Inter national management of International Corporate Social Responsibility

Abstract

With an increasing pressure from general publicfamth governments, more and
more corporations put corporate social respongifitSR) as their priority in
corporate governance. Studies show that multinatienterprises (MNESs) tend to
adopt CSR strategy than those operate at homey Marent researches in
international CSR focus on country study, the maéional management of MNES’
CSR strategy is less developed. This paper ainisistrate the approach of MNESs in
implementing their CSR strategy through a studthefCSR strategy of Vodafone.
Base on the data from the corporate web-site argbcate presentation, the
preliminary findings show a multi-domestic approatiinternational CSR was
adopted. This implies firm would profile their CSRategy that match to the local
specific circumstance rather then a global appro@dko, the CSR strategy is regards
as a ‘following’ strategy with no immediate att@mtibefore firm has secured a
presence in host country.

Introduction

It has been suggested that globalisation and gleaahing, probably a sub
consequent of globalisation, has finally waken galngublic concern on corporate
social responsibility (CSR). The superior powemany multinational enterprises
(MNESs) over developing country has raised a conoerthe development of the
countries the corporate operating. The ex-vicgptESident has demonstrated how
vulnerable our planet earth is. The extreme weatlo®ding in Yorkshire in UK, the
forest fire in South France and snowing in Argeafior the first time near a century
prove the claim that industrial corporation maytcimite to the severs global weather.
On the other hand, business scandals such aslthpsesoof Enron, corruption of
Siemens senior management brought public attentidmow trustworthy are our

MNEs. The same question is also asked by the govents.



There has been a long debate on if corporate shpwaldde social welfare or this is
solely the responses of governments. Apparentignithe academic debate is still
going on, more and more corporate belief adoptiB & gong to be good to the
corporation and in some situation corporation cautd CSR requirement into their
own benefit. Like many strategy that MNEs persda@SR is not merely a domestic
issue, as corporate expand globally the CSR aesvilso go globally, however,

literature on international CSR is less documestth@ud-Day, 2005).

Moreover, as commented by Clarkson (1995: 92)ttieak is a lack of
“comprehensive framework ... for the systematic @dlée, organisation, and
analysis of corporate data” in the study of CSRe(tin Arthaud-Day, 2005).
Therefore, this paper attempts to report somerpnediry observation of the
management of international CSR of MNEs throughstesnatic study of CSR at

corporate level.

The paper will be divided into two parts first agbroutline of the recent development
of CSR and in particular the development of ICSRe paper will outline two ICSR
or GCSR (global CSR) strategy applied by servicésl At the end of the paper

recommendation of the ICSR strategy will also pdewd.

What is CSR?

Despite the fact that CSR has been study for dwelast 30 years, the concept is still
remaining vague and undefined. In the study of G8R would be surprise on how
many terms have been used to share similar meamrte early days philanthropy

has an equivalent meaning as CSR in the Unite@Stathile ‘sustainability’,



‘corporate responsibility’ and ‘responsible busgieare becoming commonly utilised
by practitioners. Other terms such as “corporatgas performance” (e.g., Carroll
1979; Clarkson 1995; Simerly 1997; Swanson 1999%Vi991), "corporate social
activity" (e.g., Lerner and Fryxell 1994), or "corpte social responsiveness” (e.g.,
Gladwin and Walter 1976) are used in a more academy. The term “corporate
social performance” proposed by Wartick and Wo@bg) may well incorporate the
principles of social responsibility, process ofiabcesponsiveness, and outcomes
(products) of corporate behaviour (cited from AdtidDay, 2005). A similar
approach was advocated by Elkington (1997) callgld Bottom Line or People,
Planet, Profit. Meanwhile, Archie Carroll’s defion of CSR has been most widely
accepted in the business and management literatwkich Carroll suggests the
concept is a construct relation to four differergas of business-society relations
(Carroll, 1979, 1991). There areas are notablygnemic responsibility, legal

responsibility, ethical responsibility and philargpic responsibility.

The confuse of concept and definition of CSR isamottain in academic debate,
governmental institutions or some Non-Governme@tglanisations (NGOs) have
their own interpretation on what CSR meant to théfar example, the European

Commission (2001:8) has definite CSR as

A concept whereby companies integrate social angt@mmental concerns in
their business operations and in their interactieitis their stakeholders on a

voluntary basis



Meanwhile, the Foreign & Commonwealth Office of W&007) believes CSR “is
about making sure you [corporate] have the riglatienships in the community and
environment in which you [corporate] operate, whilerking in partnership with key

players for tangible mutual benefit.”

On the other hand, the definition given by WorlcssBess Council for Sustainable
Development (2000) is “the continuing commitmentdoginess to behave ethically
and contribute to economic development while imprgthe quality of life of the

workforce and their families as well as of the lamammunity and society at large”.

Likewise, World Bank also offer their interpretatiof corporate social responsibility

(2004:3)

The commitment of business to contribute to suatdemeconomic
development — working with employee, their familigge local community
and society at large to improve the quality of iifavays that are both good

for business and good for development.

In sum, the definitions of CSR suggest corporateikhaddress the interests of other
stakeholders not solely responsible to shareholdesest. Yet, the attempt to have a
“one solution fits all” definition for CSR shouleelabandoned while a more specific
definition matching the development, awarenessaamnkition levels of organisation

should be proposed, Marrewijk (2003) suggested.

Regarding to CSR and multinational enterprises (E\E firms found the definition

CSR has confused them in outlining what they predds do then the numerous



international codes, principles, standard or itiitess of corporate responsibility (CR)
complicate the issues even more seriously. Tablsllisted some of the most well-

known codes or initiatives to govern corporate lveha in society.

***%% |nsert Table 1 here *****

International CSR

Comparative (or individual) study of CSR in diffateountries is currently the
prevalent approach in the study of internationapotate social responsibility
(ICSR). For examples, in their book, Habisch, dowéegner and Schmidpeter
(2005) have offered a comprehensive study of inldi& country in Europe.
Academic journals publish special issue on CSR,dvew such interest does not
apply much to the business practitioners living\gian countries. An EIU survey
(2005) shows only 33 per cent of respondents i At the need to improve
community relations and to deflect pressure frogulaors, compares to a 40 per
cent of American and European respondents. Irhano¢port, by studying 50 global
companies in seven Asian countries, it is the natibusiness system of the Asian
country not the stage of development pre-deterntimesariation in CSR
development (Chapple and Moon, 2005). The finagsrgpmehow contrast to
Welford’s study (2005) which there is a link betweabe development of CSR and the

economic development of the country that intermaticCSR is going to implement.

In light of CSR development, the findings of conaiave studies suggests the notion
that Asian countries are less developed than Western counterparts does not

always hold (Welford, 2005). A similar observatiwas made in a study of



developing countries by Jeremy Baskin (2005) wiadtexr consulting and compare
the CSR report of 127 leading emerging market-con@san 21 emerging markets
across Asia, Africa, Latin America, and Central &astern Europe with 1700
leading companies from OECD (Organisation for EcoicaCo-operation and
Development), the findings show reporting corposateial responsibility is more

developed in developing countries than those higlome countries.

On the other hand, report shows MNEs which havegmees in Asia tend to adopt a
multi-domestic approach to manage their internatieorporate social responsibility.
The approach attempts to response local environma#drgr than consider the practice
at home (Chapple and Moon, 2005). Yet, study am RINEs organised their global

CSR is less known (Chaudhri, 2006 probably an ei@me)p

Vodafone story

This section was base on the corporate presentayi@r. Charlotte Grezo, Director
of Corporate Responsibility, Vodafone in 2007. Mthe title ‘How to make local
and global CR strategies work together?’ Dr. Grigab gave a Vodafone’s definition
of CSR

Corporate responsibility (CR) encompasses our totphct as a company in

three main areas — society, environment and economy

Vodafone group (‘The Group’, thereafter), beganrt@® journal from 2001 when
the Group CR teams created and this developed-tmuséve year CR strategy stared
from 2005. The implementation of the CR strate@g Wwase on the criteria or the

direction set approach below:

Clear governance and accountability



Good understanding of the business
Strategy is global —Implementation is local:

Global strategy is high level
Allow flexibility

Respond to local issues
Comply with local legislation
Aware of local culture

New operations need time

At the local level issues change in time and ggagyathis implies a local issue
would develop into a global issue such as eleatramiste disposal is now a global
issue, therefore, local issue would have to mond@nticipate its development. Dr.
Charlotte Grezo further explained that local CSdtrte are the extensions of the

global CSR team. Local CSR teams would engage in

» Early involvement in the definition of the globaftegegy, policies and
programmes

» Six monthly workshops to align programmes, revigagpess and share best
practices

* Induction at Group for new people

* Monthly newsletters & conference calls to sharerimfation

» Local visits to review performance, raise awarergsget local top

management buy in

At operation level, the chief executive of eachalogperating company will has the
overall responsibility for CR. In every operatiogmpany some employees will
engage in CR work who report directly with the GrdCR team and local business

functions. The Group guidelines are flexible erfotay local operating company to



response feedback on specific issues from lockébtdders within the framework of
Group policy. At senior management level, the @r@IR Director meets the
executive teams from operating companies on aaefalsis to discuss Group
priorities, review progress and make recommendstfviodafone, 2006). For
example, this year the CR Director has visited ast Asian country which a
partnership has newly formed. The visit attemptdiscuss with the partner if both
corporate share the same CSR value and takingthe & implementation on CSR
approach. Inthe CR report 2006, the practic@eir tGermany operation recorded

how CSR was managed at local operating companies

The CR department at Vodafone Germany was establish2004 as part of
the Corporate Communications Division, It repoitectly to the operating
company Chief Executive. A steering committee Wwhiluded the directors
of CR, Marketing, Sales, Technology and Legal Afansures that CR is
integrated throughout the company. At Vodafonentery the focus is on
environment, child protection and RF fields. Thisseies are managed by
appointed officers within their respective depammévodafone, 2006: 9)

Discussion and Conclusion

From this brief description of Vodafone’s developrnef international CSR, it

reveals that the Group attempts to form a genecoalgaure in international CSR with
a large consideration of local circumstances. Wi important in this process was
the regular visit of the country and communicatthwocal manager. Indeed, each
country a CR (corporate responsible) manager isiafgd to facilitate the CR
strategy. However, unlike other functional managee CR manager would not be
deployed at the initial or early stage of entrytfoe focus of the Group was market
expansion. The CR strategy would, in the viewhef Group, have less contribute to
the market entry strategy. No foreign investmesties were discussed in the CR
annual report. From this, it is clear the GrogatrCSR separate from main corporate
strategy, at least at the planning stage, andghusntrary to the study of Galbreath
(2006) who suggest there is a close link betweerctinporate strategy and CSR
strategy . Also, similar to Chaudhri (2006) stutiygugh corporate attempt to present



a global CSR strategy, evidence shows, in pradiigst, country environment

influence the decision on the extent of applyinginational CSR strategy.

At last, the experience from Vodafone showing darimational global CSR strategy
may only appear at conceptual level. In orderatwycout a successful CSR strategy a
match to host country environment should be takesiderably. However, this does
not prevent corporation to let its employees toagregoverseas CSR projects.
Perhaps in implement CSR strategy firms could aargo ‘think locally, act

globally’.



Table 1 Most Well-known Corporate Code

Quasi Governmental

Date

OECD Guidelines for Multinational
Enterprises

1976, revised June 2000
http://www.olis.oecd.org/olis/1999doc
nsf/LinkTo/daffe-ime-rd(99)3

International Labour Office Tripartite
Declaration of Principles Concerning
Multinational Enterprises and Social Poli

Geneva, 1977 revised March 2000
http://www.ilo.org/public/english/empl
Cyyment/multi/

United Nations Global Compact

Geneva 2000
http://www.unglobalcompact.org/

United Nations Center on Transnational
Corporation (UNCTC) Voluntary Code of
Conduct for Transnational Corporations

Company led initiatives

Global Sullivan Principles of Social USA, 1999
Responsibility http://www.thesullivanfoundation.org/g
sp/default.asp

Caux Round Table Principles for Busineg

S Minnedd&A 1994
http://www.cauxroundtable.org/

International Chamber of Commerce (IC(
UK Guide to Global Corporate Social

CYK
http://www.iccuk.net/socialresponsibil

Responsibility

y.asp

Compiled by author from varies sources

—
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