (2005); &adter and Kramer (2006) deplore the
lack of reliable or widely accepted accounting d&ds or metrics to account for or measure
the environmental accounting — or the broader emwnanpact — of corporations. A number
of authors have examined ESR integration processg&s) (exclusively) extending upon the
win-win paradigm (e.g., Porter & Kramer, 2002, 20@611) or addressing the question of
trade-offs in corporate sustainability (e.g., HaRigge, Pinkse, & Preuss, 2010; Margolis &
Elfenbein, 2008) yet failing to assemble the twal @onsider more holistic strategies for
corporate sustainability.

By contrast and as commended by Devinney (2009ypCand Shabana (2010); and Hahn et
al. (2010), this paper broadens the reflection noudti-faceted approach to ESR that accounts
for different stages of compatibility between gresm business performance at strategic and
operational levels. The assumption, shared by Carul Shabana (2010), is that a broad
view of the business case for ESR may allow then fio capture and benefit from ESR
opportunities. This study thus aims to assess carpanvironmental performance against
business performance with two core objectives:

(1) Enhance awareness on how Environmental and SoesgddRsibility (ESR) can be
integrated into the business strategy — principddwing upon Porter and Kramer
(2006, 2011).

(i) Build upon existing knowledge in the field of corpte responsibility and strategic
management to propose ESR performance targetseparsos — aligning thereby
with Ansoff's aspirations to produce future-oriehtereal time integrative
management via forecasting and scenarios (Mart2@4i)).

The case study of a UK Brewery is attached. It ples empirical evidence to illustrate and

develop the conceptual argument. The results itelithat, by aspiring to a symbiosis
between green and business performance, the comipanyested with the capability to
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explore and exploit synergies, accommodate to aembédities and mitigate trade-offs
throughout the entire company. This leads to fr&8B& integration as a maturation process
activated by/consisting of a multi-level responsiees model.

THEORETICAL FRAMEWORK

The conceptual argument begins with an analysteefHow’ of ESR integration. Corporate

capabilities and environmental pressures may bemstwbd using Porter’s value chain and
competitive forces (Porter, 1985; Porter & Kran&906). The ‘Where’ of ESR integration is

then discussed; in doing so, four stages of coroiigti between green and business
performance are proposed: trade-off, ambidextesitpergy and symbiosis.

The ‘How’ of ESR Integration

Porter and Kramer (2006) bind primary and secondarsiness activities to a range of
particular impacts. By adapting the tools usedrialyse competitive position and strategy
development (Porter, 1985), Porter and Kramer (2Q0&1) seek to inform opportunities to
create shared value — i.e. value (or benefit) th Isociety and business. While the lean and
green approach mainly focuses on improving suppigirc performance, with customers’
satisfaction as key driver (Simons & Mason, 200Bo#er and Kramer (2006, p. 84) extend
the reflection to integrate the impact of all besis operations on society — i‘@mside-out
practices” — and the influence of external social and envirental conditions on businesses
— i.e.,"outside—in practices’

The inside-out perspective — sketchedFigure 1 — predicts how activities in the value chain
reinforce improvements in the social/environmediaiensions of context (Porter & Kramer,
2006). A value chain analysis is proposed to create inventory of problems and
opportunities — mostly operational issues — thagdné&o be investigated, prioritised and
addressed in order to clear away as many negatiigechain social and environmental
impacts as possible (Porter & Kramer, 2006). Imndaso, company activities will prove to
offer opportunities for environmental and stratedjgtinction (Porter & Kramer, 2006).

Comparably, lean thinking seeks to identify critiegeas of improvement, and, ultimately,
bring about such improvements (Hicks, 2007). Thealeation between lean thinking and
Porter’s value chain is that, while lean focusessopply chain performance and value from
the perspective of the end customer (Womack & Joh@36), the value chain framework is
extended by Porter and Kramer (2006) to a stratiegicinforming opportunities for shared
value creation, that is value for companies andesgenvironment. The association between
lean and green, as discussed by, e.g., King andxX@®01a, 2001b); and Simons and Mason
(2003), nonetheless holds valuable implicationdE8R performance at operational level.

Feeding back to the argument of Porter and Krar2@0q), inside-out linkages may range
from hiring and layoff policies to greenhouse gasssions, as the partial list of examples
illustrated inFigure 1 demonstrates. In this paper, the application issovironmental (or
green) issues and — in the wake of, inter alia,@Ro2000, 2002), Hawken et al. (2002), Hart
(1997); Waddock and Graves (1997); Siegle (200%J; McCrea (2010) — how management
choices throughout the value chain may create wmgaticies of compatibility or
incompatibility between pro-environmental activétiand business performance.
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Reflecting on outside-in practices, on the othemdhanay inform opportunities to reduce
constraints on company’s chain activities. It hegalsthe competitive/industrial context,
regulations and demand conditions which importaaceording to Porter and Kramer (2006),
must be clearly understood by operating managersch Sfactors as transportation
infrastructure and enforced regulatory policy caffecd a firm’s ability to improve
productivity and execute strategy (Porter & Kram2006). The diamond framework in
Figure 2 illustrates how the (macro) conditions at a conyfsafocations affect its ability to
compete (Porter, 1990, p. 127), and, possibly,aitdity to develop and sustain pro-
environmental operations.

TIGURE 2
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Drawing upon Porter’s inside-out and outside inspectives, three dimensions of influence
over business performance and impact on the emrman can be captured: human factors (at
micro level), operating factors (at meso level) aigsical factors (at macro level). The
dynamics between these factors arguably determifien& ability to effectively combine
ESR with business performance. Human factors aegnal — e.g. workers, entrepreneurs,
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professional managers and engineers — or extemahé firm — e.g. politicians and
bureaucrats (Cho, 1994). Cho (1994) argues thatahufactors manage and utilise the
physical factors; including, e.g., endowed resagjr¢ke business environment, related and
supporting industries and domestic demand. Portalise chain further frames the idea that
business agents — i.e. management choices, hurommsfanternal to the firm — control the
operating factors related to what Porter (1985;62@0ticulates as a firm’s primary activities
(Figure 1).

While the work of Porter and Kramer (2006) conttdsuto illuminate the way in which ESR
can be ‘profitably’ integrated by raising awarenessthe impacts of businesses’ internal
processes and external influences on strategy alewelnt, they remain relatively implicit in
defining the relationship between businesses aadettvironment. That is, their argument
points to the tendency of businesses to be miregenseiving negative correlations or the
“friction” between business performance and ESR (Porter &&mra2006, p. 84). By further
adhering to the view that there are opportunitediisinesses to benefit from ESR initiatives
and build interdependent correlations (by identifythe“points of intersection’), Porter and
Kramer (2006, p. 84) implicitly acknowledge the stgnce of different levels of ESR
integration.

Yet, the question remains as to where businessesirat where they should aspire to be.
Inspiring pro-environmental changes in strategyetlgyment may be facilitated if scenarios
of ESR integration are made cleardm objective of this paper is to fill this void by

investigating and reflecting on the link betweea tHow’ of ESR integration — i.e. lean and

green, pro-environmental inside-out and outsidexdtivities — and the ‘Where’ of ESR

integration. The aim is to propose a more obseevaoinnection between environmental
objectives and business performance. In fact, Hwce of a strategy to optimise ESR and
business performance may be facilitated if scesfuigectives of ESR integration are nailed
down and the degree of influence of ESR issuedrategic goals is understood.

This paper hence goes on to integrate past researestigating the link between ESR/CSR
and business economic performance. The approadh tegropose a taxonomy consisting of
ESR performance targets, all of which are frameda ihierarchy of compatibility between

green work and economic objectives. The degreewipatibility determines the importance
of ESR in determining the firm’s strategic agenda.

The ‘Where’ of ESR Integration: A Multi-Faceted Approach

In reflecting on corporate strategy towards soeralironmental responsiveness, Carroll
(1979), followed by Wartick and Cochran (1985) radiuced the terms reactive, defensive,
accommodative and proactive. The works of Clarkd®91, 1995) consolidate this approach
by demonstrating that it defines successfully ével of responsibility accepted for managing
stakeholders. Branco and Rodrigues (2007) prebaeQarroll’'s concept relates exclusively

to corporate social responsiveness; it thus pedoas‘the action phase of management

responding in the social sphera@hd is a complement to social responsibility (Card®79,

p. 502). The ‘Four Stages of Green and ERfitroduced in this paper forms a separate
dimension of ESR which promotes responsibility atichulates responsiveness by bringing
forward specific ESR integration/performance tasgdihe aim of these stages is to fill the
knowledge gap, notably identified by Devinney (200dargolis et al. (2007); and Robert et

al. (2002), consisting of a lack of clarificatioor fransparency) about the ultimate objectives
of ‘green work’.



Prior to discussing each stage according to thasition in a hierarchy of compatibility, the
variables within the conceptual framework are dsdin

Green and EFE

The word ‘green’ recently emerged in the manageri@rature to symbolise a company’s
pro-environmental reputation or performance (irdéa, Ambec & Lanoie, 2008; Boiral,
2009; Florida, 1996; Gustashaw & Hall, 2008; H4Q97; King & Lenox, 2001a, 2001b;
McCrea, 2010; Molina-Azorin, Claver-Cortés, Lopean&ro, & Tari, 2009; Porter & van
der Linde, 1995a; Rothenberg, Pil, & Maxwell, 20@thendler, 2009; Siegel, 2009; Simons
& Mason, 2003; Wehrmeyer, Leitner, & Woodman, 2008nston, 2009). In this study, the
utilisation of ‘green’ is assumed to reflect anieson to eliminate waste and, more broadly,
mitigate companies’ harmful impact on the environtm&his can relate to, e.g., greenhouse
gas (CQ) emissions, degraded water, resource depletigmaétron biodiversity, etc.

EFF is the chosen acronym for operational and econafiiciency and effectiveness; that
is, the capability to meet objectives (or putateesiness aspirations) of growth, productivity
increase and profitability. Porter’s value chdtng(re 1) and the lean and green framework —
as discussed by, inter alia, King and Lenox (200&by Simons and Mason (2003) — both
integrate efficiency (time compression, cost redundt and effectiveness (shared value
enhancement) as critical performance indicatorsctonpanies. The concept has originally
been developed in the works of such early strateglyors as Drucker (1954), Lewin (1951),
Reddin (1970) and Ackoff (1988)

Efficiency — defined by Reddin (1970) as the raifooutput to input — is concerned with
doing things right; effectiveness with doing thehti thing (Drucker, 1954). EEFis
determined relative to one of more targets or dutpguirements (Ackoff, 1988; Reddin,
1970). While the value of these targets is notvale to the determination of efficiency, it is
relevant to the determination of effectiveness @tkL988).

In Figure 3, an ‘efficiency versus effectiveness’ matrix isoposed with efficiency
determined by the journey — i.e. time and innovatfas the evolution of knowledge and
product/service quality within a company) — ancefiveness determined by the nature of the
target. The matrix incorporates different scenaaiolsreviated as EEFEFF? and (in)EFE.

In line with the concept introduced by Drucker (495the determination of efficiency and
effectiveness is understood to be linked to then'ircapacity to build awareness, become
clear about the target — e.g. profit, customer s&atiion or societal/environmental
responsibility — and what implications this holds business efficiency as the journey to
achieving the target. With this insight, busineggrations, units or divisions may then be
‘designed’ effectively.

In their extended version of the value chain, Ratel Kramer (2006) commend the target to
be the creation of shared value and the journegpcesent value chain processes designed to
reinforce improvements in the social/environmermi@ahensions of context. A similar shift
occurred in lean thinking insofar as lean is noagtrently associated with green (inter alia,
Gustashaw & Hall, 2008; King & Lenox, 2001a, 2008bmons & Mason, 2003; Wehrmeyer,
et al., 2009). Therefore, the focus of lean seembatve shifted from ‘producing value to
businesses and customers’ to ‘producing value snkgses and society/environment’ with
green performance as the new ‘motto’.
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As a response to the call for clarification/objgcéition of ESR integration, this paper goes
on to elaborate on the association between gredrE&fe. Reflecting on this association
leads to frame the influence of green on both tiiecveness and efficiency of business
systems into four stages: trade-off, ambidextesyyergy and symbiosis.

Trade-off

Trade-off exists when EFF2 and green initiativesdnee mutually inhibitive instead of
reinforcing one another. It is a stage of relativeompatibility between green and EFF
which, in line with Hahn et al. (2010), conteste #issumption that economic, environmental
and social aspects are mutually reinforcing. BoMiggins and Rhee (1997); and Wright and
Ferris (1997) can be cited among the studies wheglort a negative relationship between
corporate social or environmental and financialfggenance of a firm. Hahn et al. (2010)
remark that trade-offs between business econondceanironmental performance have not
been extensively examined in the management litesraDeeper understanding of trade-offs
— via conceptual and empirical explorations — ismmeeended by Margolis and Walsh (2003)
in order to clarify the relationship between ecormand non-economic aspects of corporate
activities.

Hahn et al. (2010) are convinced that trade-ofi$ eonflicts in corporate sustainability are

the rule rather than the exception. They thus aesiinat trade-offs are to be accepted as the
‘normative’ premise upon which substantial sustiaility or ESR benefits may flourish
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(Hahn, et al., 2010). Porter and van der Linde $bYontest this rationale arguing that
framing environmental improvement as involving a&teynatic trade-off between social or
green and private benefits is incorrect. They @sttthe view of Hahn et al. (2010) arguing
that the idea of a programmatic struggle betwe@togy and the economy emanates from a
static view of environmental contingencies in whiglthnology, products, processes and
customer needs are fixed entities (Porter & van ldede, 1995b).However, green/EFF
performance rests not on optimising within fixedhstraints but on the capacity to shift the
constraints through innovation and improvement t@a% van der Linde, 1995b). This leads
to relax the case for trade-offs as the normatpg@ach and implies that a broader scope of
analysis accounting for innovation and improvemezapgabilities may be required. In fact, a
proposition of this paper is that business opemationay be assigned ESR integration
scenarios wherein green and ElaFe compatible.

The following discussion hence enlarges the scé@malysis to embed three additional ESR
integration scenarios: ambidexterity, synergy amdlsosis.

Ambidexterity

Ambidexterity, as a firm’s approach to ESR discdslg, inter alia, Kollman and Stockman
(2008); and Vazquez et al. (2009), refers to thetestof being equally adept in the
advancement of economic and environmental perfocmalt can be defined as the META
relation of EFF? and green — i.e. one complememdigos adds to the other without significant
correlation. The idea of ambidexterity — inspired ©'Reilly and Tushman (2008) —
challenges the assumptions that green and’ BRFeither mutually reinforcing or inhibitive
(trade-off). It suggests that, under certain spetiicircumstances, it may be possible for
organisations to pursue both green and economiorpgnce with no significant relationship
between them. This pattern applies, for instancehé impact of green on sales. That is,
Valor (2008), later echoed by Carroll and Shab2@4.Q), argues that consumers are not able
to buy responsibly because it is a time consumrtgity, economically disadvantageous,
and stressful. This argument suggests that efeatnsumption is not boosted by ESR
credentials. In fact, a number of studies have doarrelatively minor correlation between
corporate social and environmental performancetladinancial performance of a firm (inter
alia, Aupperle, Carroll, & Hatfield, 1985; Gueraf®97; Uliman, 1985; Waddock & Graves,
1997), therefore crediting the idea of ambidexyerit

Gustashaw and Hall (2008) suggest that an enviratahexplanation has to be separated
from financial motives, not so much in micro lewdgtail, but rather in concept. They argue
that environment and industry operate for entirgifferent motives (Gustashaw & Hall,
2008). The authors thus support the thesis of Ai{rand Tushman (2008) in that companies
are to use ambidextrous strategies to perform tia wbles of economic and environmental
responsibilities and to integrate them well. Thisymconsist of establishing separate
environmental/sustainability structural sub-unitsl duilding adapted competencies, systems,
incentives, processes and cultures for ESR integraf separate business unit, run by a
Chief Sustainability Officer (CSO), may bridge depeental rivalries and view sustainability
as integral to the business principles of the asgdion (McNulty & Davis, 2010).

However, McNulty and Davis (2010, p. 137) warn thatsuing ambidexterity between green
and EFE by “adding another layer of bureaucracy in the formafSO is not the answer”
This may generate organisational silos and intebmalndaries within which knowledge,
expertise and resources are confined, thereof ywanatisferable across the company (Gulati,
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2007). To transcend these barriers and embarksitorbusting” (Elkington, 2004, p. 14;
Gulati, 2007), ESR integration should instead lzejtfp of CEOs. McNulty and Davis (2010)
enumerate four reasons to explain why CEOs are etanp First, CEOs have more influence
within the company to champion and effect positolenge. Second, they would better
mobilise suppliers, reassure customers. The tldesdan is that CEOs are ultimately more
accountable to the board of directors, sharehqldgreernment policy makers and NGOs.
They would finally have better insight into the a@bnship between sustainability and
corporate strategy and vision.

In sum, while ambidextrous strategies, such asléugsion to hire a CSO, may be envisaged
to demonstrate awareness to ESR matters; they maguer reduce the scope of business
opportunities for achieving growth and gaining cetifpye advantage (McNulty & Davis,
2010). Companies are hence to reflect on more ad@bBSR integration targets.

Synergy

Synergy implies a catalytic effect between greeml &FF in a mutually beneficial
relationship. It can be defined as the PRO relabietween EFF? and green. The notion of
synergy, applied as a stage of compatibility betwgeeen and EFFis acknowledged by,
inter alia, Orlitzky, Schmidt and Rynes (2003); BswHart and Yeung (2000); Hillman and
Keim (2001); Vershoor and Murphy (2002); Salamad&0 Carroll and Shabana (2010); and
Kurucz, Colbert and Wheeler (2008).

Kapoor and Sandhu’s (2010) documentary analysi®3fcompanies operating in India
support the case of synergistic compatibility betweCSR and corporate financial
performance. In particular, they report a significpositive impact of CSR on corporate
profitability and insignificant positive impact arorporate growth. Similarly, an exhaustive
literature review of quantitative studies that haxamined the green management-financial
performance link carried out by Molina-Azorin, CénvCortés, Lopez-Gamero and Tari
(2009) shows a predominance of cases where a\ymositipact of environment on financial
performance is obtained. In fact, ESR commitmemixislained to enhance firm performance
and competitiveness in a number of conceptual andirecal studies (Ambec & Lanoie,
2008; Hart, 1995; King & Lenox, 2001a, 2002; McCr2@l10; Melnyk, Sroufe, & Calantone,
2003; Porter & van der Linde, 1995a, 1995b; Trungunar, 2005).

King and Lenox (2001b) suggest that the link betwE&F2 and green may be informational
or financial. That is, lean production practices kkely to inform opportunities for profitable

pollution reduction via the development of improwerh capabilities (Womack, Jones, &
Roos, 1990) and enhancement of employees’ awarefetmnge in the production process
(McDuffie, 1995, 1997). Lean production can in efféower the costs of exploiting these
opportunities, thus providing an impetus to inviesenvironmental management practices.
Another pathway to ESR integration can be idertifees the possibility of a synergistic
implementation of EFF? and green enabled throufghrnmational and financial channels.

Symbiosis
According to King and Lenox (2001b), some advocaies ‘lean is green’ relationship
suggest an inevitable — or symbiotic — associatidnlean with green. For example,

Schaltegger and Figge (2000) explain that the enonefficiency of pollution prevention
measures can generally be judged by a cost-efeewtss analysis, comparing the costs per
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unit of pollution prevented — thus evaluating tixéeenal cost of pollution and environmental
degradation (Siegel, 2009). In fact, preventingytimin may enable the firm to save control
costs, input and energy consumption as well asusea producing and delivering goods while
simultaneously reducing the ecological impact asd af resources (Molina-Azorin, et al.,
2009; Porter & van der Linde, 1995a, 1995b).

As suggested by Porter and van der Linde (1995a)utipn generated by firms can be
associated with a propensity to provoke an EFéffect whereby operational effectiveness or
efficiency are compromised (refer teigure 3). The negative power simply implies an
inversion of effect on EFFwith pollution as the ‘inverting’ variable. To ahilate the effect

of this inverting variable, companies must shitinfr pollution control — i.e. identification,
processing, and disposal of discharges or waste prdvention or source reduction — a
concept embraced by more advanced companies viadbption of material substitution
methods and closed-loop processes to limit poltutiefore it occurs (Porter & van der Linde,
1995a).

While operational performance and lean thinking nfeyp to build strong green/EFF
compatibilities(Figure 4 includes lean and green as an overarching conadpn the Four
Stages framework), symbiotic relationships may adsoerge from the way companies
respond to a variety of broader pressures andfategic challenges, such as those associated
with the evolution of regulations and market flutions — which feeds back to Porter and
Kramer’s (2006) outside-in perspectiieiqure 2). As far as regulations are concerned, the
emergence of market failure and related social*@ast justify government intervention. At
the symbiosis level, companies may choose to @atiei or go beyond environmental
regulations to provide ESR (Aguilera, Rupp, Willeyn& Ganapathi, 2007; Reinhardt &
Stavins, 2010; Siegel, 2009). An incentive to beaptive in the implementation of ESR — e.g.
self-regulate — may be the prevention of a consurogcott by an NGO (Baron & Diermeier,
2007). Reinhardt and Stavins (2010) recall that E&8uld be viewed as a complement to,
rather than a substitute for, increasingly effectijovernment interventions. In sum, a motto
for the achievement of symbiosis may be to gainedige in preventing pollution,
anticipating and going beyond the stringency ofrgrgulatory environment in which the firm
operates.

The works of, inter alia, Branzei, Vertinsky ane&®ma (2000); Sully de Luque et al. (2008);
and Waldman and Siegel (2008) shed light on the ofl strategic leadership in building
strong stakeholder values and inspiring high carecéor environmental issues. In venturing
toward symbiotic compatibilities, meeting enviromtad targets becomes part of the firm’s
performance review. Wehrmeyer et al. (2009) idgn&f majority of managers who are
‘Business Greens’(36% : result of a UK-wide surnay 1,500 managers)This defines
managers who seek to integrate sustainabilitytimir business processes on the basis of the
benefits to the business. Strategic CSR/ESR, Pamer Kramer (2006, 2011) maintain,
unlocks shared value by investing in social or emmental aspects of context that
strengthen the company. A relationship of interaejgacy is thus understood to be formed
between the success of the company and the wedfatke community/environment. As
shown inFigure 4, symbiosis feeds into the formula, adapted frondd®e (1970), which

! Examples of such external costs include pollutind environmental degradation, such as global waynacid
rain, and deforestation. To a typical lumber praduar a farmer, the forest has only an economigezal
However, from a societal perspective, forests hisee recreational, existence, and biodiversity e/ééug.,
witness the ongoing controversy surrounding thegrmation of the rainforest in South America).
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contends that efficiency is the ratio of effectiges to shared value; that is, in mathematical
terms, efficiency = effectiveness/shared value.

To sum up, trade-off, ambidexterity, synergy andhisipsis represent ‘generic’ targets in
reference to which a firm can aspire to evaluatestthwr its activities reflect a positive
(symbiosis and synergy), negative (trade-off) antred (ambidexterity) relationship between
business economic and operational performance aesdngmanagement. According to
Rothenberg et al. (2001), theories that suggeshplswin-win relationship do not accurately
reflect the complexities related to the associatbreconomic/operational performance with
green. In fact, an assumption in this paper is thatgreen/EFF? targets may be reflected
simultaneously within a firm, yet in different fosmepending on the way its functions and
divisions influence ESR strategies and operatioas explained by Porter and Kramer (2006)
and shown irFigures 1 & 4. The level of performance, framedRkigure 4, arguably depends
on the importance granted to ESR by strategic Isadehin the company (Branzei, et al.,
2000; Sully de Luque, et al., 2008; Waldman & Siege08).
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FIGTRE 4

Framing Corporate Envronmental Performance
The Four Stages of GREEMN/EFE?: Trade-off, Ambicexterity, Synergy & Symbiosis
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The empirical research attached below uses the stagg of a UK brewery to provide an
illustration of the conceptual argument — a waycohfirming or disconfirming the above

assumptions and propositions in practice. The &ages framework is applied to analyse the
firm’s approach to ESR integration challenges(re 4).

METHODOLOGY

The research was designed to develop the thedrétitses on the ‘How' and ‘Where’ of
ESR integration. A critical realist epistemologistdnce was adopted for this study. That is, it
was assumed that, whilst there is a reality — emwvirental degradation, impact of industry,
business economic imperatives — that can be exymeieand observed, this reality is shaped
by a complex web of causal powers and unobservahigies (Bergin, Wellls, & Owen,
2008; Proctor, 1998). It is suggested that the tyidg forces and the social structures that
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are giving rise to the problems have to be undedsto make clear sense out of the ‘How’
and ‘Where’ of ESR. The empirical enquiry was hedesigned to allow wide expression of
social actors to develop the conceptual framewar# eonstruct warrantable knowledge
(Mason, 2002; Sayer, 2000) about ESR integratiocgsses. A single case study strategy of
inquiry was chosen wittmultiple sources of evidence(Yin, 1984, p. 23).

Six ‘in-depth’ semi-structured interviews were caotéd with managers in different
functions of a UK Brewery: CEO, Head of Marketir@perations Director, Head Brewer,
Sales Director, and Retail Director. Open-endedstjoies were used because, as opposed to
the quantitative fixed-choice interview or questiaite, they enable interviewees to talk
extensively about their experiences (Silverman, 620Mirect observations, company
documents, e-mails and informal interviews werelusdriangulate the findings.

‘Structural narrative analysis’ was the technigsedito analyse the data. Embedded within a
hermeneutic tradition of inquiry (Lawler, 2008),rraive analysis focuses on the ways in
which people understand and make sense of theis Bnd use stories to interpret the world
(Lawler, 2002). The structuralist approach, acauydio Silverman (2006), amounts to
associate elements (i.e. interview excerpts) wifarection and a replacement; this process
contextualises the implication of the element ithi® analytical argument. A close reading of
interview transcripts led to code excerpts ontbente list — replacement location — derived
from the conceptual framework (Miles & Huberman949Willms et al., 1990).

A deductive approach is applied to the selectiortheimes for analysis. This implies that
categorical schemes are drawn upon the theordtamaework. The chosen categories relate
to the way the company deals with the emergenceadk-offs, ambidexterities, synergies
and symbiosis between green and EFFhe data provides a means for developing and
revising the conceptual propositions (Berg, 200®)alytical induction was adopted as a
method that explicitly accommodates existing the@snsal & Roth, 2000; Busch, 2011) —
in contrast to the grounded theory developed by&land Strauss (1967) — while iteratively
integrating empirical data intending to challenge tonceptual propositions, in an effort to
develop theory (Manning, 1982). Once a theoretmatel that gives a precise account of
how ideas generated through interviews are linkededch other started to take shape,
negative cases (i.e. cases that don'’t fit the modele investigated. Negative cases either
disconfirmed parts of the emerging model or suggkstew connections that needed to be
made (Ryan & Bernard, 2000). Closure occurred wterations between theories and data
sets did not generate new themes or did not disoorthe model any further (Ryan &
Bernard, 2000).

EXTENDING THE THEORETICAL PROPOSITIONS
Prior to presenting the findings, the selectionraofase study is discussed. Its relevance to
develop the theoretical framework and gain furiheights into ESR integration processes is
justified.
The Case Study
BRECO (a pseudonym) is a well established compahichwprimary activities are the

production and sale of beers. The activities extenthe sale of kitchenware equipment and
wine that it imports from Europe and the ‘New WarlBRECO also runs bars, restaurants
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and hotels in the UK. The company is generatingraolver of about £50 millions; that is £28
millions in brewing and brands, and the remaini@g fillions in retail.

Over the last decade, BRECO has shifted its styabegn a short term business vision —
emphasising immediate economic performance — tong term business orientation that
considers the wider societal impact as a primaajflehge. The strong environmental ethos of
the company were reified into concrete measuresutfir a number of investments in ‘eco-
friendly’ technologies (e.g. brewing processes) anddings (e.g. distribution depot). The
Retail Director explains‘A shop here is built absolutely with nothing elsanind other than
the environment, from the wood that we use, fraarh#tating works, from the way the whole
structures have been created [...] And then throinghproducts, where possible, we look for
local suppliers or suppliers with environmental deatials; whether they are Greenleaf on
wine, whether the green comes with biodynamic wiwés will make sure that we have an
element of care for the people that we trade witGreen engagement at BRECO fosters
employees’ and suppliers’ commitment; as suchstiéreds throughout the entire business and
supply chain. Reinforced in terms of societal imgaa economic performance, the company
is considered as an epitome of advanced performéne field of corporate environmental
responsibility. As such, the case meets the caitéor en extreme ofpolar type” (in the
sense of high performing) case; that is one in Whlee process of theoretical interest is
transparently observable and outstands from othersc(Eisenhardt, 1989, p. 537; Eisenhardt
& Graebner, 2007, p. 27). Siggleko@igglekow, 2007, p. 21yet nuances the theoretical
interest of a single case studyfhe specialness pays off if it permits particulesights that allow
one to draw inferences about more normal firm&founded in a real-life situation, the case of
BRECO enables to effectively fill the knowledge gajulentified in this paper — i.e. lack of
clarification about the end goals and scenariggreén performance. Hence, it provides an illusirati
of the construct of ESR integration which may insg@ way forward for other organisations willing to
enhance their societal impact — aligning therebthwhe expectations set by Sigglekow (2007),
Eisenhardt (1989); and Eisenhardt and Graebnef7§200

The results show how BRECO, invested with an aspira¢o achieve a symbiosis between
green and EF¥ explores and exploits synergies, tolerates theimence of ambidexterities
and mitigates trade-offs.

Results: A Multi-Level Responsiveness Model

As mentioned above, green is conceived by BRECGOnbss leaders as an imperative for
designing operations and strategies. The Head okéfiag comments:We are trying in the
whole process to think about green credentialsitad includes: should we source foreign
hops or foreign ingredients or should we source lh#t§ed stuff. Then as soon as you go into
production, | mean we have our leather glass ligbttles as well so they kind of come into
the mix, we've been looking to source an envirotatigririendly kind of stocks. Wherever we
can, we try to build in green credentials or gregportunities.”

In the findings, a strong emphasis is placed onrtihe of strategic leadership in building
strong stakeholder values and inspiring high camcefor environmental issues — a
phenomenon highlighted in previous research briatia, Branzei et al. (2000); Sully de
Luque et al (2008); and Waldman and Siegel (20BRECO’s CEO explains that
“transformational leadership is what we are lookifgy our leaders to be able to do, that is
to create a vision for the future, be able to bundst in their followers. Things that you do
around that are: building self-esteem, ensuring th& work place is a very honest and open
place. In doing that, you can get people to follgou to a new place, creating a vision of
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what's on the other side of the change that you rmaking [...] Leadership is also
distributed; it doesn't all vest in one individuagctually it's a collective messageAt
BRECO, the role of leaders in pushing green-HRRovation is critical; in fact, they perform
what Wehrmeyer, Leitner and Woodman (2009) refeadaca role of business greens. The
findings indicate that BRECO managers bring envitental considerations into the
mainstream of management activities, are openlysfet with their environmental
performance and have a clear understanding of #mironmental impact (Wehrmeyer, et
al., 2009). BRECO is an illustration the changing husiness cultures in light of the climate
change challenge (Wehrmeyer, et al., 2009).

Consistent with Porter and Kramer (2006) and CHi94), the dynamics between human
factors, physical factors and operating factoremheine the ability of BRECO to effectively
combine ESR with business performance. Managergrpdoyees are committed to enhance
green performance; in particular, they seek resptensisage and management of physical
factors — e.g. raw materials, infrastructures amel wider business environment. BRECO
business agents seek to optimise the compatilgitien-EFE of operating factors related to
what Porter (1985, 1990), with Kramer (2006), atates as a firm’s primary activities.
According to the Operations Director, BRECO dt&green shopping list"'when deciding
on the design of infrastructures and operations.

BRECO leaders are driving the entire business agnassing towards symbiotic relationships
between green and EEfespecially by enhancing green performance whevepportunity
emerges. This is referred to as the green’Erdturation process illustratedfigure 5. This
maturation process frames what Carroll (1979, [2)5@fers to as théaction phase” of
corporate societal responsibility. The pursuit aken-EFE maturation is particularly
evidenced by the choice of the company to antieipabhd go beyond environmental
regulations to provide strong environmental respamess, as commended by Reinhardt and
Stavins (2010); and Siegel (2009). BRECO’s CEO memis: “In the field of the
environment, we think we're going further than veedto do. What we are waiting for is
legislation to catch up and | think it is startiig catch up[...] | think, as environmental
legislation gets tightened down, if you can't compbu're likely to have to pay for that. So
ultimately there is an element of competitive adiage in this environment.”

The pro-environmental mind-set emerged in the e2090s with the arrival of a new CEO.
The Operations Director indicaté®e used to have a very top down culture before0200
Now, we have what we call an environmental champioeach part ofBRECO][...] we
turned it into a company that was led by valuess T\as mostly the influence fpihe CEOQ]
who joined the board in the late 1990s.His role in instigating ESR changes has been
critical; particularly in exploring potential syrges between green and EFFhis converges
with the argument of McNulty and Davis (2010) wéantend that ESR integration is mostly
the job of CEOs. His guiding values, insight inte trelationship between sustainability and
corporate strategy and visions created a businesgglnthat champions ESR changes, enables
to mobilise employees and suppliers, and convisbeseholders — in line with McNulty and
Davis (2010).

With a value-oriented business model, the compapyes to a symbiosis between green and
EFF. This aspiration triggers a process of maturatibrthree levels: (i) exploration and
exploitation of synergies; (ii) tolerance of ambitteus relations; and (iii) actions upon trade-
offs. As discussed above and illustratedrigure 5, Human Factors (HF) are central to the
process of green-EEFmaturation in that they determine the orientatioh leading

16



(improvement ideas emerging from managers, staffsuppliers) and operating (or impact)
projections within the ‘maturation radar’. The aamition of this framework lies in an
extension of the value chain analysis (Figure IteP& Kramer, 2006) for creating shared
value (Porter & Kramer, 2011) and optimising gr&#~ compatibility. In the following, the
analysis elaborates on the maturation process B(ER in particular, it iterates between data
and theory to discuss the multi-level responsivenrese. inform synergies, accommodate to
ambidexterities and mitigate trade-offs — of thenpany on ESR integration challenges.

FIGURE 5

The Green & EFF? Maturation Process Applied to the Case of BRECO: & Multi-level Responsiveness
Ifodel.
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Informing Synergies

Previous research from King and Lenox (2001a, 2p6liggest that synergies between green
and EFE are financial or informational. Molina- Azorin et. §2009) found a synergy
between financial results and green. In fact, atEBR, the implementation of green
credentials has informed opportunities for cosuotidn. To create favourable premises for
profitable pollution reduction and develop improwarhcapabilities (Womack, et al., 1990),
BRECO used various partnership routes. For instagheecompany worked with a University
to assess the supply and waste chain, with theh&tHop Association of England to find an
aphid-resistant hop that does not need oil-bassettitides or pesticides ad could be grown
locally.

The company has thus developed a willingness ttoexpnd understand the benefits of ESR;
in particular, the CEO explains that BRECO antitzplathe rise in the price of fossil fuels and
the reinforcement of legislation around environmaémgsues:in our business case, we built
in a view that fossil fuels would continue to risgrice and businesses that pollute are going
to have to pay for that pollution. So the less wedto rely in fossil fuels and the less we
pollute, the longer term view is that this busineafi be well placed for the future.”
Therefore, the conviction that synergies had tofdend and exploited grew. With an
investment strategy oriented towards sustainablsinbas and long-term benefits, the
company was able to acquire state-of-the-art tdolgies. The energy efficient brewing
system and eco-efficient distribution centre aredevwce that BRECO is now exploiting
positive synergies between green and EfFventure toward the symbiotic stage. These
synergies are in fact systemised, embedded intontdogies; green is hence generated
mechanically through EEFThe CEO indicates‘the technology in itself means that you
lower emissions and | am pleased to say that in ammual report 2010, although our
volumes fell, our overall carbon footprint contirsui® come down even though we open more
shops.” Overall, synergies are found to emerge mosthhanform of green generating cost
reductions, as discussed in previous research bplCand Shabana (2010); Siegel (2009);
and Siegel and Vitaliano (2007).

The findings further iterate toward the importaolerof staff in exploring and driving ESR
integration and informing innovation capabiliti@RECQO’s employees are not only aware of
change in operational processes (McDuffie, 1999,/1®ut are proactive in fostering green-
EFF performance.

In sum, evidence shows that BRECO anticipatedahethat pollution can provoke an EEF
effect whereby operational efficiency and effeatiess are compromised. Porter and van der
Linde (1995a, 1995b) praise the benefits of paluprevention on business performance. For
example, the increasing price of fossil fuels eilowvied by BRECO leaders provoked
preventive actions in the form of investments am-pnvironmental’ technologies. Thanks to
its eco-efficient facilities and pro-environmentaindset, BRECO is now able to save and
control costs, input and energy consumption, asweenaded by Molina-Azorin et al. (2009).

ESR integration and inherent sources of synergiils BFF can emerge throughout the
entire supply chain. The findings indicate thatiemvmental features are integrated into, e.g.,
raw materials used to produce and bottle beersrmab supplied for designing retail outlets
and the profile of wine and food suppliers.

Infrastructures (e.g. brewery, distribution depai)pcurement (assessment of supply and
waste chain), technology development (e.g. eneffigiesncy) and human resources (team
working structure, staff commitment) are designegrnovide the most profitable synergies.
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These synergies are explored at corporate boarel lsith decisions on infrastructures,
human resource management, procurement and tegyndevelopment — i.e. secondary
business activities (Porter, 1985) — oriented tolwaymbiosis, as illustrated kiigure 5. This
phase of exploration led to the developmentaof informal team working structure, based
around a strong set of organisational value$CEO) — particularly reified into the
exploitation of eco-friendly distribution depot aadergy efficient brewing system.

As depicted irFigure 5, the maturation process is most particularly eifecin operations —
e.g. hotel (blankets replacing heating), retailivateds (design of shops), brewing process
(aphid resistant hop, energy efficiency), distnbatcentre (eco-efficiency), supply and waste
chain — where green-EEFnprovements or synergies have been inspired teyrial — staff or
business leaders — or external — e.g. Universigtjddal Hop Association — human factors
(Cho, 1994). The application of the maturation psxc further extends to green-EFF
ambidextrous situations.

Accommodating to Ambidexterities

The argument leads to narrow the catalytic impagfreen on business performance down to
operational challenges. A marginal link betweeregrand sales is found, which is consistent
with the studies of, inter alia, Aupperle, Carrdhd Hartfield, (1985), Guerard, (1997),
Ulliman, (1985) and Waddock and Graves (1997). ThlesSDirector explains®Our green
credentials are building our reputation but the @apon sales is difficult to captureWhile
green initiatives are undertaken to address themidpact of BRECO, they do not stimulate
sales; this pattern is notably discussed by Kamor Sandhu (2010). Evidence heeds to a
consumption dilemma faced by BRECO with informatamymmetry as a major barrier — as
noted in previous research from Cohen and Winn {200 shows that green credentials do
not convince consumers and, as such, do not balest sotwithstanding their integration into
the brand strategy (as shownFigure 5). The lack of response from consumers is noted by
Valor (2008) and further echoed by Carroll and Simab(2010). It contradicts the argument
of Siegel (2009) that consumer choice of brand @&sed on superior environmental
performance. In fact, the findings indicate thatEFO sales have increased in direct retalil
outlets. Thereof, BRECO proves to be equally adapthe advancement of sales and
environmental performance, thereby aligning wite #rgument of Kollman and Stockman
(2008); and Vazquez et al. (2009). In faetavironmental activities are not going to develop
sales[...] they are not our reason for beingHead of Marketing) yetare not unpopular”
(Operations Director).

As the CEO and Head of Marketing explain, greenasthe core business, theason for
being” of the company. Green, in sum, is not perceiveddost sales and contribute to
economic growth; it is nevertheless an essenttabate for sustainable growth with major
micro level challenges — as discussed by, e.g.@hatv and Hall (2008).

The findings further heed to philanthropic initiegs as another source of ambidexterity.
According to BRECO’s CEO, philanthropic activitieemerged from the idea of
“demonstrating our sort of stakeholder engagemeat,responsibility towards community, to
use[BRECO] staff at the week end to clean the beach a coofptenes a year before the
tourists arrive and then clean up after they've @@t the end of the summer&lthough
Porter and Kramer (2002) argue that philanthropylmaost competitiveness, and therefore be
a source of green-EEBynergy, employees’ engagement in cleaning thetdsaot found to
create a synergy. While these activities enhaneergrthey are not perceived to hold an
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immediate effect on business performance. They thezefore accepted as a form of
philanthropy which is ambidextrous to EFF

In sum, BRECO accommodates to ambidextrous relati@tween green and Ef-fs shown
in Figure 5, whether this leads to allow the practice of pitit@opy or accustom to the
mitigated response of consumers. To extend theysinadbf ESR integration at BRECO, the
approach of the company to trade-offs is now diseds

Mitigating Trade-offs

The detrimental impact of transport on the envirentmis acknowledged, notably by the
CEO, to be dconstant trade-off" This corroborates the argument of Hahn et all@2@vho
advocate the existence of a permanent trade-offdeet corporate sustainability and EFF
However, by contrast to those who perceive greea &ansient strategy and are, thereof,
reluctant to instigate green improvements (Hahralet2010; McCrea, 2010), the findings
show a willingness from the company to act uporddraffs with a strategic focus on
continuous green innovation and improvement capi&sil in line with the view of Porter and
van der Linde (1995b). That is, the negative impEcEFF — e.g. inbound and outbound
logistics, packaging and after-sales service — @ermgis to be reduced. Solutions are thus
sought externally through the use of partnershijb anvironmental experts or cooperation
with suppliers. As BRECQO'’s Operations Director exps$, efforts are made to minimise the
impact of trade-offs’last year, we went into a partnership with a comgacalled ‘Bio
Group’. The outcome is that, at the bottom of tite, sve have done an anaerobic digestion
plan, the first of this kind in the world that puazkes green gas [...] which will be used to run
our fleet of distribution vehicles in the near frgUi

Besides, the CEO notes that the weight of glasd irseome bottles is sought to be reduced
in collaboration with glass-packaging supplier “OTlhis not only enhances green credentials
on the supply side regarding the glass-blowing essec—"by far the biggest part of the
carbon emitting proces{CEQO)— but also mitigates the impact of both logisticd @anoducts
disposal on the environment — hereby acting upam ¢bmpany’s after-sales impact.
Moreover, partnership with Bio Group enabled th&tahation of an anaerobic digestion plan
that produces green gas, also called bio methanarn, this green gas is expected to be used
to fuel the fleet of transport vehicles. This willther mitigate the impact of logistics on the
environment and consolidate the maturation probggarning major negative compatibilities
between green and Effto marginal ones, as illustratedfigure 5.

Previous research (inter alia, Christmann, 2004 rat al., 2010; King & Lenox, 2000;
Selsky & Parker, 2005) further heed to potentiati&-offs and conflicts among companies
within industry sectors and with other sector leWoactive in dealing with regulations and
operating above industry standards (Aguilera, ¢t28l07; Carroll, 1979) — mostly thanks to
advanced infrastructures and technologies — BRE@@es to outstand these potential trade-
offs. The CEO confirms that the company is seekingdopt more advanced solutions than
those required by the lawthe longer term plan was: we were prepared to ggobd that.
We are not content with thfiieferring to the pollution generated in logistimocessesand
therefore we want to move into the bio-methane peaveehicles as quickly as possible]
with our anaerobic digestion plan, we are goingntove those vehicles to running on bio-
methane so the environmental impacts will be IGwer.

BRECO thus strives to reduce the impact of emergege-offs in operations and throughout
the entire supply chain.
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To recapitulate, the company’s aspiration to symisibetween green and ERB suggested
to activate a maturation process sketchefignre 5. Green-EFEmaturation translates into a
capacity to explore and exploit synergies in openatand the supply chain; accommodate to
ambidextrous effects; and mitigate trade-offs, ey in logistic operations and after-sales
services. Human factors and managerial challengefoand to be central to the maturation
process. They determine the orientation of leadimmgjections; in turn, these leading
projections, if oriented toward the ‘symbiosis’ duant of the maturatioradar as in the case
of BRECO, stimulate impact projections in the wapidted inFigure 5. This constitutes a
multi-level responsiveness business approach ta ESR

CONCLUSION

Overall, this paper reflects on the end goals aetarios enabling an effective integration of
green initiatives into the business strategy. Toweceptual framework proposes that, in the
quest for enhanced business efficiency and effexcéss, the importance of green to the firm
is multi-faceted — whether this translates intaléraff, ambidexterity, synergy or symbiosis
(Four Stages frameworlgigure 4). The assumption is that these facets of compifibi
between green and EFEan emerge simultaneously, yet in different forthspughout the
primary and secondary activities of a business.udssg that the achievement of strong
compatibilities between green and EFR$ a business aspiration, thus aligning with Afisof
conception of ‘Environment Serving Organization8ngoff & Sullivan, 1993; Moussetis,
2011) and Porter and Kramer's (2011) notion of stiaralue creation, it is the choice of
management boards to implement strategies towdrelsintegration and development of
knowledge that may be used to balance businessrperhce against green impact.

The case study attached in this paper providesllastration of how the ‘Four Stages’
rationale applies to a real-life situation. Theulesindicate that the company adopts a long-
term, value-oriented perspective in decision-making applies a transformational/distributed
leadership model. Evidence offered in the case shthat these approaches to decision-
making and leadership contribute to enhance thaaitypof the firm to envision actions upon
different scenarios of compatibility between grema EFEthroughout the business; whether
this implies to inform synergies, accommodate tdiaexterities or mitigate trade-offs in
operations.

In iterating between these findings and theory, ahalysis leads to frame the construct of
ESR integration into a multi-level responsivenessdeh sketched irFigure 5. The model
particularly illuminates the central role of HumBactors (Cho, 1994). That is, the aspiration
of BRECO'’s leaders to a symbiosis activates a rma#itur process investing the company
with the capability to respond to a variety of imfsabetween green and EfRroughout the
entire business. More precisely, the maturatiorcgss is composed of leading and operating
(or impact) projections; the interactions or dynesnbetween these projections ultimately
determine the level of ESR integration performaoicihe firm.

Conceptual in scope, the approach is not undergtoodnstitute a discovery of new elements
in the field of ESR/CSR but rather the heightenafgawareness — drawn upon existing
knowledge — for experience on ESR integration. Exigerience may have been overlooked
in past research, hence causing a latent lackawitycland transparency. The Four Stages
framework and its empirical application offeredtims paper aim to provide management
decision-makers, and others, with a better reptaien of reality through more accurate
knowledge ofperformance targetand scenarios for a profitable integration of grpeactices
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into business strategic agendas. The analysiseafdabe of BRECO serves as an illustration, a
basis for broader reflection on the topic.

Finally, by heightening awareness and opening agptbspects for clearer communication of
ESR performance targets, it is hoped that this pege lead to a better understanding of the
way green work appears to business managers andgththat insight, lead to improvement
in practice. Further research, extending upon rinidti-faceted approach to ESR integration
and testing the empirical validity of the propasis, would potentially reveal and consolidate
new insights regarding environmental programmes ¢bald make important contributions
not only to research but to the practice of ESRitmeffects in fostering societal change.
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