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Abstract 
Today there is an ongoing debate around the legitimacy of the sustainability concept: Creating 

Shared Value (CSV), as compared to the more traditional sustainability concept: Corporate Social 

Responsibility (CSR). The authors argue there is a research gap as of how companies work with 

sustainability depending on which concept that is applied. The authors therefore investigate if the 

two concept are driving factors for how companies work with sustainability. If these concepts are 

not the driving factors, the authors tries to identify other variables that can be of importance. In 

order to gain a broad understanding of companies’ driving factors, the authors also choose to 

investigate market intelligence and strategy connected to the area of sustainability. We shed light 

on the issue by providing empirical evidence gathered through a qualitative research conducted on 

the companies: Nestlé, Pfizer and Gekås. The authors conclude that the concepts may be of 

importance, but are not the driving factors for how companies work with sustainability. Instead we 

suggest that companies should embed a clear social purpose into their organization that can guide 

their business activities and sustainability efforts. 

 
 

Key words: Sustainability, Creating Shared Value, Corporate Social Responsibility, Strategy, 

Market intelligence. 
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1. Introduction 

In the following section we introduce a problem background which highlights the link between 

companies and societal needs.  Furthermore, we present a problem discussion which points out 

the conflict of sustainability concepts. This further leads us to our problem statement and our 

purpose, this is further divided into research questions that will help us answering our problem 

statement. This chapter finishes with a description of our further deposition of this paper. 

  

1.1 Problem background 

Earlier research points out the importance of companies as they create economic growth which also 

creates development in a society. The development is not only restricted to the economy, but 

economic growth also creates jobs and social development in a society as Kirkwood (2009) argues. 

During the past years, businesses have been criticized as doing bad for society for the sake of profit 

maximization, and with their narrow view on value creation, they dismiss the opportunity to create 

sustainable solutions that could benefit the society as well as firms’ (Porter & Kramer, 2011). It 

has become one of the main issues for companies nowadays, that a wide range of stakeholders 

expects companies to take responsibility for their needs (Dawkins and Lewis, 2003). Moore (2014) 

states that the private sector has been facing a lot of criticism due to their selfish act on creating 

value for themselves at the expense of environmental and other social factors. Historically, 

Crowther & Aras (2008), claims that firms have not always been expected to take part in social 

responsibility, which could be seen as given in today’s society. Crowther & Aras (2008) further 

argues that firms where instead to focus on maximizing their own profits while dismissing other 

noble activities. Furthermore, not only could firms’ focus on profit maximization but they could 

do it at the expense of the external environment, e.g. harming and exploiting stakeholder such as 

suppliers and the environment. These are things that occur even to this day, with many different 

examples such as the Volkswagen emission scandal and the Enron accounting scandal (Kottasova, 

2015, 14 October). 
 

Moore (2014) highlight the importance for businesses, as they are the “engine” of economic growth 

and further argues that it is vital for them to cooperate with external parties such as local 

communities, governments to prevent and stop essential global problems such as climate change, 

world hunger, unemployment and inequality. For the past decades, there has been a worldwide 

recognition by companies, as they have realized how important it is to be socially responsible and 

how it can impact a firm’s results, performance and its reputation (Lapina, Borkus and Starineca, 

2012). Corporate Social Responsibility (CSR) has therefore been adapted by many firms into its 

organization, to both incorporate it to the daily activities and give back to society, but also to use 

the concept to build the organization around it.  
 

1.2 Problem discussion 

Although the good intentions of the concept of CSR, Porter & Kramer (2011), who are two of the 

most prominent scholars within the area of strategy, argues that firms have been stuck in an old 

fashioned way of conducting business while trying to create benefit for society, as too much focus 

has been made on CSR which is, according to the Porter & Kramer (2011) more about charity and 

making a good reputation which only have a small connection to a firm. Porter & Kramer (2011) 
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have due to this problem tried to come up with a new way to “legitimize business again” as they 

argue that the public trust in businesses have been decreasing due to a business focus that prioritize 

profits instead of building relation to the society in a way that also can benefit the company. 
 

As many researchers view the social and economic values as separate entities, Porter and Kramer 

(2011) argues of a new concept, which could be summarized that businesses and the society can 

benefit together in a shared way in order to create value, they therefore named the concept 

“Creating Shared Value” (CSV). This concept was introduced in the article “Creating Shared 

Value, How to reinvent capitalism—and unleash a wave of innovation and growth” that gained 

major recognition by scholars, making the article highly cited in the Harvard Business Review 

(Crane, Palazzo, Spence & Matten, 2014). Many well-known companies such as Nestlé, Intel and 

Google have already adapted the concept of CSV and integrated it within the company activities. 

Font, Guix & Bonilla-Priego (2016) argues that firms have certain expectations by their external 

environment in which increases the importance of companies to operate in a responsible way, as 

they have to satisfy the needs of the stakeholders in order to create profits and improve relations. 

In this matter, Porter & Kramer (2011) argues that CSV is a more proactive way of working with 

sustainability, whereas the CSR concept is reactive and driven by others expectations. In order to 

be proactive a company has to, on own initiatives, search and try to identify societal issues to target.  
 

Porter & Kramer have throughout the years gained recognition by several scholars and companies, 

and just as much as they are confident about the relevancy of CSV, there are still those who 

questions whether the concept is new or share too many similarities with CSR (Lapina, Borkus & 

Starineca, 2012; Crane et al. 2014). Amongst the most eminent critique of CSV we find Crane et 

al. (2014) who claims that the concept is unoriginal as it shares too many similarities with CSR. 

The magnitude of the concept of CSR can’t be denied as it has gained major recognition by scholars 

for decades (Servaes & Tamayo 2013; Scherer & Palazzo 2012; McWilliams & Siegel 2000). 

Moreover, Servaes & Tamayo (2013) points out the relevance of CSR in today’s business society 

by explaining how widely the use of the concept is and how it is incorporated in many different 

firm’s activities. However, this is something that Porter & Kramer (2011) chooses to highlight, as 

they argue that CSR are just in the periphery of a firm's activities and not integrated as a core 

strategy that’s linked with the business model. 
 

In addition, Makadok & Barney (2011) argues that to be able to build a general strategy, a company 

needs to gather data of their surroundings and process this data into intelligence. Furthermore 

Pfitzer, Bockstette & Stamp (2013) argues that the first step for creating shared values lies in the 

research process. Companies need to identify and search for societal issues to target, but these 

issues needs to be connected to a company’s objectives as well. Also Teece (2010) argues that 

companies must understand their external environment in order to work with sustainability. Today 

many companies are overloaded with information and data, but lack in sufficient intelligence for 

their objectives (Solberg Søilen, 2005). Solberg Søilen (2005) further argues that companies need 

accurate and relevant information in order to make the right strategies.  
 

Moreover, Jenster & Solberg Søilen (2009) argues that market intelligence could connect the 

company to its surroundings and the world. Intelligence in that matter is being defined as 

information which has been analyzed and is suited to the decision makers within an organization. 

With its help, the management will be able to analyze markets, competitors and benchmark 

themselves towards others. By analyzing information, Jenster & Solberg Søilen (2009) points out 

that the company can generate better suited strategies and gain competitive advantages through 

the work of intelligence. In addition Jenster & Solberg Søilen (2009) state that an internal focus 

on product and processes will not be enough in order to gain success, a company also needs to 
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understand the market and the broader environment around the organization. Therefore it is clear 

that the research process is essential for building strategies, which also applies to the creation of 

sustainability strategies.  
 

The authors of this study argues there is a contradiction of the effects that comes with shared 

value creation as Porter & Kramer (2011) suggests, because of its alleged unoriginality (Lapina et 

al., 2012; Crane et al., 2014). Therefore it raises the question on how CSR companies work with 

sustainability as compared to CSV companies and what impact the concepts have on companies 

work within sustainability.  In which we see a research gap.  
 

In order to fill this research gap this study will explore, compare and analyze the two concepts: 

CSV and CSR, in order to see if any of these concepts are main driving factors for how companies 

work with sustainability. To determine whether any of the two concepts are main driving factors, 

we will investigate to what degree the concepts affect companies' work with sustainability. 

Allegedly, if a company works accordingly with CSV, the work of sustainability will be more 

integrated to the company's business objectives, and the search process for societal issues will be 

more proactive instead of reactive, as compared to working accordingly with the CSR concept 

(Porter & Kramer, 2011). Therefore in order to evaluate differences between the concepts and to 

determine if any of the concepts are main driving factors for how companies work with 

sustainability, we will investigate these underlying factors in terms of: how proactively companies 

work with sustainability, and how well the sustainability efforts are integrated to the business 

objectives of the company. To determine if a company is proactive or not, we will investigate 

companies’ intelligence process regarding sustainability. To determine how well the sustainability 

efforts are integrated we will evaluate companies work in sustainability and how it is connected to 

their strategies.  

 

It will also be important to explore differences and similarities among the two concepts, as current 

literature is divided on this matter. If there is a lack of differences between the two concepts as of 

how companies work with sustainability, one could question if the concepts have any effect on how 

companies work with sustainability or if the concepts are mere labels that are being used as a 

marketing tools for differentiation.  
 

1.3 Problem statement 

Are CSV and CSR the driving factors for how companies work with sustainability?  

1.4 Purpose 

The purpose of this study is to investigate if the concepts of CSV and CSR are main driving factors 

for how companies work with sustainability. The study will therefore study, explore and analyze 

the two concepts. The study aims to create a broader understanding for how strategies, such as CSV 

and CSR, affects the work with sustainability. The study will try to point out differences and 

similarities of the two concepts, as well as describe them in terms of proactiveness and integration. 

This study will also strive to identify other factors that are of importance for the work with 

sustainability.   
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1.5 Research questions 

In order to answer our problem statement, this study will also try to address the following 

questions: 

  

 

 Has CSV a more proactive intelligence process regarding societal issues than CSR? 

 Are companies' work with sustainability more integrated to strategies when working with 

CSV instead of CSR?  

 What are the differences between the concept of CSV and the concept of CSR?  

 What other factors are important for companies' work with sustainability? 
 

1.6 Further disposition 

 

In the first chapter of this study we describe the background to our problem which further leads us 

to our problem statement, purpose and research questions.  
 

In the second chapter we present relevant literature and theory which makes up the foundation of 

our study.  
 

In the methodology chapter we will present our scientific approach in order to perform our study.  
 

In the empirical chapter we will present the information that has been provided to us through 

qualitative interviews. 
 

Thereafter a chapter for analysis will apply relevant literature and theory in order to explain the 

empirical material we have gathered. 
 

Lastly the final chapter will present the conclusions of this study and also what implications this 

study can give. We will also suggest research areas for future studies.  
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2. Literature Review 

In our literature review we present relevant literature and theories which we further build our 

empirical findings and analysis upon. We start by presenting an overview on the subject of 

sustainability. Thereafter we present a section for goals & strategies which explains how 

strategies, goals and purpose can benefit organizations in their operations. Furthermore we 

present theories and relevant literature as of Creating Shared Values, and also critique of it, 

thereafter we review relevant literature regarding Corporate Social Responsibility. The chapter is 

ended with a section presenting relevant literature of intelligence and its importance for companies 

and a further connection to sustainability as of the measurement process.  

 

2.1 Sustainability overview 

According to Montiel (2008) the awareness around sustainability arose as the World Commission 

on Environment and Development in 1987 defined sustainable development in their report as 

companies that meet their present needs without compromising the ability of future generations to 

meet their own needs. This definition is quite similar to the one that the European Commission 

(EC) use as “meeting the needs of present generations without jeopardizing the ability of futures 

generations to meet their own needs” (European Commission, 2015). It is further argued by EC 

that in order to increase this development, too much focus can’t be on implementing policies, but 

instead a focus should be at the everyday choices that are being made by the society at large. Eweje 

(2009) points out that sustainability has emerged in the business community and government 

agencies and department due to the fact that there has been less governmental intervention partly 

on companies’ social and environmental impacts. The author described sustainability as an area 

that leads to societal evolution where the natural environment and cultural achievements are 

protected for generations in the future. Eweje (2009) further states that companies, especially those 

who operate in the global arena should therefore adapt to a sustainability strategy.   
 

In addition Montiel (2008) points out that sustainability has historically been divided into two 

different meanings, one that connects to the environment as “Ecological Sustainability” while the 

other focus on a tridimensional construct in which includes an economic, social and an 

environmental approach. The tridimensional construct is deeper analyzed by Steurer, Langer, 

Konrad & Martinuzzi (2005) as they connects them to a sustainable development by highlighting 

the potential issues that surrounds these dimensions.  
 

The economic dimension mainly involves the ability to stay competitive and sustainable for a long 

period of time. To add, Steurer et al. (2005) stresses strategic planning, or strategic management 

as an important factor, as they decide what company activities to take upon with example such as 

having fair wages for employees and paying fair prices to suppliers to mention a few. The authors’ 

further states that it is the company activities rather than the financial capabilities that determines 

how well the company perform in the long run. The social dimension involves the ability to create 

equity, or more specifically, an intergenerational equity, which focus on the ability to create equity 

both for present and future generations. Furthermore this can involve wage levels and income 

differences within a company, but also other social improvements that’s generally related to the 

quality of life, e.g. human rights for employees, social benefits for communities and suppliers 

(Steurer et al., 2005). Lastly the environmental dimension focus on a responsible use of natural 

resources (both renewable and nonrenewable) throughout the cycle of production, it can also focus 

on environmental destruction, e.g. different kinds of emissions, and how one can avoid operations 

that could entail such matters. (Steurer et al., 2005)  
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Moreover Teece (2010) connects aspects around a company’s business model in order to be 

sustainable by mentioning several factors that needs to be in order. Factors such as competent 

people, good governance and superior products are important according to the author, thus one 

thing stands above all, and needs to be in place in order for firms to be sustainable and that is to 

consider the competitive environment that the company operates in. Teece (2010) stresses the value 

chain, as a set of activities that needs to be considered and worked with, in order to create a 

sustainable business model. This focus allows companies to find (or not find) key bottleneck assets 

that could be controlled, owned or improved, which later on can lead to added value. In addition, 

Steurer et al. (2005) also points out that it is important for companies to find key assets, by paying 

close attention to societal patterns, as they can provide the organization with great opportunities to 

discover resources from external stakeholders.  
 

Moreover Steurer et al. (2005) concludes that if these external stakeholders understand and 

supports an organization’s work regarding sustainability, it can help to create win-win situations 

and connect the needs of stakeholders to the core activities of the organization. Eweje (2011) is 

one of many who highlight the importance of sustainability and add on by stating that companies, 

especially those that operates in the global arena, need to construct strategies that are sustainable, 

e.g., cleaner production, social impact and reducing the pollution. As companies has to comply 

with strict regulations, certain things needs to be in order such as: safety concerns of employees or 

to respond to shareholders and government regulations 

 

2.2 Goal and Strategies 

Jacobsen & Thorsvik (2008) defines a goal as “description of a desired future outcome” and further 

state that a goal can be classified in various ways. A goal may for example help a company in its 

strive towards the vision. By dividing the goals into more concrete ones, the vision might seem 

more reachable, also, more concrete goals may easier guide the company and its operations. In 

addition, goals can be divided into substantial or symbolic ones. Substantial goal shows what is 

actually going on within an organization, it can guide the employees and serve as a performance 

criterion. Symbolic goals on the other hand don not necessarily reflect what is going on in the 

organization, but rather demonstrate a image that they want their surroundings to have. 
 

Strategy on the other hand, is being described by Jacobsen & Thorsvik (2008) as a tool, to reach a 

desired goal. Mazzucato (2008) believes that strategy is about organizational change. An action is 

strategic when it allows a firm to become better than its competitors, and when this generates a 

competitive advantage that also can be sustained and not a result of randomized actions, therefore 

it is important to evaluate the characteristics of the actions and the decision behind them in order 

to evaluate the actions strategic dimension. In addition to this, Font et al. (2016) highlight the 

importance of the internal actions of companies as well as the strategic thinking in order to come 

up with sustainable and efficient strategies. The author further states that by having a clear social 

purpose and embed it within a firm’s culture it can help them have a permeated way of conducting 

its operations. 
 

Porter (2004) argues that developing a competitive strategy is developing a formula for how a 

company is going to compete, behave and what its goals should be, and also what is needed in 

order to carry out those goals. Porter (2004) argues that the actions of a company must radiate and 

reflect the goals of the company, different areas of the company must also connect to each other in 

order to be successful. Porter (2004) illustrates this with a “Wheel of Competitive Strategy” which 

is illustrated below. Porter (2004) further describes that like a wheel, the spokes, which are the 

policies and actions, must be derived from as well as reflect the strategies and goals a company 
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has. The spokes must also be connected to each other, as the areas of the organization must be 

connected to each other, otherwise the wheel will not roll sufficiently.  
 

 
 

Moreover, Jacobsen & Thorsvik (2008) gives two different perspectives on strategy: generic and 

resource based. Generic strategies means that companies position themselves in accordance to its 

environment, while a resource-based approach focus more on internal circumstances within the 

organization. Mazzucato (2006) also recognized the resource based and generic strategies, and she 

argues that strategies can be built in several ways, and acknowledge even more strategies than the 

two mentioned above, she recognized that previous scholars have had various approaches when it 

comes to strategies. Some companies act accordingly with the design school, as they build 

strategies and act accord to rationality and develop through a deliberate process. Other companies 

develop through an evolutionary process, as companies act through experimentation and by 

applying new methods and discovering errors along the way, a strategy is evolved, accordingly to 

the so called evolutionary and processual schools. Some scholars believe a strategy should 

acknowledge the external environment, such as the industry the company belongs within, culture, 

and geographical impacts, this school is the so called industrial organization approach. Also there 

are some who believes there is a static relationship between strategy and environment whereas 

firms respond to external conditions, this is the so called structure-conduct-performance approach. 

(Mazzucato, 2006) 
 

Goals and strategies may be important due to many different reasons according to Jacobsen & 

Thorsvik (2008), it can for example have a motivational effect on the employees who feels that 

they do not serve a purpose within the company. Also, it can be used as a tool to guide the 

employees both in their work but also behavioral aspects. Lastly, goals and strategies can be used 

as a tool to show the legitimacy of a firm towards their external environment as they get a receipt 

of how “proper” or “good” a firm is. 
 

 

Figure 1: The Wheel of Competitive Strategy (Porter, 2004. p.xxv) 
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According to Jacobsen & Thorsvik (2008), it is the goal as well as the strategy that should give 

indications of what employers should focus on within organizations. For example if a firm has an 

aim to be sustainable in its operations, then the employees will act according to that. By having 

clear goals and strategies it allows the people within an organization to be more controlled as they 

know what is expected of them. This also goes the other way around, if the goals and strategies are 

not clear, then it can lead to an environment where things are more blurry and they can act more 

liberal. Jacobsen & Thorsvik (2008) also states that, depending on how concrete the organization 

goals are, employees will be more comfortable as they make decisions because they know what’s 

best for the organization as they make their own choices. 
 

As Mazzucato (2006) argues, strategies can be viewed through several standing points. Today it is 

quite normal to acknowledge intra-organizational dynamics, with focus for example on information 

dissemination and how knowledge is created within the organization. As distinct to earlier scholars 

such as in the 80's, whereas Michael Porter presented a market approach with a focus upon 

competitive forces whereas the firm creates its strategy by taking a market position where it can 

defend itself from competitive forces or create advantages from its position towards the other 

competitive forces, where records are taken to: the power of buyers, threat of substitutions, or entry 

barriers. Accordingly to the structure-conduct-performance approach. 
 

Other scholars believe that the firm could be viewed as a pool of resources accordingly with the 

resources-based theory. The main focus is upon intra-organizational factors. Resources within a 

company can be both tangible and intangible, as the intangible resources are unique to each 

company, the each company can have multiple ways of combining their resources to gain 

advantages. The use of resources are often affected by previous usage of resources, therefore the 

future path depends on the previous path of the company. In the intra-organization approach 

competitive advantage is created not only by the resources itself, such as capital, labor and land, 

but also how the resources are combined. (Mazzucato, 2006) 
 

2.3 Creating Shared Value 

About a decade ago, Michael E. Porter & Mark Kramer (2011) investigated Corporate Social 

Responsibility (CSR) and chose to continue their research by claiming the need to interact CSR 

into the core strategy of a company (Crane, et al., 2014). Dawkins & Lewis (2003) also points out 

the importance for companies to engage stakeholders in their actions of responsibilities, as the most 

appreciated community involvements corporates engage in are those which successfully link the 

company’s business model with the social issues addressed. This linkage will better clarify the 

purpose of a company addressing the social needs.  
 

This interaction was being described by Porter & Kramer (2006) as a “Shared Value” which regards 

the need for companies to consider their social environment as they make choices in order to reach 

a mutual benefit. Five years later, Porter & Kramer published an article in 2011, were they 

developed the concept of Shared Value, into “Creating Shared Value” (CSV) where they had 

shifted a focus on non-profit organizations into a corporate focus (Crane, et al., 2014). 
 

Porter & Kramer (2011) states that companies need to connect their economic success with social 

progress. By doing so, the authors argues that this will lead to a more sustainable and effective way 

of working that will last in the long than. Porter & Kramer (2011) puts this into context as they 

compare with companies, who only addresses social issues reactively and external to their business 

model. Porter & Kramer (2011) believes that the biggest opportunities for shared value creation 

will be when it is closely related to a company’s business model and industry, and in such areas 
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where societal needs intertwined with the company’s business idea. Pfitzer, et al. (2013) states that 

it is important for a firm to have social purpose, e.g. Nestlé as a nutrition company and Toyota as 

providing low-emissions mobility. The social purpose help a firm to turn the work regarding 

Creating Shared Value into its regular activities both internally and externally and as the firm 

integrate this purpose within its core processes it will affect the company culture which in turn will 

have an impact on the employees as well as other stakeholders for the firm.  
 

In other parts of the world, as for less developed countries, Porter & Kramer (2011) suggests local 

cluster development as a method which could be successful and relevant in the developing of shared 

values. In this aspect, Porter & Kramer (2011) argues that there is a difference between traditional 

views of social responsibilities and CSV, as the concept of CSV implies that a company integrates 

its profitability, competitiveness and profit maximization to the means of making social progress 

for stakeholders, whereas CSR is due to a reactiveness and because of external pressure as well as 

separates from profit maximization.  
  
Table 1: Differences between CSR and CSV (Porter & Kramer, 2011. p.13) 

 
 

With hopes to “reshape capitalism and its relation to society” Porter & Kramer (2011) developed 

their idea of Shared Value by adding “Creating” which refers to the need for companies to leach 

onto their society using three different methods in order to create a shared value. Porter & Kramer 

(2011) explains these three methods as: reconceiving product and markets, redefining productivity 

in the value chain and lastly, build supportive industry cluster’s at the company’s locations. Porter 

& Kramer (2011) further highlights the use of these methods in order for companies to help connect 

the benefits of their stakeholders, eg., the environment, suppliers and local community, with their 

own economic value in a form of “win-win” situation. Below these three methods are further being 

examined: 
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2.3.1 Reconceiving products and markets 

This method builds upon the question: if a company’s products really is good for our customers? 

Or our customers customer? Porter & Kramer (2011) argues that companies need to consider the 

products or services they offer to their customers in order to satisfy both existing needs and unmet 

needs. These societal needs could give indicators of the opportunities that exist, and it can be things 

such as better housing or better nutrition. Furthermore this aligns with the concept of CSV, as firms 

offer products that are good for customers in the sense of making their lives better, while at the 

same time it can create an economic value for the company. The authors further highlight the 

importance of choosing right markets to release products in. Both developing markets and urban 

areas in developed markets are being mentioned by the authors as attracting areas, as these markets 

offers great demand because many firm chooses to overlook these markets due to their 

unprofitability. There are several examples of successful product launches in underprivileged 

markets, such as the Grameen bank who in 1976 provided micro credits to poor people in 

Bangladesh that were based on mutual trust, accountability and participation without any forms of 

collateral (Grameen Bank, 2016). This proved to be a very successful tool to fight poverty while at 

the same time the founder could make profits. Nestlé offers nutritious products and health solutions 

that are based upon science in order for their customers to live a better and healthier life (Nestlé, 

2016). Other examples made from bigger companies such as Intel who introduced an Education 

Transformation strategy with an incentive to improve education system and help improve the 

learnings of students by working together with the government and teachers (Porter, Hills, Pfitzer, 

Patscheke & Hawkins, 2011). 
  

2.3.2 Redefining productivity in the value chain 

According to Porter & Kramer (2011), a firm’s value chain is affected by many different societal 

issues in which can increase the internal costs within the firm. By addressing and improving these 

issues, such as creating better working conditions, improving water and energy use or increase the 

safety, a firm can both increase its productivity while at the same time lower the costs. Furthermore 

the authors explain that a general public agreement have been emerging regarding societal issues 

that can be beneficial in the long term for a firm if they manage to combine external social 

problems, with internal solutions. Within the value chain there are many different things that a firm 

can improve. Regarding the energy use, a firm can work by increasing recycling, improve 

technologies or choose eco-friendly products. A firm can also work together with its suppliers by 

offering them resources, training or other benefits that indeed can make their suppliers more 

productive and thus can increase the supply but also improve relations. Also, by helping the 

employees within a firm with their health and safety, i.e. by helping them stop smoking or pay for 

them to go to a fitness center, a firm can decrease the number absence of absence and thus be more 

productive. 
  

2.3.3 Enabling local cluster development 

Clusters are being described by Porter & Kramer (2011) as “geographic concentrations of firms, 

related businesses, suppliers, service providers, and logistical infrastructure in a particular field”. 

The authors highlight the importance of improving clusters as they can determine how productive 

and innovative a firm can be. In addition a firm’s surrounding can’t be overlooked as there are 

several things that may have an impact on the firm. Poverty may for example affect the demand 

for the products of the firm. But there are things that can be beneficial for a firm if they choose to 

address and help build strong local cluster, for example, quality education can assure competent 

workforce, and good transportation infrastructure can lower costs of logistics. 
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2.3.4 Critique of Creating Shared Value 

 CSV has been facing a lot of criticism from different scholars. Amongst the most highlighted 

critics we find Crane, et al. (2014) who claims that the concept of CSV is unoriginal and, share too 

many similarities to the concept CSR in the sense that it fails to fully explain the trade-offs between 

the social and economic value. This trade-off is also being criticized by Schumpeter (2011, 10 

March) who state that Porter and Kramer mitigate the difficulties of the concept and the 

dependencies that companies have with their external stakeholders. 
  
Crane et al. (2014) further argues that Porter and Kramer see things in a slightly less complicated 

way, as for example the assumption that companies work together with their stakeholder to reach 

win-win situations, Crane et al. (2014) instead argues that companies contributes to a systematic 

injustice as they get more involved in their relationship with their stakeholders and gain more 

control. In addition the authors chooses to criticize the fact that even though companies operate 

accordingly the concept of CSV such as “reconceiving new products and markets” that meets social 

needs, the products they offer might itself be bad for their customers, eg., guns, oil and tobacco. 

Furthermore the authors argue that even though firms’ highlight the fact that they recycle or adapt 

fair trade into their products, there might still exist a downside. It is being stated by the Guardian 

(2011) that the concepts of CSV lacks, or fail to address some major issues such as bribery, 

corruption and human rights.  
  
Critiques also questions Porter and Kramer’s statement that CSV will “fix capitalism”, Denning 

(2011, 20 December) argues that the concept is lacking and argues that in order to fix capitalism, 

a full effort is necessary which involves a firm’s extensive operations and not just parts of it. They 

further criticize that CSV is simply a “tweak in the value chain” that represent a change in focus. 

Companies should instead shift the management thinking so that the entire firm will have a 

permeated way of working. 
 

2.4 Corporate Social Responsibility (CSR) 

CSR is a concept in which has gained a lot of attention by scholars for decades, thus there has not 

been a clear definition of the concept, instead we can find a variety of definitions (Scherer & 

Palazzo, 2011; Garriga & Melé, 2004). Also Montiel (2008) argues that the boundaries between 

the many definitions are blurry, as they study a variety of issues. Sen & Bhattacharya (2001) define 

CSR as “the managerial obligation to take actions to protect and improve both the welfare of society 

as a whole and the interest of organization”. The European Commission describe it as “Companies 

taking responsibility for their impact on Society”, while Servaes & Tamayo (2013) describe it as 

“Commitment of a business to contribute to sustainable economic development, working with 

employees, their families, the local community and society at large to improve their quality of life”. 

Carroll (1999) describes the concept of CSR as a core concept in which enhance the importance of 

public concerns in relation to businesses. Carroll (1999) further argues that this concept has the 

ability to address what the public expect from the businesses as they both operate in the same 

environment. Sheehy (2015) describes a definition of CSR as both complex and complicated. It is 

complicated as CSR intertwines companies in the natures of ecology, society and economical 

systems, which is a wide range of areas. There is a complexity as there is ambiguity in issues 

companies supposedly should address. Sheehy (2015) further points out the complexity in what 

extent companies should address problems, should all problems be addressed? Should they be taken 

care of to their full extent, or what is the moderate approach for a company? Also what company 

should be responsible for addressing which harms?  
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The CSR-concept has been adopted by many companies all over the world who have realized the 

importance of addressing the external needs, e.g. social -and environmental needs (Sen & 

Bhattacharya, 2001; Glavas, 2016). Furthermore, due to the various definitions of CSR, Moczadlo 

(2015) points out that there are common traces with the various terms, one of these common traits 

is the triple bottom line approach, which simultaneously focus on economical, environmental and 

social concerns for companies. This also aligns with Grankvist (2009) theory who, divide CSR into 

three different areas that may be of focus: the economical responsibility, the environmental 

responsibility and the social responsibility, which also aligns with the three dimensional approach 

of sustainability (Steurer, et al., 2005). Grankvist (2009) further claims that in order to reach a long-

term success for the company, there is a need to balance all these three areas. For example too 

much focus on economic profit may portray a firm as greedy and will thus result in a decline for 

its product or services, while if a firm chooses to focus too much on social responsibility, they may 

lose its priority to actually sell their products or services. Moczadlo (2015) argues that there are 

various stakeholders who expect companies to include the work of sustainability in their strategies, 

and apart from the above mentioned factors, companies need to do further efforts that goes beyond 

what could be seen as obvious, such as compliance of 

the law as profit maximization.  
 

Sheehy (2015) further points out that in a fundamental 

article of CSR, by Carroll, CSR could be divided into 

four categories: economic responsibility to produce 

goods and make profit, legal responsibility as of 

compliance with the law, ethical responsibility to do 

good beyond legal compliance and voluntaristic 

responsibility to do philanthropic work in a various 

kind of areas. Carroll (1979) further points out two 

main problems as of social responsibility: first, that 

societal issues differs depending on industry, and 

second, issues differs across times. 

However, traditionally factors such as product quality, 

value for money and financial performance have been 

important for customers, but now there is a greater 

concern of other factors that are closely related to 

corporate social responsibilities (Dawkins and Lewis, 

2003). The authors further argues that it has become a 

more acknowledge concern also among business 

leaders, whereas more business leaders believe their 

industries are not paying enough attention to 

responsibilities beyond the mere economical 

responsibilities towards the company, and this trend is 

rising.  
 

In addition, Mackey, Mackey & Barney (2007) argues that firms sometimes should focus less on 

generating money in order to focus more on employees, suppliers and the society at large. Mackey 

et al. (2007) further states that not all investors may have a profit maximization focus, instead they 

may appreciate that the firm invest in socially responsible activities. The support of investors may 

serve as an important incentive for companies to focus more on doing good for the society. 

Figure 2: Social Responsibility Categories (Carroll, 
1979. p.499.) 
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Scherer & Palazzo (2011) on their hand argues that the economic view of CSR is based on three 

premises. First of there must be a clear separation between business and politics. Secondly the 

company must maximize their profits, and managers within the organization may first and foremost 

have a responsibility towards shareholders, and third, obligations towards societal needs may only 

be taken on by the company if they enhance the long term value of the firm. This strategy within 

the CSR concept has been called an enlightened value maximization. Profit maximization is also 

being mentioned by McWilliams & Siegel (2000) who argues that it is possible for firm to 

implement CSR practices in order to profit maximize while at the same time meet the needs of the 

stakeholders that demands CSR, which could be the community or consumers, but also 

shareholders. 
 

Dawkins & Lewis (2003) argues that companies in general must prioritize how they can take 

responsibility derived from their own situation and position in the market. The priorities and 

societal issues relevant to a company will differ for each specific company, sector and industry, as 

the stakeholders may differ. For example in Europe, companies have traditionally paid a lot of 

respect and effort in the treatment of employees as well as for human rights, but also for the 

environmental impact. Burke & Logsdon (1996) argues that some managers may not favor various 

CSR initiatives (including how they prioritize their responsibilities). The authors’ further states that 

these managers fail to understand the importance of this work and the strategic benefits that may 

come with these initiatives in which may lead to long-term success. 
 

Moreover Burke & Logsdon (1996) examines the connection between CSR initiatives and profits 

and argue that firms need to become more aware of all the different benefits that exist. Furthermore 

Burke & Logsdon (1996) acknowledge that due to better insight of the external environment, it can 

lead to better decision outcomes. Burke & Logsdon (1996) give several examples of strategic CSR 

initiatives that a firm can implement in order to gain competitive advantages. For example the 

author argues that firms need to identify key stakeholders in order to reach its goals, but also they 

mention a need for firms to prophesy changes in their external environment connected to their key 

stakeholders by implementing proactive CSR activities. According to Porter & Kramer (2006) 

competitive advantage can also be achieved by connecting CSR into a firm's core business choices, 

thus making CSR much more than charity or as a simple cost but instead something that can have 

a profound impact on a company and lead to becoming a competitive advantage. 
  
Not all believe that companies should care extra for external needs and as many classical 

economists argue there should be a total separation between public and private interests (Scherer 

& Palazzo, 2011). The authors further points out that many argue that companies should focus only 

value maximization for their shareholders, while the state should bear the responsibilities of other 

externalities such as social miseries, environmental protection and societal misconduct to mention 

a few. These assumptions are based on the premise of a state that is capable of taking care of the 

concerns of various stakeholders and therefore there is no need for companies to take any further 

responsibilities that goes beyond their legal requirements. Although Scherer and Palazzo (2011) 

argues that the modern society is much more complex and there is a higher variability of conditions 

in it. Therefore the public service will not be sufficient enough, and the legal system of the nation 

is further weakened due to globalization, whereas the nation state is limited in its ability to regulate 

business activities but is also limited in looking after the societal needs. 
 

McWilliams & Siegel (2000) further points out that more pressure are being put on companies to 

bear the government with its responsibilities and to do more work regarding the concept of CSR. 

The author further argues that many firms already have been positive to this responsibility while 
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there are firms who still believe these responsibilities may lead to increased cost and low profits 

and thus is not of focus. 
 

By adopting CSR into a firm, it could lead to a form of differentiation in the eyes of the customers 

according to McWilliams & Siegel (2000). This differentiation could be reflected into a firm’s 

products and services in which could imply that a socially concern is being considered. Customers 

who later on purchase products or services from the company might get a feeling of being charitable 

by supporting a specific cause that a firm choose to address. Lo and Sheu (2007) also state that by 

having ethical standards, a firm can differentiate itself in order to stand out from the competition 

as the customers appreciate the company’s work regarding sustainability efforts which can lead to 

higher demand and thus value creation. 

As a result of the CSR initiatives, a firm may for example label its food products, in which could 

imply that the food has been produced and brought up in a fair and eco-friendly way that falls under 

the concept of CSR. Also, not only tangible things, such as products has to be connected to CSR 

attributes, McWilliams  Siegel (2000) also stresses that it can involve intangible things such as the 

reputation of a firm and its quality as well as reliability.  

Stahl and Grigsby (1997) argue there are three main levels of ethical behavior companies can be 

remained within. There is a minimum legal compliance, whereas companies do not go beyond the 

compliance of law and do not put efforts in actions which are not in the motive of profit 

maximization. Companies can also remain in the level of enlightened self-interest, whereas 

companies focus on societal issues but are doing so due to means of communication and to gain 

reputation and competitive advantages. And there are companies who are proactive changers, 

companies which genuinely try to use company assets in order to target societal issues.  

Moczadlo (2015) believes that if companies neglect societal concerns there are risks for backlashes. 

Sheehy (2011) argues that CSR could be defined as a type of international private self-regulation. 

It is private self-regulation, as private actors have been the driving forces in the creation and 

adoption of commitments which goes beyond minimum legal compliance. As they are not 

compelled by law, companies have leeway in their considerations of actions towards societal 

issues, there is also room for interpretation as to what extent companies have an impact on the 

society and environment, because of this they can also be held responsible by stakeholders for the 

results of their actions. If companies are found to be insufficient in their expected voluntarily work 

regarding the environment, there will be a risk of lessened reputation, negative coverage in media 

as well as customer boycotts that will have a negative impact on sales and the economical 

performances. 

Moczadlo (2015) further points out that there are gains which can be won, if instead of being found 

insufficient, companies surpass expectations. If companies focus on CSR they can gain a good 

reputation in media, a clear strategy which brings further purpose to the organization can also 

motivate and encourage employees. Gains will not necessarily be contained to the current 

employees, as companies also can also benefit in their recruitment of new staff as a CSR strategy 

can be a good motivational to join the organization. Moczadlo (2015) further points out that new 

investors can be attracted to an organization who is exemplary in sustainability efforts, CSR can 

also increase efficiency and cost savings to the organization from the environmental bottom line 

aspect, and an implemented CSR strategy could also increase economic profit with new 

sustainability aware customers and increased sales of products produced in a sustainable manner. 

CSR can e.g. create competitive advantages for companies (Moczadlo, 2015; Sheehy, 2015).  
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Figure 3: Own illustration of CSR-Theory 

In order for firms to simultaneously improve and audit their work in regards to CSR, Graafland, 

Ven van de & Stoffele (2003) describes several “instruments” that can be used. One instrument 

that could be used is annual sustainability reports, in which could give statistics on things such as 

carbon footprint, but also give information about gender diversity, reports about bribery and other 

social investments. Other instruments the authors highlight is a code of conduct, as this can help a 

firm with its communication regarding ethical standards as well as describing a firm’s 

responsibility toward its various stakeholders. Furthermore the author argues that firms with a code 

of conduct have a positive impact on employees in terms of encouragement and ethical behavior 

contrary to firms without a code of conduct. In addition, Graafland et al. (2003) gives additional 

examples of internal instruments that could be relevant for the employees within a firm such as 

social handbooks that explains accepting behavior and working conditions, but also ethical 

committees that is responsible for ethical problems that may occur internally. 

According to Graafland et al. (2003) a certain strategy, which connects to the above mentioned 

instruments may depend on the size of a firm. In addition, it is further concluded by the authors 

that larger firms make use of formal instruments such as code of conduct and social annual reports 

to develop their work regarding the ethical work. 

 

2.4.1 Critique of Corporate Social Responsibility 

According to Porter & Kramer (2011) CSV differs from CSR in various ways. Porter & Kramer 

(2011) claims that the latter concept is more doing good in order to improve its reputation, thus this 

cannot have a long term impact on the firm because reputation only have a limited connection. 
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Furthermore the authors argues that firms that follow CSR are driven by external pressure, meaning 

that if global warming and environmental impacts suddenly emerges as a relevant topic, a firm will 

invest resources into reducing its environmental impact only to improve the reputation. In addition, 

all extra costs that are not connected to the topic may be seen as unnecessary and a waste of the 

shareholder’s money.  
 

CSR is also accused of focusing on too many different issues in which makes it difficult to focus 

on how the respective issue can create value for the firm. In contrary CSV, only addresses issues 

that can create value for the firm. Fair Trade is for example something that is being criticized by 

Porter & Kramer (2011) and does not create enough value for the producers, e.g., farmers. Fair 

Trade is being described at their website as a partnership between producers and traders to help 

unfavorable producers by creating fair trading conditions and empower them to fight poverty 

(Fairtrade, 2016) 
 

2.5 Market intelligence  

There is an established assertion that companies need to gather information about the market they 

are competing in. As stated earlier by Porter & Kramer (2011), who argues that CSV is a more 

proactive way of working with sustainability, than the CSR concept. In order to be proactive a 

company has to, on own initiative, search and try to identify societal issues to target. In addition to 

this, Pfitzer et al. (2013) points out that in order to work with sustainability efficiently, companies 

need to devote time, research and resources, in order to efficiently work with. Also, companies 

need to devote time, research, and resources, in order to build a deeper understanding of the societal 

problems that exists. 

 

Furthermore Makadok and Barney (2001) further points out that in order to build a strategy a 

company needs information about their competitor’s qualities as well as information about their 

capacities and resources are important in the building of the company's own strategy. To be able to 

build a strategy and to gain competitive advantages is therefore heavily linked to the collection of 

information and data about one’s market environment. This information is gathered, filtered, 

analyzed and further processed to intelligence which lay the foundation for strategic decisions.  
 

Within the field of competitive intelligence, there is a large amount of different kinds of intelligence 

studies which focus on different kinds of information analysis, and marketing intelligence is one 

division within this area. Jenster & Solberg Søilen (2009) argues that market intelligence is of great 

importance for an organization as it connects the company to its surroundings and the world, and 

it also makes it possible for the management to analyze and make decisions about markets, 

competitors, and strategies. Within competitive intelligence there is a focus on the company’s own 

capacities, abilities and position in the market, but it is through market intelligence the company 

gets its connection with competitors and its surroundings through market intelligence which unites 

the different parts of intelligence. (Jenster & Solberg, 2009) 
  
According to Jenster & Solberg Søilen (2009) an organization needs to understand the broader 

environment in which it conducts its business, in order to be successful. Mere focus on products 

and internal processes alone isn’t enough. Solberg Søilen (2005) also points out as it comes to 

intelligence that there is a difference between data, information and intelligence whereas 

intelligence is the purest form, which is actionable information that can give a company 

competitive advantages. 
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There is also a division of intelligence which is suited for different parts and time orientations 

within an organization (Jenster & Solberg, 2009). The authors mention strategic intelligence, which 

is best suited for the executive in the company whereas decisions are made on a long time 

perspective. Also, there is tactical intelligence, which is in a shorter time perspective. And there is 

operational intelligence, which is meant to give an advantage in the executions of actions, towards 

suppliers, customers and buyers.  
  
According to Solberg Søilen (2005) there is a common problem within organizations that even 

though there is too much information available, there is a lack of intelligence. The company should 

have the right information analysis in order to make good decisions, but it is also important to not 

waste valuable time on arguing information, therefore the analysis which is meant to aid in the 

decision making, should be provided as intelligence. Also Maltz and Kohli (1996) argue that 

organizations fail to use information about the markets that are available to them. They also points 

out that the market intelligence is becoming more available, also to competitors. Therefore Maltz 

and Kohli (1996) argue that the question will not lie in availability to intelligence but rather in the 

ability to use the market intelligence properly.  
 

According to Maltz and Kohli (1996) there are several factors that affect the usage of market 

intelligence. Several of those factors have to do with the dissemination process of market 

intelligence, between sender and receiver. Managers can receive market intelligence in many forms 

and from many sources. One way to categorize them is either in formal- and informal means. The 

authors classify intelligence dissemination as formal or informal due to two specific criteria: 

verifiability and spontaneity.  

 

 

They argue that verifiability comes down to what grade the information given as intelligence, can 

be validated or not. By for example a third party, or if the dissemination of intelligence has been 

done through written paper or email. Therefore a conversation between receiver and sender at a 

certain hall or coffee machine would qualify as low in verifiability. (Maltz and Kohli, 1996) 
 

Figure 4: Factors affecting the dissemination process, perceived intelligence quality, and market intelligence use. 
(Maltz & Kohli, 1996. p.49.) 
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As it comes to spontaneity, Maltz and Kohli (1996) classifies the grade of spontaneity to what 

grade the dissemination process was planned or not. If intelligence would be unplanned, e.g., if 

receiver and sender would bump into each other in the hall, it would be a high grade of spontaneity. 

If the intelligence were transmitted during monthly follow ups or board meetings, this would 

qualify as low in the grade of spontaneity. 
 

Intelligence that is both high in the grade of spontaneity and low in the grade of verifiability would 

qualify as an informal dissemination of intelligence. Whereas intelligence is transmitted both with 

a low grade of spontaneity and high in the grade of verifiability that would qualify as a formal 

dissemination of intelligence.  
 

Note that the grade of formality has an impact on the perception of intelligence quality. Maltz and 

Kohli (1996) argues that the quality of intelligence is highly subjective, and should be judged based 

on the suitability of intelligence for the receiver, and how one can use the intelligence to gain a 

competitive advantage. The quality of intelligence should be validated to what grade it is accurate, 

relevant, and clear and suited to the situation for the organization. As the receiver is the one who 

is proposed to use the intelligence, these items are subjective to the receiver's perception of them, 

and therefore something that differs between organizations.  
 

As it comes to formal - and informal dissemination of intelligence, there are advantages with both 

the processes. Formal dissemination will more likely increase the motivation and the ability of the 

sender to transmit high quality intelligence. (Maltz and Kohli, 1996) 
 

Maltz and Kohli (1996) further points out that as there is a higher grade of verifiability in formal 

dissemination of information, receivers tend to feel more safe using the intelligence received. As 

the intelligence can be verified, and if negative outcomes would come because of the used 

intelligence, the receiver would refer to the intelligence at hand and make his case of making the 

best decision he could with the information at hand. Also if the intelligence would be ignored and 

negative outcomes would come from that, there would be no excuses to why the opportunity wasn’t 

taken, as the options and the information were there. Maltz and Kohli (1996) thereby concludes 

that the formality could raise the probabilities of the intelligence being used, as there is a certain 

degree of safety as it comes to its verifiability.  
 

The biases that could occur during formal dissemination could be avoided with a mixture of 

informal dissemination.  Maltz and Kohli (1996) points out that receivers tend to be more open and 

relaxed during informal dissemination of intelligence, which also gives a higher opportunity for 

follow up questions and discussions about the intelligence. The senders on their hand tend to be 

more willing to give classified and sensitive information. Therefore informal dissemination could 

increase the understanding for the receiver, and therefore raise the likeliness of them using the 

intelligence.  
 

Maltz and Kohli (1996) have also found a correlation between trust and perceived intelligence 

quality. The more trust there is between the sender and the receiver the higher is the likeliness that 

they will transmit intelligence between each other more frequently.  
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Given all the above mentioned variables in the dissemination of 

intelligence, Maltz and Kohli (1996) argues that the optimal way of 

transmitting intelligence, is a mixture of formal and informal 

dissemination. This results in a nonlinear correlation between 

dissemination formality and perceived intelligence quality, like an 

inverted u-shape shown in the figure.  
 

Makadok and Barney (2001) also raises the question of “how” 

intelligence is gathered which is important to take into account as 

intelligence is both expensive in terms of money and time. The 

authors points out that a company can only gain the right resources 

needed, in order to gain competitive advantages by progressively 

create better assessments about the future values of the resources. 

By gathering intelligence in the right way, a company can get an 

estimation of their own potential which later on can lead to building 

a strategy. Makadok and Barney (2001) argue that it all comes down 

to the question how a company should collect data in order to make 

the best analyze possible of their environment.  
 

Makadok and Barney (2001) further argue that the question of 

gathering intelligence is complicated. It is also a competition of 

intelligence. In order to gain competitive advantages a company 

needs to have better intelligence than their competitors, and as knowledge is asymmetrically 

distributed and companies have different qualities, it is important for a company to find the right 

information. The gathering of intelligence must therefore be characterized by prioritizing and 

efficiency.  
 

Competitive advantages is therefore not limited to a question of the right resources and capacities 

of a company, instead companies have to ask how to get the right tools in order to get competitive 

advantages, as in the end the question comes down to not “what” but “how”. (Makadok and Barney, 

2001) 
 

2.5.1 Intelligence process of CSV 

To be able to measure company progress in the adaptation of CSV, a measuring process is being 

suggested by Porter, Hills, Pfitzer, Patscheke & Hawkins (2011). As can be seen in the Figure 1 

below, the process involves four steps which aims to determine if there has been an improvement 

in the results which help determine whether the sue of the existing strategy is relevant or not, also 

it helps identify what type of social issues might be most relevant and bring benefit both to the 

company but also to society. The author describes the four stages as: 1. Identifying the social issues 

to target, 2. Make the business case, 3. Track process and 4. Measure results and use insights to 

unlock new value and this will continue in a never ending spiral in order to make incremental, or 

vital changes. The steps in the process is further being explained below by Porter et al., (2011). 

Pfitzer, et al. (2013) explains the difficulties for company leaders and strategists to recognize social 

problems that might have connections to their company and further argues that this may be due to 

the lacking of experience but also as not company leader not have been guided by social missions 

thus leading them to the inability to search after relevant social problems. The measuring process 

may therefore be an important tool to guide the company leaders as they make important strategic 

choices to help unlock new values for their firm. 

Figure 5: The dissemination process 
and perceived intelligence quality. 

(Maltz & Kohli, 1996. p.56) 
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Figure 6: The Shared Value Measurement Process (Porter, Hills, Pfitzer, Patscheke & Hawkins, 2011. p. 4) 

  
Identify the social issues to target 

The first step aims to identify a certain social need in which could serve as an economic benefit for 

a firm as well. Extensive research needs to be done in order to find creative and mutual solutions, 

this research also includes finding unmet needs that is not yet being targeted. 
  
Make the business case 

In the following step firms’ develop sustainable strategies, based upon the information they 

received in the first step. In addition firms’ implement a deeper analysis in how the social needs 

may have an impact on the business and vice versa. The analysis involves identifying the related 

costs and finally help firms’ decide if the strategy should be executed or not. 
  
Track Process 

After making the business case, a track process is needed in order to evaluate the financial 

performance as well as exploring the performance and its eventual improvements. The financial 

performance involves the revenues obtained and the costs spent. 
  
Measure results and use insights to unlock new value 

The final step help determine if the conducted strategies has been successful or not by evaluating 

the outputs/results (revenue) prior to the inputs (corporate resources). Furthermore, this step also 

help firms’ decide if the strategies can continue bringing value creation for the firm. 
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3. Methodology 

A good research method may be needed as it gives a good direction on how to carry out the 

research (Greener, 2008). This direction assist in the sense of helping to have a clear structure, 

but also in the collection and analysis of data. In addition, Jacobssen (2011) describe the research 

method as a tool to give an explanation of the empirical evidence.  

3.1 Reasoning 

In our research the authors have used a mixture of the deductive reasoning and the inductive 

reasoning. This has been proven to be necessary as the investigated areas have contained a certain 

amount of complexity. Jacobsen (2011) describes the deductive method as a way to form a reality 

based on the previous knowledge that exists. However, this way of approaching a research study 

may have certain flaws, as one may only search for information that are relevant for one’s particular 

research, and actively support information that are initially collected. In contrary, Inductive 

reasoning is being explained as a method in which approach the research without any kinds of 

expectations. This means that no pre-existing knowledge guides or gives directions on what areas 

to focus on, but rather have an approach with an open mind while collecting data. Furthermore as 

the data has been collected, one can perform an analysis in order to come up with a theoretical 

framework.  
 

The authors in this study argue that there is a research gap in which we try to address with the 

chosen research purpose. As the existing knowledge is not sufficient enough to describe the dispute 

over the investigated concepts, the authors of this study cannot solely rely on a deductive reasoning 

but instead has to have an open mind as the authors do not want to reproduce the already existing 

knowledge. Moreover as the research is exploratory, the information gathered could be too massive 

to interpret if relying solely on inductive reasoning. Therefore the authors believe that a mixture of 

inductive and deductive reasoning is the best reasoning method for this study. 
 

3.2 Approach 

Due to the nature of our research in which we use respondents to gain a deeper understanding of 

our purpose, a qualitative research has been done. Greener (2008) argues that a qualitative research 

may be preferred over a quantitative because both human and organizational behavior are dynamic 

and by only focusing on numerical measurements to determine their behavior, one may miss out 

on other important aspects. Thus, by performing a different type of perception studies (qualitative 

study) that focus more on opinions and feelings, it can provide with a more broad understanding 

of a phenomenon. Also Jacobssen (2011) argues that a qualitative approach takes focus on details 

and unique attributes which is better suited for our chosen research purpose. The qualitative 

approach is also more suited when trying to describe underlying factors in a phenomenon, but also 

when there is an explorative study.  
 

As mentioned before, a qualitative study has been used and due to this type of study, Jacobssen 

(2011) suggest an explorative purpose should be chosen. Also, in contrary to a quantitative study, 

Bryman & Bell (2013) explains that a qualitative study is more about words than numbers. As we 

have found a research gap of how CSR and CSV strategies affect companies work in sustainability, 

the authors believe a qualitative study would be better suited this research.  
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3.3 Implementation 

As our purpose is to understand if the concept of CSV and CSR are driving factors for how 

companies work with sustainability, prior knowledge is very important in order to carry out an 

empirical research. 
 

In order to construct the research questions and create our theoretical framework, previous research 

has been reviewed and analyzed, using databases. The databases provided the authors with a range 

of highly cited scientific articles that provided with relevant information in order to approach the 

research purpose of the study. In addition to scientific articles, other relevant articles and secondary 

sources including books have been used. 
 

As mentioned earlier, a qualitative study has been made and for the purpose of the research, an 

exploratory focus have been adapted. According to Jacobsen (2011), an exploratory research focus 

on something that we do not know much about, and if focus is on less variables it can provide a 

deeper understanding of a phenomenon or a problem. In regards to this, three respondents have 

been used from the well-known companies: Nestlé, Pfizer and Gekås. The choice of companies 

were determined due to their extensive work of sustainability, hence Gekås does not work with 

sustainability to the same extent as the other companies. Gekås has been chosen, due to its ability 

to provide with interesting viewpoints, as it is a small company with less resources. Due to their 

size, the company will serve as an interesting complement to the research because they are scarcer 

in resources. Moreover as we want to do a comparison between the concept of CSR and CSV, the 

authors have chosen to examine a firm who explicitly focus on CSV (Nestlé) and two firms who 

explicitly focus on CSR (Pfizer and Gekås). By performing careful research on all three companies, 

relevant people with the right knowledge and job title has been identified, which is believed to 

provide the authors with the best information. Furthermore the empirical data has been transcribed 

and analyzed together with our chosen theory in order for the authors to come up with a good 

conclusion.  
 

3.4 Literature selection 

Before this study was conducted, the authors had previous knowledge of the CSV concept and 

further used it as a starting point for the research. Our first collected article were Porter and 

Kramer’s article about CSV from 2011. Furthermore the authors have reviewed all the available 

literature using databases, by searching on keywords such as: “Shared values”, “creating shared 

value”, and “shared value creation”. After reviewing the articles the authors gained a deeper 

understanding of the existing literature. We thereafter identified the lack of research that had been 

done regarding how companies actually work with CSV and sustainability, therefore additional 

research has been done on other subject such as intelligence and strategies, using keywords such 

as: Market intelligence, intelligence, strategy, organization strategy, sustainability strategies and 

sustainable strategies. These additional research areas, is believed by the authors to be of 

importance in order to better understand how companies work with sustainability. Furthermore we 

have used several databases such as: Thomson Reuters, Scopus and Google Scholar, in order to 

find relevant information, but also relevant coursework such as: (in Swedish) CSR i praktiken, hur 

moderna organisationer fungerar and företags-ekonomiska forskningsmetoder. As the authors do 

not want to analyze the CSV concept in a vacuum, but rather compare it to previous work in 

sustainability, the authors have choose to review the existing literature of the CSR concept. Main 

keywords being used here were: CSR and corporate responsibilities and corporate social 

responsibility. 
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3.5 Choice of respondents 

In this study the authors have narrowed down the respondents to a couple of companies. According 

to Jacobsen (2011) it is not possible in a qualitative approach to investigate too many objects, as 

the information could become overwhelming. Instead one should have to narrow down the 

correspondents through a selection of units. In this study the goal is to investigate unique features 

and get specific information to our research, therefore a selection of three respondents has been 

suitable for the qualitative approach. 

 

The first step in the research was to map out all companies that worked accordingly with the CSV 

concept. This has been done by looking at examples mentioned in previous research, but also by 

investigating the members of the “Shared Value Initiative”, an organization for companies that 

work accordingly the CSV concept. In addition, various search engines has been used such as 

Google and Yahoo. Jacobsen (2011) points out that there are several criteria that could be used in 

the selection of respondents, one of them is the information-criteria. When choosing respondents, 

accordingly this criteria, the respondents have been chosen based upon the ability to provide with 

sufficient and relevant information. Given the information-criteria, the authors have chosen Nestlé 

and Marie-Louise Elmgren. Nestlé proudly communicates their work with CSV. Nestlé has rich 

amounts of data of their work regarding sustainability. In addition, the company has also done 

several case studies of their work in CSV adapted on several different countries. Furthermore the 

pharmaceutical company Pfizer and the respondent Bengt Mattson has been chosen. Pfizer is a 

well-known CSR-company and the largest company in the world in their industry. Also, Bengt 

Mattson is the CSR manager of the business operations in Sweden, but also he works as a 

spokesman for the pharmaceutical industry and is currently the chairman of CSR Sweden. Thirdly 

we chose Gekås. Which also was chosen due to the information criteria. As the authors already 

have stated, Gekås is a smaller company that works with CSR. Our chosen respondent Pernilla De 

Filippo is the only CSR manager at the company, making her a perfect fit for the research. 

3.6 Empirical data gathering 

An interview could be formed as both open and less open in its structure and in this study we have 

chosen to do a semi-structured interview. Jacobsen (2011) state that of one, on beforehand structure 

an interview, it will go against the qualitative approach. However, if there is no structure there is a 

risk that the collected data will be too complex and overwhelming in order to be analyzed. Also as 

Jacobsen (2011) points out, it could be argued that all interviews have some kind of structure either 

consciously or unconsciously, because we all carry some form of prejudices when trying to explore 

a phenomenon. Jacobsen (2011) also argues that an interview should not be restricted as it then 

would be more suitable to gather data from questionnaires rather than from an interview. In our 

semi-structured interview, we have used an interview guide with themes and a structured sequence 

of questions, as support.  

 

The interview guide involved different areas in which guided the authors in the interviews. The 

aim here was to perform the interview in a less structured way and to get the most relevant 

information from the respondents. The three chosen areas was intended to work as a frame to the 

interview discussions, however the author gave the respondent much freedom in answering the 

questions in order to identify interesting thoughts and viewpoints. Due to unavailability of the 

respondents, as well other time-and distance related issues, the interviews were being performed 

using three different methods, all in which could fit with our three respondents. One interview was 

performed in person, another over email and the last over the phone. In order for the authors to get 

the most relevant information from all three respondents (especially the email correspondence), 

additional questions were being asked, in which complemented our existing questions. 
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Given that we used an interview guide, Greener (2008) highlight some of the difficulties by using 

this kind of research instrument. Question can for example be too long, unclear, or misunderstood, 

all in which makes the respondent confused which can lead to biases. Thus, for the personal 

interview and telephone interviews the authors could instantly clarify eventual misunderstandings 

and misinterpretation. The chosen questions for the interview guide were based on relevant theory 

from our literature review which has been connected to our research purpose, problem statement 

and the underlying research questions of this study.  
 

Furthermore the authors used a mix of exploratory questions and causal research questions, all in 

which could provide us with a result that both could give an in-depth understanding, but also give 

implication and confirmation on some basic assumptions. In order to partly understand the 

similarities and identify driving factors, similar questions have been used for all three of the 

respondents, all in which can help the authors approach the research purpose. 
 

The three chosen areas of the interview guide were: sustainability, intelligence, and strategies. 

Jacobsen (2011) suggests an interview should be started with general questions which gives the 

respondent opportunity to elaborate on his or her answers. We started by asking the respondents 

about a short company description and to present their roles in the company. Thereafter we posed 

questions around sustainability with the intentions to determine the companies' work within 

sustainability, areas of importance, and their standing as of what their responsibilities were 

regarding societal issues. We also wanted to know how closely their sustainability efforts were 

connected to their business or if they acted more philanthropically. This in order to see differences 

and similarities among their sustainability activities, and how well these were related to strategies 

which is an area we cover further below in this section.  
 

As for intelligence we wanted to map out the companies sources of intelligence and how they 

prioritized them but also their search process for societal issues in order get an understanding how 

extensive their intelligence process was as a factor for how proactively they worked and searched 

for societal issues. We also wanted to know if any form of intelligence system were applied or how 

they choose to process their information in the organization. Lastly we wanted to gain an 

understanding as of what variables of importance for companies to act upon, e.g. formal or informal 

information, frequently - or not frequently received information etc.  
 

For the last area, we wanted to understand important factors behind strategic choices connected to 

sustainability and what trade-offs that were being considered. We also wanted to gain a further 

understanding of other driving forces behind their strategies, e.g., long-short term perspective, 

external-internal pressure. This in order to get an understanding of the companies' strategies 

connected to the work of sustainability and how well these were integrated. 
 

In our interview guide, two closed questions were provided as gradual scales in which the 

respondents could rank on a 10-point scale and a Likert scale. The respondents were asked about 

the importance of different areas within sustainability, not with intentions to evaluate how well the 

companies work with the areas, but instead how important each area is to their company. The items 

are suggested areas with strong linkages to company productivity derived from our theory (Porter 

& Kramer, 2011). The respondents were also given the opportunity to expand their answers with 

qualitative data. Furthermore, the respondents were asked how frequently they search for societal 

issues to target using a Likert scale. The closed questions have been used in order to gain more 

specific information of the different areas. 
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3.7 How to analyze  

In order to ensure that all relevant theory have been applied, we have categorized the analysis in a 

chronological order of the literature review. This, we believe will increase the possibilities for the 

analysis to properly answer the study's purpose and research questions. Also Jacobsen (2011) 

argues that a categorization in the analysis makes it easier to handle the gathered findings. With 

the risk of having too much information, a categorization can help the authors to structure 

information in a better way. Our analysis is subject-centered and focus more on the subjects rather 

than each individual in their own contexts. Although, as this study tries to make comparisons 

between the research objects, an individual focus is relevant as there may be divergences and 

similarities between different individual objects. Thereby we present the analysis, categorized in 

three major themes derived from our literature review. The empirical findings is presented with 

relevant theory that has been applied. 

 

The analysis of empirical data have been gathered through several steps. Firstly we have 

transcribed the interviews and discussed our empirical material in order to perform a good analysis. 

Thereafter we have categorized the data in order to have a clear structure through. We have further 

coded the most important material for each respondent and compared it to the relevant theory, in 

the sense of identifying similarities and differences. This has made up the foundation for our 

analysis chapter which aim to answer our research purpose.  

3.8 Validity & Reliability  

In order to have a good qualitative research, Bryman & Bell (2013) suggest several criteria that 

could help us ensure this. For example the authors examine reliability and validity and even though 

the authors argues that a consensus exists to describe a qualitative research, we still found them 

relevant in this research. The reliability and validity is being defined by Bryman & Bell (2013) as 

various forms to measure the quality and rigidity due to certain conventions and principles. The 

authors further examines different angles of these criteria, such as internal- and external as well as 

the reliability of this study. 
 

3.8.1 Internal validity 

The internal validity refers to if the study is testing what is originally intended (Bryman & Bell, 

2013; Jacobsen, 2011). In order for us to strengthen the internal validity we have carefully 

evaluated our questions for the interview in order to avoid uncertainties. In addition to this, several 

controls have been made by student colleagues in order to get valuable feedback and remarks 

regarding the structure, content and formulations of the interview questions. Also the respondents 

provided from each company have been the individuals who allegedly been the most cunning in 

the area and therefore the individuals in each company who have been able to provide us with the 

most information possible. In the interviews we have provided the respondents with definitions of 

certain words that may have been unclear. Although it is hard to predict the outcome as it is difficult 

to say that a respondent will know anything, we have provided the respondents with circumstances 

to the best of our ability to help them. In addition, we advised the respondents to get back to us 

regarding further questions if there are any uncertainties. As the questions have been derived 

through an operationalization process, from theory to our interview guide, we have ensured that 

the questions have been well suited to further provide us with answers to our research questions. 

Therefore we argue the internal validity of this study is high. 
 



 

26 

3.8.2 External validity 

The external validity refers to if the findings of a study is possible to generalize (Jacobsen, 2011). 

Although qualitative studies do not have the intention of providing results that can be generalized, 

as there often is fewer research objects in a qualitative study which makes it hard to draw any 

conclusions about a whole population. As earlier stated, the intentions of this study is to explore 

and describe a phenomenon rather than conclude statistical significances. As our research objects 

are selected by the information criteria, and also as the sample is small, it makes it hard to argue 

for a high external validity. Although as patterns among the respondents has been concluded, a 

certain degree of external validity is possible. 
 

3.8.3 Reliability 

The reliability refers to the trustability of the study. In order to support the reliability of this study 

we have done extensive research regarding the relevant concept that have been used in our research, 

e.g. CSR, CSV, intelligence, sustainability, and as we gained more insight, our ability to ask good 

and relevant questions in our interviews increased. Also to strengthen the reliability in this study 

we have used several sources who confirms theory and thereby the foundation of our research. 

Internal reliability is being described by Bryman & Bell (2013) as the ability of all the 

observers/respondent to interpret the research in a unified way. 

In order for us to ensure this we have carefully evaluated our questions for the interview in order 

to avoid uncertainties. In addition to this, several controls have been made by student colleagues 

in order to get valuable feedback and remarks regarding the structure, content and formulations of 

the interview questions. Also, we have provided the respondents with definitions of certain words 

that may be unclear.  

Although it is hard to predict the outcome as it is difficult to say that a respondent will know 

anything, we have provided the respondents with circumstances to the best of our ability to help 

them. In addition, we advised the respondents to get back to us regarding further questions if there 

are any uncertainties. We have also recorded the interviews to ensure we have interpreted 

everything correctly, which strengthens the trustability according to Jacobsen (2011). Although the 

respondents have been interviewed by different methods, our interview guide, which has been 

derived from the literature and theory, have ensured us that the same subjects have been covered 

in the interviews. Therefore, we argue that the reliability and trustability of this study is high.  
 

3.9 Risks  

For this research the authors have identified different factors in which could have an impact on the 

research result. The authors have tried to identify them in order to show a better understanding of 

the disadvantages that may exists, but also how we have resonated. To start with, only three 

respondents have been used for the research which of course could lead to insufficient empirical 

evidence to approach the research purpose, also it becomes difficult to conclude and draw a 

generalization of how things really are. Also, only one respondent from each company has been 

provided to us, which may risk only considering a single perspective. This may create risks, 

especially considering the internal validity, if it were to be that the respondent has an inaccurate 

perspective that is not representative for the company as whole.  
 

As for our three interviews, they have been performed using three different methods: a personal 

interview, an email interview and a phone interview. The availability for the respondents have been 
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a problem, but also distance-related problems, which have left the authors with few alternatives to 

perform the interviews. The three method may have disadvantages that make our empirical 

evidence differ from each other, especially in terms of interpretation and having the ability to pose 

additional questions but also to clarify existing questions. For the personal interviews, the authors 

had to intervene in order to help the respondent understand certain topics and questions, as for the 

email correspondence, the authors had to pose extra questions as the respondent showed a lack of 

understanding or completely missed to answer certain questions. For the telephone interview, the 

authors faced the risk of being too impersonal, and as we could not see the respondent we missed 

out on important body language that could help us interpret the respondent’s answer in a better 

way.  

 

Furthermore, this research have been performed using only a corporate perspective and this may 

of course lead to biases and a narrow way of approaching things, in terms of interpretation. The 

authors are well aware that by involving several perspectives, e.g., suppliers, customers, the 

outcomes may look a bit different. 
 

Another risk lies in our comparisons of the companies. As our investigated companies do not 

operate in the same industry, there could be significant differences in how they work with 

sustainability. Though we choose to investigate companies’ work with sustainability in general 

terms, and not to compare specific activities to each other, we argue this risk is negligible.  
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4. Empirical Evidence 

In this chapter we present the result from each of our three respondents, divided into our three 

main areas: sustainability, intelligence and strategy. In addition, a short company description will 

be explained for each of our three respondents, which will give our reader a clearer view of what 

they do, what organization they represent and things that might be significant for these 

organizations. 

4.1 Nestlé 

4.1.1 Company description 

Nestlé is one of the largest food and beverage companies in the world, operating in 194 countries. 

The company employs around 339 000 people and have its headquarter in Vevey, Switzerland. The 

company focus on three important principles, Nutrition, Health and Wellness in which permeates 

the entire organization and its products. Nestlé have a wide range of food and beverage products 

such as breakfast cereals, baby food, chocolate and frozen products, coffee, tea and water. With an 

ambition to not just be the leader, but the industry reference for Nutrition, Health and Wellness the 

company has throughout the years been committed to this ambitions by helping millions of people 

around the world by employment, supplier network and other contribution in economies around 

the world. The  business base upon a fundamental principle that in order to create a long term for 

the shareholders as they follow legal requirements as well as making sure that the products are 

sustainable, the firm also has to involve and create value for the society. This is being described by 

Nestlé as Creating Shared Value and in accordance to CSV the company has analyzed its value 

chain and identified three areas that has the greatest potential to create value for the firm which is 

Nutrition, Rural Development and Water. (Nestlé, 2016) 
 

4.1.2 Respondent 1 - Marie-Louise Elmgren 

Elmgren has been working at Nestlé for almost 30 years. After a successful career within the firm, 

starting as an assistant, she is ought to retire this year. Elmgren is working as a Public 

Affairs/Corporate Communication Manager with an extensive knowledge due to her long career, 

making her a perfect respondent for our research. As Elmgren were very busy due to her retirement, 

our questions was mainly answered through e-mail. 
 

Sustainability 

As Elmgren (personal communication, April 14) explains, sustainability is very important for the 

organization and it is through sustainability that Nestlé operates its business, meaning that they 

want to ensure that products are being delivered for the consumers both now and in the future. To 

do so, Elmgren states that it is partly a necessity for Nestlé to help its suppliers, e.g. farmers, 

through education and by sharing resources in order for the farmers to produce and deliver quality 

raw materials which will yield them a higher income. But not only do they help the farmers in their 

work environment, but also in their personal life, i.e. helping the farmer’s children go to school or 

help them find alternative income possibilities. Another example is being mentioned by the 

respondent in which explains how Nestlé try to save and reduce the water usage of Nestlé’s 500 

factories and their farms all over the world. Furthermore, Elmgren highlight the importance of 

addressing and working, towards societal issues in order to reach a mutual benefit or, as our 

respondent puts it, “a Win-Win solution”, meaning that if there is a profit for the farmer, there will 

also be a profit for the company.  
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Our respondent further connects a mutual benefit, or win-win solution, to the concept of Creating 

Shared Value (CSV) and further explain that the concept is connected to Nestlé’s business model 

and business strategies. This means that everything the organization does will be aligned and lead 

to mutual benefits both for themselves but also their stakeholders. By having a constant focus on 

renovating and improving products. 
 

Elmgren stresses that Nestlé have been working closely with farmers for decades, but it was first 

in 2004 that they decided to incorporate CSV in the company’s way of doing business. By having 

a clear focus on compliance of laws and policies, as well as on sustainability, Nestlé hope to secure 

the environment for future generations through its main focus areas: Water, nutrition and rural 

development. As for compliance, Elmgren points out that Nestlé also has a code of conduct which 

covers areas such as: discrimination & harassment, bribery & corruption, insider trading, and 

conflicts of interest.  
 

An important stakeholder for Nestlé is of course their customers. Elmgren argues that many people 

are affected by Nestlé’s products on a daily basis. Nestlé wants to help people buying their products 

by informing them so they can make consciousness choices for a better nutritional intake. Nestlé 

wants to offer good tasting and healthy choices across a wide range of products, in which help 

enrich peoples’ lives. This can be done by reevaluating their products so they are both healthy and 

tasty as for example, but also by better informing customers with nutritional information on their 

product labels. The products can also be further improved through innovation and renovation. 
 

Elmgren believes there is a great importance of good nutrition which will help to strengthen 

people's health and work against diseases. This insight will prolong for Nestlé as they want to 

continue to work in an integrated way and find new solutions that can have a positive impact 

towards peoples’ lives.  
 

Elmgren also points out that Nestlé is diminishing substances such as salt, sugar and fats, as 

recommended from public health authorities, which will contribute towards a better health for 

people. Another initiative that is mentioned by Elmgren, is the Nestlé Skin Health, which are 

science based skin products that can help people in their everyday life to enhance the quality of 

life, as the skin is “safeguarding our health”. 
 

Moreover, our respondent stresses the importance of several factor that’s vital for the organization 

as they conduct their business. The employees, is one factor that’s being mentioned by Elmgren 

and in order for Nestlé to perform well, they need to take care of their employees, in the sense of 

having good labor conditions, follow human rights principles, offer job opportunities and lastly 

offer safety in the work environment. Elmgren emphasize that one accident in the workplace would 

be one too many, thus the company does everything they can to prevent this. Our respondent draws 

an example by proudly mentioning Zoéga, one of Nestlé’s affiliates who have not had an accident 

for the past four years. 
 

Intelligence 

The intelligence process is being described by our respondent as a complex phenomenon that 

involves several different inputs. For example when Nestlé enter rural areas in order to find 

suppliers or as they build a new factory, ideas on societal issues to focus on may come up 

simultaneously. In addition, the respondent also explains that meetings and discussions with 

various stakeholders, e.g. trade unions, consumers and NGOs, might assist in terms of identifying 

important issues to target. These issues could involve things such as climate change, but also food 

waste to mention a few. Not only does the social issues have to be relevant to the business, and as 
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the company implement its operations things may appear along the way that needs to be addressed 

in order for the overall strategy to be good. The respondent clearly state that the company are well 

aware of the problems that already exists connected to certain business choices, but once again 

problems may occur serendipitously. 
 

Our respondent direct us to an external source to further help explain Nestlé’s intelligence process, 

i.e. gathering information, process it, and use it as a base to release products or implement 

strategies. Anna Roulin, Nestlé’s head of sustainability for research and development, explains in 

her blog that it is the nature/design of the product or services that determines the impact it will have 

on the environment, and further stresses the importance of having a good design that will help 

reduce the environmental impact. The design can cover a wide range from the production of 

agriculture, to the sourcing of ingredient and manufacturing, in sum it will give a holistic approach 

through the value chain’s different stages. 
  

In order to construct a usable and effective design, Roulin (2013) state that Nestlé use a relatively 

new web-based tool called Ecodex, in which they hope will help them find quicker and more 

economical solutions. The Ecodex is used on a regular basis and provides several benefits, 

including identifying benefits that can improve sustainability, and help to build brand loyalty 

with the responsible products. As Roulin (2013) state, this tool was being created by experts 

within the company together with an external company. This tool give value as it uses 

information that is complex into a much simpler format, thus helping the employees make better 

decisions. 
 

Strategy 

Elmgren explains that there Creating Shared Value approach focus upon doing business in the long 

term, Nestlé believes that society and their economic activities could be intertwined and mutually 

reinforcing for each other. Nestlé’s strategic goals is to be leaders in nutrition, health and wellness. 

Nestlé see it as their role to help consumers reach and maintain optimal nutrition, hydration and 

health throughout their life, this is a sort of shared value, as Nestlé makes business but also 

addresses the society with a social purpose. Today there is a double burden of over- and 

undernutrition. On one hand, nearly 2 billion adults are overweight and there is a large amount of 

people who are obese. On the other hand there is a lack of access to the right nutrition and in 

developing countries many suffer from underweight.  
 

The respondent argues that global companies such as Nestlé have a specific role to play and in 

order to have a valuable contribution, the company need to address some of the problems in the 

world in which aligns with Nestlé’s strengths, e.g., nutrition, security of food and health. As Nestlé 

makes their business choices, several factors may be of importance according to the respondent. 

Elmgren points out both internal as well as external factors that are taking into account when 

making decisions. As of internal factors Nestle evaluates relevant products in their business, raw 

materials needed, employees conditions and Nestlé’s impact on environmental issues such as 

pollution, water usage, soil, climate etc. As of external factors Elmgren gives the example of 

competition, political issues, trade issues and supply issues.   
 

The respondent further explains that Nestlé aims for a long-term success as they implement their 

strategies. However, the author stress that short-term plans may be necessary to reach a long-term 

success. For example, when Nestlé implement a cocoa plantation project, there might be an urgent 

need to help the farmers with the water usage, however when this is under control, the company 

can focus on the long-term water usage.  
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Moreover as Nestlé implement strategies there is a need to review the competition in order to 

deliver superior products. As there are many factors that may have an influence on consumers’ 

preferences the respondent explains that Nestlé can’t foresee them all. Elmgren further points out 

that they evaluate their impact in regards of sustainability in all their business but simultaneously 

as they conduct their business.  
 

Elmgren stress once again that Nestlé has been working in the same way for decades but first in 

2004 they implemented the concept of CSV into their way of working which put a clearer name on 

what they were doing by defining their work accordingly with the concept of CSV. Nestlé’s 

strategy of CSV involves a shared value creation in all their activities, it is not solely focusing upon 

single parts in their business but rather it includes all parts in the value chain connected to Nestlé’s 

business. The shared value creation is embedded in all activities Nestlé conducts every day, every 

year and Elmgren points out that Nestlé hopes to continue to be successful but also sustainable. As 

it comes to the external pressure, the respondent argues that the company has internal guidelines 

that will ensure that the operations are consistent and efficiently operated but the company also 

value and encourage the feedback from the external stakeholders. 
 

4.2 Pfizer 

4.2.1 Company description  

Pfizer is the world’s largest pharmaceutical company with over a 100 000 employees and operating 

in over 150 countries has invested in a global consumer insight program called 60/40+. The 

program implies that the company product should have 60 % advantage in terms of nutrition against 

its most prominent competition. Lastly the respondent clearly state that the company’s operation 

and strategy implementation is not driven by external pressure, but rather internal. In Sweden Pfizer 

has around 120 medical products which goes into Swedish medical care, Mattson describes that 

Pfizer has a quite large footprint in Sweden as the company acquisitioned Pharmacia in 2003. Pfizer 

has around 450 employees in Sweden with half of them working at the factory in Strängnäs and 

the other half in their marketing departments. The people in the marketing department partly work 

with contact with authorities accordingly their “drug safety” policy, which means that Pfizer 

continuously review possible side effects to patients through therapy sessions as well through 

medical counseling.  
 

4.2.2 Respondent 2 - Bengt Mattson 

Our respondent, Bengt Mattson, is working within corporate affairs, corporate communications, as 

well as CSR. Mattson easily describes his role as a sustainability manager for Pfizer’s operations 

in Sweden. Half of Mattson’s time, he describes as works for the pharmaceutical community as a 

spokesman in sustainability questions, but also as a chairman for CSR Sweden.  
  
Sustainability 

Sustainability is very important for Pfizer accordingly to Mattson (personal communication, 28 

May 2016), as Mattson describes it as an “obvious thing to work with”. Except for Pfizer's main 

business activities such as, medical research, developing new drugs and distribute them, Mattson 

also believes it is important to reflect on what impact the company may have on its environment, 

including the society that surrounds them. Mattson describes this as a hygiene factor that needs to 

be considered in the business. Connected to Pfizer’s work, our respondent believes that they have 

to look into a long term perspective as well as in a sustainable perspective, regarding how the 
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business can survive in the future. This partly regard planning the objectives of the company and 

how they can prevail in the long run. The focus is both on a financial sustainability, a social 

sustainability as well as an environmental sustainability, these factors makes up the conditions to 

do business for Pfizer according to our respondent.  
 

Whether one should call it sustainability, CSR, or CSV Mattson argues that it is not essential in the 

sense of not putting too much effort on what to call it. Although Mattson admits that it could be 

helpful for the people that are not familiar with the area, if they had a definition. When Mattson 

tries to explain his work, including the work around sustainability, he draws the parallel to a 

responsible business making, which he believes is a good and relevant term. If Mattson is ought to 

use a term for the responsible business making, he prefer to use the United Nations Global 

Compact’s definition: “According to Global compact there are 5 defining features for corporate 

sustainability: Principled business, strengthening society, leadership commitment, reporting 

progress, & local action” (United Nations Global Compact, 2015). 
 

When it comes to profit-maximization, Mattson describes Pfizer as a commercial actor that has 

obligation accordingly with the Companies Act to make profit. Thus, it could be argued how you 

make profit according to Mattson, as he gives examples of different perspectives on how to create 

value for the shareholders. Furthermore the respondents state that one either could have a short- or 

a long term perspective. The respondent never denies that a company should make profits, as if 

they would not, a company might not exist in the future and might therefore miss out the 

opportunity to make contribution to the society through a sustainability perspective. Mattson 

further argues that profit-maximization shouldn’t be equivalent to profit-maximization in the short 

term. Furthermore, the respondent don not believe there has to be a conflict between the work in 

sustainability and generating profit to shareholders, but he admits that there is a discussion of how 

you evaluate the work in sustainability. The respondent further explains that one can gain high 

financial results in the short run by cutting costs, or mix with the level of the dividends for the 

shareholders, wages to employers and how much of the profits should be reinvested in the company 

etc. But what's important is the prosperity in the long term perspective, therefore sustainability in 

this view is important. Mattson further explains that there is not a consensus regarding this, and it 

may look different in different companies. The respondent believes that these perspectives are 

depended on cultural factors and as for the American culture, in which Pfizer's business is based 

upon, these perspectives play along quite well.  
 

Our respondent further point out that Pfizer’s business model is based on their pharmaceutical 

drugs, but their core purpose is mainly to cure diseases, prevent illness and work towards increased 

health. If one look at the purpose of their business in this perspective, Mattson believes that no 

“rocket science” is needed to connect an environmental sustainability to the negative effects of 

health when it comes to toxic wastes, or chemical substances that are polluted in the environment. 

Furthermore, Mattson believes that Pfizer has an important role to play in this and can as they can 

have a positive impact, this is also aligned with the purpose of Pfizer which was being described 

earlier. As for social sustainability, Pfizer’s biggest contribution is to prevent people’s illness by 

giving vaccines or curing diseases of ill people. In addition, Pfizer also tries to help people with 

social- and economical problems. This work may look very different depending on which part of 

the world that’s looked upon. In Africa the work in sustainability is down to the basics i.e. building 

up societal functions connected to health and creating a medical infrastructure so people can get 

access to medicines. Building an infrastructure can involve things such as educating doctors, 

building hospitals and so on. Mattson believes helping people getting an education and make a 

living in order to be a part of the society, are important factors which also can have a positive 

influence on their health. 
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As of other areas of sustainability that is discussed, Mattson point out the environmental impact as 

something very important in their work, as for example minimizing their carbon footprint as much 

as possible. Water is another area that is essential for Pfizer’s business to focus upon, as clean water 

have enormous impact on people’s health and if there isn’t access to clean water, people won’t be 

able to take their medicines properly as the substances in the drugs often spread and dissolve 

through the processing of water in the body, so without water the drugs won’t be efficient. Water 

is also a very important component in the production for Pfizer, therefore efficiency with water is 

also essential. Mattson also points out that there are other areas that are important to be efficient 

within, as of energy, but if compared to other industries, energy is not specifically important to 

work with as a pharmaceutical company.  
 

Further Mattson argues that it is very important to work with their own employees, with their health 

and safety. This has for a long time been a high priority. As people’s health is Pfizer’s social 

purpose, a lot of effort and resources is also invested connected to the workplace of Pfizer, as they 

try to prevent all kinds of danger connected to it. In a pharmaceutical company there are risks such 

as: exposure to chemical substances, high compressions and explosions in facilities. Given the 

preventive measures, Pfizer also focus on ergonomic improvements that can be done and tries to 

prevent employee illness which is both physical but could also be stress- and psychosocial related.  
 

Besides their own facilities, Mattson describes the role of suppliers. According to our respondent, 

Pfizer is completely dependent on their suppliers, for example there are suppliers that is solely 

producers of certain substances which are essential and needed in Pfizer’s own production. Mattson 

argues that suppliers themselves have to thrive in their own business, both financially but also in 

the regards of sustainability.  
 

Mattson points out that there is a dependency on suppliers upholding a certain level of sustainability 

as if they would not, it could cause a disastrous scenario if for example a scandal would emerge or 

authorities would shut down a facility, because that would also affect Pfizer and their production. 

This could mean that Pfizer’s whole production of certain medicines would be put on hold, and 

this would also affect their customers who won’t be able to get their medicines.  
 

Mattson admits and believe that the suppliers’ vitality is important and much more focus can be 

put upon the supply chain as gains could be won, especially in the parts of the chain that is not 

owned by Pfizer, but Pfizer first need to look on their own organization. Mattson believes it is 

natural to first look into the own organization and prioritize it but that does not mean suppliers are 

non-important.  
 

Furthermore Mattson describes that Pfizer tries to focus on local development through different 

initiatives, one of these projects for example is called “Corporate Citizenship” which has a purpose 

to strengthening local communities and develop societies. Mattson further explains that the 

philanthropic work is a natural thing for Pfizer to do and further points out that, as a big and strong 

company, one has to help others. The philanthropic work is mostly done by Pfizer foundation in 

the United States where they approximately give 3 billion dollars to charity organizations. Mattson 

further points out how there is a difference in the Swedish view of philanthropic commitments, as 

there is prejudices of companies having hidden agendas and that many find it hard to believe that 

companies simply give out free money with no intentions to get something in return.  
 

Mattson believes that this comes down to the differences in culture which may have an impact on 

the view of philanthropic work. According to Mattson, if one does not believe in the philanthropic 

effort you could instead see it as investments in the future, in which one helps create possibilities 



 

34 

and business opportunities in relevant and potential market such as in Africa. This can be seen as 

extra important as many big market such as America and Europe are fairly saturated. This way of 

putting it is often much easier for people to grasp in Sweden, as Mattson pointed out, the 

philanthropic traditions is merely existing today. 
  
Intelligence 

Mattson states that Pfizer identifies environmental and societal issues through a wide range of 

channels. There is a large amount of people working within marketing intelligence at Pfizer that 

works daily works with gathering information from different stakeholders. They also have a lot of 

employees who work with questions in legislations, both in new markets but also previously 

existing markets. Their efforts in market intelligence, Mattson explains as directed to a wide range 

of stakeholders. The respondent give examples of various stakeholders that provides the company 

with valuable information such as: employees, relevant authorities, e.g. medical products agency, 

the national board of health and welfare, health- and wellness authorities of different kinds, 

pharmacies and different NGOs which could be the Swedish church and Swedish society for nature 

conservation, to name some examples. Mattson concludes that there are a wide set of channels to 

use as well as many different stakeholders.  

 

In addition, the respondent mention that Pfizer also subscribes to different sources to help them 

make better decisions such as newsletters and secondary intelligence from other organization as 

well as sustainability reports. This is a much formalized process, but Mattson points out that 

informal channels of intelligence are just as important. Valuable information may be collected 

through single employees or customers whom can provide with very important information which 

is further used when making decisions. Mattson stresses that there might be a risk of using 

formalized processes because it can lead to diluted decisions and in these cases the discussions and 

information that’s disseminated on beforehand can sometimes be more useful to act upon. 
 

As for how to process data and information internally is very difficult, and Mattson points out that 

if they knew the right answer they would have used it, but the intelligence process is very complex 

because there is very much information to consider. Also, there is a mixture of formal and informal 

information and sometimes the information is well documented and sometimes not. Pfizer tries to 

process the information as much as possible mostly through meetings. By sitting down and 

discussing information one can hopefully bring clarity to the matter. Mattson summarizes Pfizer’s 

intelligence process as a mixture between different reporting systems, business intelligence systems 

combined with formalized meetings.  
 

Our respondent stress that if Pfizer wouldn’t frequently search for societal issues to address, Pfizer 

wouldn’t be able to fulfill the objectives they have as a business, as each societal problem could 

bring forth answers to new solutions. Therefore it is, according to our respondent, important to 

always gather information and identify problems and also try to come up with solutions, because 

it is through these processes that new business strategies are born.  
 

As to the question of what societal issues Pfizer addresses, Mattson believes that in the past Pfizer 

and other companies addressed too many issues, with a more broad focus on, rather than focusing 

on problems that are more specific to their business. For Pfizer’s case, issues that’s not relevant to 

people’s health would therefore not be prioritized according to our respondent. In this matter 

Mattson believes that Pfizer has improved remarkably, as they now addresses societal issues 

derived from Pfizer’s business objectives and main purpose. Mattson further argues that modern 

work within sustainability shouldn’t target problems with a “shotgun approach”, instead companies 

have to be precise and accurate in their efforts. Companies should realize where their competencies 
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lies and where they have the sufficient skills to address relevant issues. Mattson believes that there 

are better suited organizations and companies who can address societal issues that is not connected 

to people’s health and in those cases it must be up to them to develop sustainability strategies. As 

for Pfizer, they should continue to focus on sustainability issues that are connected to its 

organization and core purpose. 
  
Strategies 

Mattson believes it is hard to point out anything specific that differentiate Pfizer from others, in 

terms of making decisions. There is a lot of a “follow the leader” mentality within the industry, but 

Mattson is honest and points out that the environment between Pfizer and its competitors are not 

that competitive as one would might think. There is a lot of collaboration and trading of 

information/competencies between the employees and organizations and between different 

companies. Furthermore the respondent believes that companies should differentiate to a higher 

degree in order to push the market further.  
 

As for how Pfizer prioritizes within the organization, Mattson describes that different markets and 

different parts of the company have different priorities. One of the global prioritizations done in 

the aspect of philanthropic work is done so in New York through Pfizer Foundation, which is 

influenced by an American context together with its core values and principles. In contrary, Pfizer 

does not have a foundation in Sweden due to the cultural differences in the philanthropic approach 

as mentioned earlier. 
 

Moreover the respondent explains how Pfizer tries to measure and evaluate their work in 

sustainability. Commonly Key Performance Indicators (KPI), that measure several different areas 

such as: the amounts of used energy, water consumption, toxic wastes, how much carbon dioxide 

that is polluted etc. KPI also takes accord for social factors such as sexual orientation, gender 

equality etc. Mattson argues that the quantitative information can be essential as it can provide 

important information and insight for the stakeholders, including investors. In addition, Mattson 

also believes that Pfizer’s work in sustainability can be quantified through other non-orthodox 

parameters, e.g. when the company is positively being mentioned in papers and by other common 

people, or when students want to collaborate with them. These examples serve as a good 

complement and may also give the company important indicators if the company is heading in the 

right direction or not. Mattson also points the cons with quantitative measures by stressing that it 

can only measure what is measurable, and due to this reason one should not solely rely on these 

measures but instead complement it with qualitative measures and data. This can be done through 

meetings and discussions with employees or customers to hear what they think and believe about 

Pfizer.  
 

Mattson argues that one of the biggest challenges in the work of sustainability is making other 

people understand the meaning, and importance of the work that is done. This can be about lack of 

interest from supervisors within companies, but also, as the respondent points out, it can be a lack 

of conviction for the ones who advocate the work around sustainability. Mattson uses an example 

of his junior colleagues by stating that sometimes they may lack a sufficiency to connect societal 

and environmental issues to the business. Mattson also points out that for the past 20 years that he 

has been working with sustainability, companies and sustainability managers have become better 

in connecting the societal issues to the business model which help create a much clearer 

understanding for the role of sustainability connected to companies. In a company there is always 

a lot of interests that come in play, but as resources are limited, prioritizations needs to be done 

according to the respondent. Mattson concludes that this is a major challenge for those who work 

with sustainability, as they have to be able to clearly point out the connection that the work around 
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this area can have a connection and work to the benefit to the company. Furthermore if there’s not 

a connection, Mattson explains that this will solely be about charity work which is not the main 

role for companies. 
 

As for the external and internal pressure, both is being explained as important for the organization. 

To add on, Mattson points out that external pressure may be difficult to ignore, e.g. a major 

shareholder or media points out a negative revelation about the company, and if they do not 

acknowledge this it may have a negative impact on the company and it will not hold up in the long 

run. 
 

As the chairman of CSR Sweden, Mattson also was asked upon the theoretical discussion between 

CSR and CSV. 
 

Mattson believes that one should not focus too much on whether to call it CSV or CSR or 

sustainability, as it is the work itself that is important. Mattson further stresses that one should have 

a pragmatic approach and that the work should be about doing the right thing and building financial, 

as well as societal, sustainability. Mattson admits that he understands Porter & Kramer’s intentions 

thus, should this discussion be kept in the academic arena in which the respondent does not further 

explain. For CSR Sweden it is important not to change their name as they are connected to CSR 

Europe which assist in terms of brand recognition and brand awareness Mattson argues. The 

respondent further state that the concept of CSR shouldn’t be taking lightly. Other members of 

CSR Sweden use other definitions that goes either by CSV or sustainability, but once again Mattson 

points out that one should not be too focused upon whether it is called a certain thing or not, as 

there are other things that are more important when companies build their strategies as well as 

working with the fundamentals of sustainability including the role and purpose. 
 

4.3 Gekås  

4.3.1 Company Description 

Gekås AB is a Swedish shopping center located in Ullared within Falkenberg municipality. The 

company was founded in 1963 and with 4,9 million visitors, 1800 employees combined with sales 

of approximately 3.3 billion SEK, Gekås is the largest storehouse in Sweden and the rest of 

Scandinavia. With approximately 4, 8 million people visiting Gekås every year it becomes the most 

visited attraction in the whole country.  
 

Gekås is selling everything that is possible to fit within a car. The goal is to be the cheapest and be 

competitive with their low prices. Gekås is not a business chain as it has only one store located in 

one place, Ullared. Gekås has a goal to be more than just a shopping center, the goal is to become 

a destination, thus the use of the phrase ”Destination Ullared” when possibly. ”We want it to be an 

experience when people visit” De Filippo states. In addition, Gekås also has a camp site, a hotel, 

and several restaurants, thus the main attraction is the shopping center. 

4.3.2 Respondent 3 - Pernilla De Filippo  

The respondent of Gekås AB is Pernilla De Filippo. De Filippo is CSR manager at Gekås. Her 

main responsibilities in the company is within the product lines. How the product looks, what the 

products contains as of chemical substances and waste that comes from products, marking of 

products and she also has responsibilities over the production chains. This means she has the task 
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of supervising how products are produced, both in the sense of working conditions and 

environmental conditions in the production.  
 

Sustainability 

Sustainability is very important for Gekås, just as much as for other companies, De Filippo points 

out. According to the respondent, the work around sustainability is about pulling your weight and 

doing your part of the contribution to the surroundings. Gekås wants to take responsibilities of all 

the products that they spread to the market through their sales.  
 

De Filippo describes a common misconception from the population that they associate low price 

with low quality, but also that Gekås does not take responsibility for environmental- and social 

factors. Thus, our respondent stress that Gekås purchase for the same suppliers as many other 

retailers, but the main difference between Gekås and others according to De Filippo are the low 

overhead costs which in turn allows them to have lower margins on each product. De Filippo argues 

that there are preconceptions of cost-savings over quality and care for a sustainability perspective, 

and she further points out that this is a major challenge for Gekås. De Filippo argues that 

sustainability is no optional choice anymore and it has therefore become very natural for Gekås to 

work with.  
 

De Filippo admits that Gekås does not inform their customers just as much as they could have, and 

due to this, certain preconceptions may arise. Thus, this does not align with how Gekås do their 

business. Gekås offers what’s in store for the moment and rather focus on the products itself than 

their price. Hopefully if people are satisfied they will market the products through word of mouth. 

To add, Gekås attain ecological products and products that are produced in a sustainable manner, 

but Gekås does not advertise this as much as they could have. Gekås guarantees very little about 

their products and assortment. De Filippo further states that Gekås has a huge responsibility when 

it comes to societal issues around the world. First and foremost Gekås takes responsibility for those 

areas they believe they have an impact on. In addition, the superstore also works philanthropically 

by donating money to SOS children’s village and even though this does not have an effect on the 

business model, the company take action due to their genuine interest to do good. The respondent 

explains that the company wants to help build and support the local community, e.g. supporting 

and sponsoring Ullareds IK, a local football team. 
 

Gekås has also collaborated with human bridge and started a textile return which is a project where 

people can return their clothes which later one is being sold or donated with a purpose to reduce 

the waste of textile material. Gekås does not regard the project as mere philanthropic  

Because the company is a large contributor of the amounts of textiles that’s on the market. The 

company view this project as something natural due to the Gekås’ responsibility as a big player on 

the market. 
 

When working philanthropically Gekås does not want to small dab, as De Filippo expresses, but 

rather work wholeheartedly. The respondent explains that the company want to deliver 

commitment and participation in their chosen projects. SOS children’s village was one of many 

whom contacted Gekås and after carefully considerations the company decided to work with the 

organization. One major factor to why the company decided to collaborate with the organization 

was the fact that the project was directed towards areas in Bangladesh, in which Gekås both have 

production and distribution. Because of this, De Filippo explains that Gekås had a certain 

responsibility as the connection to the business was clear. Furthermore, Gekås also participates in 

a Hand-in-hand project which aims to help women in India with financials and education to help 



 

38 

them make a living and move from poverty. As Gekås have production in India, De Filippo explains 

that the company’s regarding sustainability has a connection to the business. 
 

De Filippo describes another initiative Gekås is participating in as for their philanthropic work: 

STWI (Swedish textile water initiative). Focus is on countries where textile production is withheld 

and whereas the water use is highly consummating. The initiative has resulted in guidelines for 

suppliers who has water intensive processes and through these guidelines the suppliers can learn 

more about efficiency connected. The suppliers will also be able to evaluate themselves compared 

to these guidelines. The end result will be a better efficiency and savings on water as well as 

cleansing of water. Why Gekås participate in this initiative specifically De Filippo explains the 

textile industry is very important for Gekås, as Gekås on their hand spread a lot of textile material 

on the Swedish market.  
 

De Filippo further describes that Gekås environmental impact is essential to regard in their work 

of sustainability. Gekås wants as mentioned minimize their negative impact as much possible and 

also minimize their carbon footprint on the planet. Gekås also prioritizes to minimize the energy 

consumption as much as possible, especially locally as for the storehouse. The energy consumption 

is massive in the storehouse, but Gekås has a goal of being self-sufficient in energy and to only 

rely upon renewable energy sources. Gekås is today operating windmills and uses this energy to 

provide for the storehouse.  
 

Another area of importance is the employees. De Filippo points out that their own employees are 

essential to Gekås, as for why they tries to promote their employees’ health as much as possible. 

In this regard also the safety of employees are important. De Filippo also argues the skills of the 

employees are important, but the first step is to work with the health and safety before developing 

their skills and competences.  
 

De Filippo describes that their suppliers also are important to work with, but she argues that they 

are not relied upon their suppliers as there is always more suppliers to choose from. To improve 

the sustainability and vitality of suppliers is important, but in the relation to other areas, the 

suppliers are not as prioritized. 
 

When it comes to profit maximization, De Filippo argues that there is a wide consensus of working 

with sustainability. The respondent stress that the work of sustainability is not done in a vacuum 

but is acknowledged by other parts of the organization as well. The work of sustainability is not at 

the cost of profits or the prosperity of the company in any other sense. De Filippo argue that if it 

costs it will have to cost, but Gekås thinks it is important to take their responsibility and believes 

that the work in sustainability is important. These values should not restricted to the owners or the 

board, but are values Gekås tries to integrate in the organization as a whole as for employees e.g.  
 

As Gekås strive to be cost-efficient by competing in a low-price segment the company tries to hold 

down the costs in every area and although De Filippo does not believe that Gekås tries to hold back 

on investments in the sustainability area, the board of the company does have another view on this. 
 

Although Gekås tries to integrate the value of à sustainable approach in the whole organization, in 

the case of money and budget it is not. De Filippo states that Gekås is not trying to save money 

from sustainability efforts in order to put the money elsewhere, rather De Filippo perceives it as 

not the same money that is played with. 
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De Filippo admits that even though she has the title of a CSR manager, there is not a clear definition 

of the concept or definition of their work in sustainability. De Filippo states that one problem of 

defining a concept is the fact that Gekås has a wide range of different operations, e.g. the 

storehouse, hotel, camping, and therefore the company hasn’t focused on any specific strategy 

connected to sustainability, but rather try to see where their business and products have an impact 

and thereafter tries to apply the work around sustainability.  
 

Intelligence 

Gekås gathers information through several channels. One of those is through audits of distributors. 

De Filippo further admits that societal issues in general may not be exposed by reviewing the 

production channels but instead, problems connected to Gekås business model might be revealed. 

Gekås frequently gathers information from customers through questionnaires. According to De 

Filippo, the questionnaires allows the customers to raise awareness of certain topics that also may 

be connected to sustainability in terms of and societal- and environmental issues. Our respondent 

further explains that the given data from the questionnaire is valued highly for the company, this 

is being described as a formal information process. For Gekås, market intelligence is not essential 

part of the organization but they do review media, local press and other secondary data sources, 

thus there is no department that solely works with these areas. 
 

Moreover the company has a collaboration with UL, which is a company that specializes on 

different areas of security and safety for a various wide of stakeholders. UL gathers intelligence 

concerning safety issues and disseminates this information through newsletters in which Gekås 

subscribes to. The company processes the data into intelligence using their own business processes 

and production channels. Apart from this Gekås also views the union, employees and shareholders 

as important sources for intelligence gathering. Gekås has two major shareholders, Torbjörn Bäck 

and Thomas Karlsson, who also work within the organization as purchasers. Through their 

expertise of the values and strategies of Gekås as well as their knowledge from working on the 

floor they are an important source of knowledge and De Filippo argues their input also in the 

regards of sustainability is valuable.  
 

When data and information is being gathered by Gekås, then the data is being processed through 

analyzation and hopefully it can be useful for further implementation. As De Filippo mentioned 

earlier, Gekås is lacking in terms of marketing, and giving out information about their products. 

Because of this, De Filippo highlight that an improved website could be a solution to this problem, 

as the website can help Gekås market themselves but also to help give out relevant information 

about their work to different stakeholders. For De Filippo, she explains that when she is 

communicating about the analyzed data regarding sustainability it is mostly with the colleges and 

supervisors. Our respondent explains that the company does not have any intranet, but instead try 

to communicate internally by using billboards but also by sending e-mails. Furthermore, De Filippo 

explains that the company only aim to communicate the most relevant information, because 

otherwise it can lead an overload of information both for the ones that communicate the information 

but also for the ones who accept the information. Both processing of information as well as 

analyzing it, is something that De Filippo spend a lot of time to, furthermore when the information 

is going through a priority process, the respondent explains that some decisions may be taken due 

to what feels right by her guts. 
 

De Filippo believes that Gekås has a higher propensity to use intelligence that is disseminated in 

formal matters, because these comes from sources that can’t be ignored. Example of formal matters 

could be things like: customer opinions that’s based upon surveys, or certain remarks from 

authorities. In addition, much of Gekås work around sustainability has a long-term perspective, and 
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as much of their work is done through collaboration, than formal meetings is an important factor 

especially for the intelligence gathering, also as these reach a higher frequency then the relevance 

will be increased for Gekås. Moreover, De Filippo states that the most important factor whether 

Gekås will use intelligence depends on the dignity of the information that’s behind it. 
 

Strategy 

When Gekås decides between business choices, De Filippo highlight risk-minimization as one 

important factor for the company. Gekås frequently tries to make consequence analyses, but also 

evaluation of the risks involved in their business. As the company has limited resources, it is 

difficult to do it all, instead the respondent points out the importance of prioritization of resources 

and therefore Gekås tries to minimize risks as well as the negative impacts in their work. The 

respondent explains that the company try to use their resources as efficiently as possible and as 

Gekås compete in a low-price market segment, the scarcity of resources becomes an important 

factor in every company decision. 
 

In the company’s work around sustainability, product safety is being mentioned as one important 

factor and the products that Gekås sell must both be attractive and have quality. As a CSR manager, 

the respondent explains that everything connected to sustainability is important, thus in the eyes of 

the company and board members, then there are other things and factors to consider. De Filippo’s 

work involves things such as looking after the product safety, product sustainability as well as 

maintaining a high product quality. 
 

The biggest challenges for the work of De Filippo connected to sustainability, is the wide range of 

business operations that Gekås has. The wide range of operations means à wide range of factors 

and decisions needs to be considered. As the organization has to prioritize in order to receive the 

largest effect possible when using resources. Within the different operations there is also an 

immense width of assortments that’s connected to the storehouse. If the company controlled the 

production channels 

 

As it comes to evaluation and measurement in their work around sustainability, De Filippo admits 

that there are challenges that needs to be overcome. Much of the company’s activities locally are 

being measured and reviewed. Audits is also somethings that’s being used especially when they 

try to collect data from suppliers. Currently no sustainability reports are being used but due to new 

legislations that’s taking place in which makes it mandatory to present work within the area of 

sustainability, Gekås will have to keep up. De Filippo believes that the lack of reporting about their 

work in sustainability has to do with their business strategy, which involves to not give too much 

information about products, but instead focus on the products qualities solely. As efficiency is 

important it has been more favored to use every penny on the actual work around sustainability 

rather than marketing it. Gekås has previously worked a lot with GRI (Global reporting initiative) 

whom develops and disseminates sustainability guidelines that can be applied to companies, Gekås 

themselves haven’t had enough resources to bring forth sustainability reports on their own. De 

Filippo is aware of the benefits of sustainability reports and she also believes that her work as a 

CSR manager will be much better if more data is collected and reviewed. 
 

De Filippo believes that their work in sustainability is first and foremost driven by an internal will 

to do good for the society, “at Gekås we want to do the right thing” De Filippo claims. Due to the 

company’s wide range of products, they will have a big impact on the society and its surroundings, 

this of course comes with responsibilities De Filippo explains. Gekås believes they will have to 

minimize their negative impact and footprints on the environment as much as possible. De Filippo 

admits that external pressure is also important for the company to consider and previously it was 
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revealed by media that Gekås, as well as several other retailers, had lacked on their responsibilities 

regarding horse-leather products. It was revealed that horse-leather production in India had 

extremely bad working conditions in the factories. Gekås was not aware of these problems because 

horse leather products from India makes out a very small amount of their overall business activities. 

However, Gekås needed to evaluate the critique and eventually took actions to improve the horse-

leather production. Representatives from Gekås have traveled to India and is actively working with 

the issues at hand, and De Filippo points out that many other highly regarded retailers were at fault 

as well, but Gekås took the lead in this matter. She also points out that Gekås could have buried 

their heads in the sand and tried to stay out from the bad reputation, but due to Gekås genuine will 

to do good, they took their responsibility. Therefore De Filippo does not believe Gekås is just trying 

to silence the media or cover up their own mistakes, but rather she believes their concerns about 

societal issues is genuine. Gekås acknowledges critique, not least from media as well as if concerns 

would’ve been raised by customers or other stakeholders. External pressure is something important 

to take into accord, but the driving factor to take responsibility and work with sustainability comes 

from within the organization.  
 

It is a problem though that Gekås has so many suppliers and as mentioned earlier, efficiency is 

important in their work around sustainability. The resources spent upon sustainability is supposed 

to have the highest possible impact. Therefore the focus lays on their biggest suppliers as well as 

the countries which makes up for the majority of the company’s production. In this sense horse-

leather production wasn’t a big deal of their overall product lines, but as the issues were raised, 

actions needed to be taken. 
 

Finally, De Filippo states that Gekås work in sustainability has been a successive development. 

You will never be entirely pleased, and as a CSR manager you always wants to do more and have 

more resources to fulfill your ambitions. De Filippo believes that the work in sustainability is 

prioritized and that there is a wide consensus of doing more, take responsibility and focus upon 

being sustainable. 
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The respondent were asked to grade different areas as of how important they are to their respective 

business. The answers are presented in Table 2.  
 

Table 2: The importance of sustainability areas 

 
 
 

The respondents were also asked how systematically they searched for new societal issues to target 

and the respondents were presented with the following alternatives: Never, Rarely, Sometimes, 

Often, Frequently. The answers are presented in Table 3.  
 

Table 3: The search frequency of societal issues to target 
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5. Analysis  

In the analysis chapter we apply our gathered literature to analyze our empirical findings. We start 

by presenting an analysis of why companies work with sustainability and continue with a 

comparison of the CSV concept towards our respondents followed by a comparison of the CSR 

concept towards our respondents. Furthermore, we analyze the companies' intelligence process as 

of how they search and target societal issues, thereafter we summarize by analyzing the respondent 

companies in a more strategic context as of why they act and behave as they do.  

 

5.1 Analysis of sustainability 

 

Reasons of working with sustainability  

As Montiel (2008) describes the view of sustainability, companies need to meet the needs of current 

generations without compromising the needs of future generations. All three companies had a 

similar views on how they do business. Nestlé states that they want to ensure their products can be 

delivered in the present as well as in the future, therefore it is a necessity to work with sustainability. 

Pfizer also states that it is a question about prevailing in the long run and the sustainability efforts 

could therefore be viewed as a hygienic factor. Gekås stress less importance of the future as their 

focus is rather on minimizing negative impacts on today as they want to take responsibility over 

their actions, this could be argued as being aligned with the intentions of a responsibility for the 

future as well.  
 

Montiel (2008) argues of different views of sustainability, as of ecological sustainability and a three 

dimensional sustainability. The latter being attested by several other scholars (Steurer et al, 2005; 

Moczadlo, 2015; McWilliams & Siegel, 2000; Grankvist, 2009). All three companies in this study 

show signs of having a three dimensional approach, as they acknowledge the importance of 

economic sustainability, environmental sustainability and social sustainability.  
 

Nestlé points out the importance of creating mutual benefits for themselves and their stakeholders 

in both a social- and environmental perspective. Nestlé tries to take a social responsibility as they 

regard social-economical integration as something important in areas they conduct their business, 

as of the reason they help farmers with educating their children, making sure their personal life is 

in order and help people find alternative income possibilities. Nestlé also thinks about the 

environmental impact through their main focus areas: water, nutrition, and rural development. 

While thinking about the environment and the social sustainability, Nestlé always connects them 

to their economical objectives and creating shared values. 
 

Pfizer on their hand explicitly points out that their work in sustainability should be regarded as 

sustainability in a financial perspective, a social perspective and through an environmental 

perspective. Combined these are the conditions for Pfizer to successfully do business. Pfizer stress 

that it is not only about generating profit for shareholders as of today, but also in the future. Pfizer 

explains themselves as a commercial actor with an objective to make profit. Therefore it is 

important to regard a financial sustainability as it connects to the other areas of sustainability. Both 

Pfizer and Nestlé in this aspect see the work of sustainability as something that strengthens their 

core business rather than opposing it, which is aligned with the view of shared values as well as 

many scholars stress the importance of gaining competitive advantages through the work of 

sustainability (Steurer et al, 2005;, 2009; Porter & Kramer, 2011; Moczadlo, 2015; Sheehy, 2015).  
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Gekås on the other hand does not point out the importance of sustainability as connected to gaining 

competitive advantages or their own prosperity in economical terms. There is a wide consensus of 

working with sustainability as Gekås want to do right for themselves and take responsibility. 

Although there are some traces of Gekås sustainability work being connected to their business as 

the CSV concept suggests (Porter and Kramer, 2011). Gekås works with sustainability by taking 

responsibility in their own business and from there on tries to have a positive sustainability impact 

on areas connected to their business. Therefore it could be argued that Gekås also works 

accordingly to the three dimensional perspective of sustainability and connects their work of 

sustainability to their own business and to an economical sustainability, though not as integrated 

as Pfizer and Nestlé.  
 

Factors for sustainability 

Teece (2010) points out several factors that needs to be in place in order to work with sustainability 

such as: competent people, governance, superior products, and most importantly an understanding 

of one’s competitive environment. Teece (2010) also points out that a good focus on the value 

chain needs to be done. All companies highlight their employees as important assets to their 

organization, but fail to point out anything specific about their competencies as a driving factor for 

success in their sustainability work. None of the respondents’ points out governance as anything 

important to their sustainability work, and not much is said about their product’s superiority. 

Although the respondents point out the importance of their products being sustainable and the 

importance of their production not causing a negative sustainable impact. There has been found 

connections to understanding the competitive environment, in the importance of intelligence. 

Gekås have more scarce resources and therefore do not search and conduct research through market 

intelligence to the same extent as Pfizer and Nestlé. Steurer et al. (2005) argues that advantage can 

be gained if a firm pay close attention to social patterns, Pfizer for example points out that new 

business ideas can come up when searching for societal issues that needs to be addressed, which 

later on can generate advantages.  
 

The shared value concept 

Porter and Kramer (2011) argues that companies need to work with sustainability derived from 

their business model and integrated in their business. Although all three companies work with 

sustainability, Pfizer and Gekås gives example of philanthropic work and when done so, it is 

connected to their business, and often prioritized. The priorities taken for each company is derived 

from their own business objectives and often integrated to objectives of profit maximization. This 

as to compare to if the activities instead were external to the business objectives which Porter & 

Kramer (2011) argues is the way CSR normally is conducted in. Porter and Kramer (2011) further 

argues that CSR is done due to a reactiveness from external pressure, as well as it is separated from 

profit maximization. In our empirical findings we found no evidence for Nestle, the CSV-company, 

going against this way of working. Our respondent from Nestlé clearly stated that their work in 

sustainability was not due to external pressure and integrated in all their activities. Pfizer on their 

hand clearly had a perspective of profit maximization in mind, but argued of it as being long term 

oriented and done in a sustainable matter as of the three dimensional approach. Pfizer further 

showed examples of actively searching for societal issues on their own and working proactive and 

not reactive when it came to sustainability. Although our respondent admitted that external pressure 

is important and one should react to it, as well as regarding all forms of reviews that’s being done, 

which also applies if positive things are said. Gekås did not proactively search for new societal 

issues to target as the other companies did, although this could be because of a lesser intelligence 

organization available and therefore complied to rely upon secondary intelligence and information 

received from audits, questionnaires and so on. Gekås is also receptive to external pressure, but 
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their response to the external pressure and their efforts of sustainability was due to their internal 

will to act and work responsibly.  
 

Porter and Kramer (2011) further argues that there are different methods of creating shared values, 

as reconceiving products and markets, redefining productivity in the value chain, and cluster 

development. All three respondents reconceived products in the sense that they wanted their 

qualities to be good for their customers. Nestlé especially stressed the importance of nutrition as 

an essential compound to have in their products. Pfizer's products on their hand have the sole 

objective of prevailing people's health as they are a pharmaceutical company. Gekås is perhaps the 

company who do not fully work accordingly the concept, as they want their products to not damage 

their customers and have good quality, it is not the same as saying they try to prevail people’s well-

being. As of reconceiving markets, Gekås conduct their sales from their storehouse in Ullared and 

nowhere else, therefore a focus on new developing markets is not relevant for them. Both Pfizer 

and Nestlé focus upon reconceiving markets and products, as Pfizer tries to work a lot towards the 

African market by strengthening basic needs and medical infrastructure so there can be markets to 

address and operate in the future. 
 

It is difficult to conclude any differences between Pfizer’s and Nestlé’s way of creating shared 

values when reconceiving products and markets as both show clear examples in their sustainability 

efforts. There is also a lot of similarities in their work as of developing local clusters. All companies 

also work with local cluster development in different aspects, however Gekås focus less on this 

compared to Pfizer and Nestlé. Gekås do much through philanthropic projects, such as SOS 

Children’s Villages and hand in hand projects, which is not as integrated as the work Nestlé and 

Pfizer conducts in this area.  
 

All three companies also work with redefining productivity in the value chain by different means. 

Nestlé points out the importance of educating their farmers but also help them in their private life, 

which will enhance the productivity as well as make the production more sustainable. Pfizer on 

their hand believe that it is important to work with the energy use within the company, water use, 

employee’s health and so on. Pfizer focus a lot on ergonomic improvements that can be done in 

order to improve employee’s health. Although Pfizer stresses that they have come further in their 

work with own facilities than they have with suppliers. The suppliers are essential to Pfizer’s 

business but here lies improvement areas to target in the value chain. Gekås on their hand tries to 

work towards suppliers and make sure they work accordingly with human rights and pay fair wages 

and do not use child labor and so on. Gekås, as Pfizer, especially work towards their own employees 

located in Ullared, as they regard their well-being, their health as essential to their own business. 

Gekås also improves their productivity in their storehouse by recycling, using renewable energy 

sources, and operating windmills of their own.  
 

From this study we argue that there are a lot of similarities in the work of Pfizer and Gekås 

compared to the methods of shared value creation that is being mentioned by Porter and Kramer 

(2011). Nestlé, as a CSV company, works aligned with Porter & Kramer’s (2011) methods as well, 

and well integrated. Although we can’t see enough distinctions between the applied work of the 

companies to confirm Porter and Kramer’s (2011) argumentation that this is an exclusive way of 

working when creating shared values. Rather we argue that these methods could be viewed as 

generic sustainability-strategies. The framework that Porter and Kramer (2011) presents could of 

course be helpful in this process and is perhaps clearer defined methods than what previous scholars 

has been able to present.  
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In the case of Gekås, as they are less integrated, their insufficiency to meet up to the criteria of 

Porter and Kramer’s (2011) concept could be because they are a less developed company with less 

resources, rather than not working accordingly with a shared value approach.  
 

Furthermore Crane et al. (2014) argues that working integrated, as Porter and Kramer (2011) 

suggests, is just a cover in order to gain more control over the stakeholders when creating win-win 

situations”, also the Guardian (2011) argues the CSV concept fails to address major issues such as 

bribery, corruption and human rights. In the study we have found no support for these claims, as 

Nestlé points out their work for human rights and against corruption as important factors to address. 

None of the respondents has pointed out control and more insight over stakeholders as gains won 

when working with sustainability integrated to one’s own business.  
 

The concept of Corporate Social Responsibility 

When companies take a social responsibility Sheehy (2015) argues that you can’t focus on all 

societal problems but should rather focus on the issues that can be connected to the business 

objectives. Pfizer also aligns with this view, as they state that companies should address societal 

issues that aligns with the core purpose of the firm. In addition, Pfizer opposes that companies 

should have a shotgun approach, i.e., try to help and support every problem there is, but rather 

companies should focus upon problems related to their business where companies also have 

knowledge in how these problems should be addressed. Nestlé stresses the importance of 

identifying issues that will lead to mutual benefits and align with their purpose, to promote a 

healthier life. Gekås on the other hand does not only address issues that aligns with their business 

but they may also address issues due to their genuine intentions to help other people and 

organizations, such as SOS Children’s Villages to mention one. 
 

Scherer and Palazzo (2011) argues CSR could be a form of enlightened profit maximization, with 

three premises: (1) There must be a separation between business and politics, (2) Companies have 

a primary responsibility towards shareholders, (3) Companies should only focus upon societal 

needs if it generates long term value for the firm. We have no reasons to suspect that the first 

premise isn’t withhold, as for the second and third premise, both Nestlé and Pfizer points out that 

profit maximization is important also as it comes to being sustainable. As earlier mentioned, 

Mattson at Pfizer points out that they are a commercial actor first and foremost and have a 

responsibility to profit maximize but their work in sustainability is in the regard of creating value 

for shareholders in the long term. Gekås on their hand does not hold up to these premises but rather 

describes their work in sustainability as doing good and taking responsibility.  
 

Mackey et al. (2007) argues that companies should focus less on profit maximization, this may also 

be appreciated by investors. From our empirical findings we find no support for these claims, as 

Pfizer and Nestlé argues, profit maximization is intertwined with being sustainable, thus profit 

maximization and care for stakeholders are not in conflict with each other. Gekås on their hand 

does not regard profit maximization at the expense of their work in sustainability, and De Filippo 

argues that it is a great consensus when working with sustainability, but although it is neither argued 

that their work within sustainability enriches firm value and profits. McWilliams & Siegel (2002) 

further argues that CSR can be both about profit maximization and care for stakeholders, which is 

especially shown by Pfizer, thus we see tendencies of this statement in all our respondents. 

Although as stated in the case of Gekås, the connection between sustainability and profit 

maximization is not crystal clear. 
 

Scherer & Palazzo (2011) also points out that some believe there should be a separation between 

private - and public interest, and that societal concerns should be dealt by the government. None 
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of the respondents expressed any confirmation to this view, but this could also be due to the clear 

connection that has been done between their own businesses and what problems they have 

addressed. Scherer & Palazzo (2011) also states that the modern society is complex and it could be 

hard to know what areas to address, but we believe that in our three cases there has been a certain 

amount of clarity in what the companies role are and what societal needs they should address. Also 

as Mattson and Pfizer points out, one should not have a shotgun-approach but rather they should 

be precise, and focus on areas close to their business. As they are experts in their own areas on the 

market, they should also operate in the same order as it comes to sustainability efforts. For a 

government in a far more complex society it can therefore be an advantage if corporates take their 

responsibilities and address problems which is aligned with their business objectives. Furthermore 

Burke & Logsdon (1996) points out that it is only when you understand the advantages with CSR 

that you will also focus upon it. We find claims for this argument as both Pfizer and Nestlé are able 

to put much more effort in their sustainability work as they also are able to connect it to their 

business. On the other hand Gekås who does not have as clear connection as Pfizer and Nestlé 

does, and it is perhaps therefore they do not have a such well-developed operation within 

sustainability. De Filippo at Gekås points out, when they will start to produce sustainability reports 

it will make it much easier to understand one’s role within sustainability and this will also help the 

work in sustainability when making the business case. Also Mattson at Pfizer thinks it is one of the 

most common problems for companies in terms of connecting the sustainability work to one’s 

business, i.e., address issues of improvements in society that aligns with the competitive advantages 

of the company. 
 

Mcwilliams & Siegel (2000) and Lo & Sheu (2007) argues that sustainability could be a form of 

differentiation in the eyes of consumers, this could be true in the case of Pfizer and Nestlé as they 

advertise and present their work within sustainability, although neither lifts it as marketing tools or 

measures for a differentiation in our interviews, but it could of course have an impact on customers 

view on their products. Gekås on their hand give very little information about their products, which 

would make sustainability as of a differentiation unlikely. 
 

Graafland et al. (2003) points out that there are several instruments that could be used in order to 

work with CSR more properly, such as making intelligence reports, audits and codes of conduct, 

and ethical committees. Nestlé show example of having a code of conduct, and also that they use 

audits, reports and intelligence as tools. Pfizer did not give any examples of any specific code of 

conduct, but highlighted the importance of other tools such as sustainability reports and 

intelligence. Gekås on their hand relied mostly upon audits, and reports with secondary 

information. Graafland et al. (2003) also argues that strategies and use of instruments may depend 

on size. We find support for this claim as Nestlé and Pfizer had much more developed intelligence 

systems and well developed sustainability reports. As for this day, Gekås do not conduct any 

sustainability reports and due to governance and new legislations, companies need to construct a 

sustainability report and De Filippo shows support for this obligation. 
 

In CSR, Stahl and Grigsby (1997) argues of three main levels of ethical behavior, all three 

companies lies somewhere in between the second and third level. All companies follow the 

minimum legal compliance, but they work both accordingly to an enlightened self-interest as they 

want to gain upon their work within sustainability but also they work proactively towards societal 

issues. Pfizer and Nestle are expressly interested in shared value creation as the economic factors 

and social-environmental factors are important at the same time, in that case the two of them resides 

on the second level accordingly to Stahl and Grigsby's (1997) categorization, but at the same time 

they show a huge concern for proactively working with sustainability and has a huge intelligence 

operation in order to target societal issues, and in that case they could be placed in the third level 
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of ethical behavior. We argue though that as of the companies investigated in this study, there is 

no clear distinction between the second level and third level as in the way Stahl and Grigsby (1997) 

suggests.  
 

It could be the case that when you focus more upon sustainability and works more proactively you 

have to make clearer connections to a purpose while doing so. As Mattson at Pfizer describes, one 

has to make a stronger bond between sustainability and one’s business objectives, otherwise one 

should not win that argument and get resources for one’s cause, if you as Mattson describes, are a 

CSR manager and wants more money to be spent upon sustainability. If you are big you have to be 

kind, but perhaps when you are big and want larger amounts of money spent on a cause, you have 

to make a better argument for your sake as well. Therefore we argue that when more effort is put 

into sustainability activities, companies also has a greater need of making a connection to one’s 

business. Therefore we argue that Stahl’s and Grigsby’s (1997) second and third level contradicts 

with each other, as companies need to gain competitive advantages when working more proactively 

with sustainability, otherwise the work of sustainability will not be sustainable for the companies.  
 

5.2 Analysis of intelligence 

Both Teece (2010) and Steurer et al. (2005) points out the competitive environment and paying 

close attention to social patterns as major keys for working with sustainability. Also Porter & 

Kramer (2011) argues that search and identification of societal issues is an important key to be 

more proactive in one’s sustainability work, which distinguishes CSV from CSR. It is further 

stressed by Makadok & Barney (2001) and Jenster & Solberg Søilen (2009) that marketing 

intelligence is needed in order to build strategies, make business decisions, and gain 

competitiveness It stands clear that all three respondents use some kind of intelligence when 

making decisions regarding sustainability and that their intelligence sources are important channels 

in order to identify societal issues. Though there is a difference in how well organized their 

intelligence is as to how extensive their efforts are in sustainability.  

 

Pfizer has departments within their organization that explicitly works with intelligence connected 

to sustainability. Nestlé has an integrated intelligence process as well as separate business 

intelligence systems, such as Ecodex, when trying to identify societal issues. Gekås also gather 

information and processes it into intelligence, but is bound to rely on secondary intelligence and 

intelligence gained internally from suppliers, employees, customers and so on.  
 

All three companies point out that the intelligence process of sustainability is a very complex 

process with a lots of information and a lot of different information channels. Solberg Søilen (2005) 

and Maltz & Kohli (1996) argues there is a risk of too much information and too little intelligence 

which makes decision-making more difficult. As of this case, there is not much difference when it 

comes to Pfizer and Nestlé. Elmgren at Nestlé describes themselves as sufficient enough when 

identifying new societal issues, but as Elmgren puts it, problems can appear serendipitously. Pfizer 

also actively search for new societal issues and, as well as Nestlé, they restrict themselves to their 

own business and industry. Although Pfizer have no perfect process of transforming information 

into intelligence, the respondent stress the importance of meetings as a tool of processing 

information. 
 

Gekås does a lot of their processing of information through our respondent De Filippo, as it is down 

to her guts and her analysis of what is important information and what is not. All three deal with 

the problem of too much information by prioritizing to one´s business. When resources are scarcer 
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as it is in the case of Gekås as they are a smaller company, the prioritizations becomes more 

extensive, thus, they all try to focus on sustainability information connected to their business 

objectives. This is aligned with Porter and Kramer's (2011) argument of how the CSV concept 

differs from traditional CSR, as they describe the work of CSR as targeting problems that are 

external to the company's business. This has not been the case when it comes to our CSV 

respondent Nestlé, nor has it been the case of our CSR respondents Gekås and Pfizer. 
 

Furthermore this study also investigated on what kind of intelligence is rather used by the 

companies as a driving factor for sustainability. As Porter and Kramer (2011) argues CSR 

companies respond to external pressure as distinct from CSV companies which do not. Maltz and 

Kohli (1996) argues that intelligence could be provided in different forms: Formal and informal, 

which are factors that affect the propensity to use the information by the receiver. Nestlé on their 

hand points out both formal and informal sources as useful, but fail to describe which is more likely 

used when it comes to decisions in sustainability. Nestlé states clearly that their way of working 

regarding sustainability is not driven by external pressure from media and authorities but rather 

internally driven.  
 

Pfizer on their hand uses a wide range of sources as well, and they are both formal and informal. 

As of formality, much of their information has high grades of verifiability as the information is 

disseminated through meetings, newsletter, and intelligence reports etc. Moreover, Mattson at 

Pfizer points out the importance of informal sources such as employees and different stakeholders, 

as these sources can give much more valuable information than through formal information 

processes. Too much structure and processing of information can often lead to diluted decisions. 

Pfizer show a mixture of both formal and informal information dissemination, which they believe 

is the best way of gathering intelligence as different forms of information that complements one 

and another. The propensity to use intelligence is not declined if the information is informal. Pfizer 

on their hand, as distinct from Nestlé, does regard external pressure as important, both formal and 

informal, but as Mattson describes it, external opinion is an important receipt on if you actions are 

correct or not. If one only relies upon own measurement and sustainability reports, you will be 

restricted to measure what is measurable, therefore you have to keep an open mind.  
 

Gekås on their hand use information that is provided both as formal and informal. De Filippo admits 

that the formal one is more likely to be used as in the sense of high verifiability and low in 

spontaneity as they like to work with sustainability long term oriented and through collaborations, 

De Filippo argues though that it is the grade of dignity that is most important for them. When 

working through collaborations this raises the dignity through the higher frequency and trust that 

is built up, but if something spontaneous would appear with high dignity, Gekås would of course 

act upon that information. Gekås is affected by external pressure, as of the case with Horse-leather 

production flaws in India, but argues that their will to do right is driven from within the 

organization.  
 

If not working proactively although, Moczadlo (2015) points out there are risks of backlashes if 

the societal concerns are neglected. Furthermore neglection could lead to lessened reputation, 

negative reports in media. But once again, none of the respondents points out the external pressure 

as the driving factor their work in sustainability, but it is of course acknowledged.  
 

As both the CSR companies regard external pressure as Porter and Kramer (2011) suggests CSR 

companies do, they could differ from the CSV concept in this aspect. Although Porter and Kramer 

(2011) argues that the traditional CSR concept and companies that work accordingly are reactive 

and driven by external pressure, which is not necessarily the same as if a company do react if 
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external pressure would appear. As they all three work proactively with sustainability it is hard to 

categorize through the criterion Porter and Kramer (2011) uses. In the end it all comes down to 

underlying intentions as why companies do work with sustainability and it becomes a question of 

how genuine a company may be, which is hard to conclude from our empirical findings solely.  
 

Makadok & Barney (2001) argues that the intelligence process is expensive and complicated, 

therefore efficiency and prioritizations are essential. From the information provided by our 

respondents we would argue that efficiency and prioritization are most clear in the case of Gekås. 

As there is a scarcity of resources, the intelligence process in finding societal issues to target is 

more narrow but also closer to one´s business as of internal information channels, Gekås does no 

extensive research external from their business, but uses secondary information in this aspect. 

Nestlé on their hand argues that their search for societal issues to target is integrated in their 

business process, but they do use business intelligence systems as well and often do have a great 

understanding and much information about a market when entering. Pfizer points out that they 

proactively and extensively search for societal issues to target. The authors of this study argues that 

all three companies prioritize and tries to be efficient in their intelligence process, and restricts their 

search for societal issues to areas that connects to their business objectives. Although when there 

is a larger scarcity of resources, it also becomes more prioritized to be efficient and this can be 

done to focus closer on one’s business than on areas that are external from one’s business. As for 

example Pfizer in first hand focus on own facilities and business operations and thereafter upon 

suppliers.  
 

Furthermore Porter et al. (2011) argues that the measurement process is an important within the 

CSV concept. From our empirical findings we have found strong similarities with Pfizer’s way of 

working and Porter and Kramer’s (2011) description of the measurement process. As Pfizer does 

extensive research in order to find new societal issues to target, Mattson explicitly argues of the 

need of making the business case and connect societal concerns to the firm’s social purpose as well 

as to the business objectives. Thereafter Pfizer believes it is important to keep track and try to 

measure the work in different ways, and this measurement and tracking of data should not only be 

through quantitative measures as they could be insufficient. Instead Pfizer tries to measure and 

evaluate qualitative information when measuring results. From this it is a lot of information that 

can give possibilities to new business ideas and new focus areas to target. In this aspect Nestlé and 

Pfizer are the ones who have a more thoroughly built out process when measuring their work in 

sustainability. We can therefore not see any distinction between the measurement process as if you 

are a CSV company or CSR company, but rather it comes down to how well developed your 

sustainability operations is.  
 

As of the case with Gekås, there is a try of targeting societal issues, but no extensive research is 

conducted. They try however to target unmet needs connected to their business, that is not yet 

addressed, which aligns with Porter et al.’s (2011) argument. As of making the business case much 

faith is put upon De Filippo and what her gut tells her and her analysis of the information. De 

Filippo describes a consensus of working with sustainability, but admits that when they will start 

delivering sustainability reports it will make it much easier to make the business case and it will 

also provide intelligence that can be used in decision-making. Gekås is trying to track progress but 

as mentioned earlier there is a scarcity of resources and both prioritization and efficiency is 

important for the organization therefore they evaluate and track the initiatives that are taken in the 

name of sustainability but they are also trying to evaluate business processes that could have an 

impact in the regards of sustainability. Gekås is trying to measure results, but is currently not using 

any sustainability reports to do so. De Filippo describes this as a flaw but this is an area they will 

improve as they will start producing sustainability reports, it will help Gekås with measuring results 
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and also give new insights, which would be aligned with Porter et al’s (2011) argument of the 

measurement process: it can give new insights and new possibilities.  
 

Porter & Kramer (2011) stresses that CSV is more proactive way of working with sustainability, 

as distinguished from the CSR concept, which is more reactive and driven by external pressure. 

Furthermore in order to be proactive companies need to have extensive efforts in the search and 

identification of societal issues to target. The authors of this study have further connected this 

search to companies’ identification process as one form of intelligence gathering. When comparing 

Nestlé, Pfizer and Gekås, we find no distinctive differences of the CSV company being more 

proactive than the CSR companies. Pfizer shows sign of being proactive as Mattson stresses the 

importance of always searching for new societal issues to identify. Nestlé also show signs of being 

proactive by stressing the importance of always integrating their research process to its activities. 

However Gekås, which is a CSR company, seem to be less proactive relatively the other two 

investigated companies, thus they try to identify societal issues that are close to their business as 

well as being effective in their research process. It stands clear that both Pfizer and Nestlé have 

extensive intelligence processes which give clear evidence that they are proactive in the matter of 

sustainability. Gekås in contrary, does not have as extensive research process as the other 

companies, however they have good intentions. 

5.3 Analysis of strategy 

As Mazzucato (2008) explains, strategy is about organizational change and if a company 

strategically find a competitive advantage then it can surpass its competitors and be sustainable in 

a the long-run, the author further explains that if a company ought to have a competitive advantage 

it cannot rely on randomize actions. Gekås shows signs of these organizational changes and internal 

actions in order to gain a competitive advantage. As De Filippo explains, the company competes 

in the low-price segment and by buying large volumes and carefully focus on its resources and how 

to use them as efficient as possible, the company can have economies of scale in which they sell 

large quantities to a low price. This shows that the company action is not a result of randomized 

action but rather a strategic planning and implementation. Also, Nestlé try to adapt the CSV concept 

in order to gain competitiveness. As the respondent at Nestlé argues, they have been working with 

the same strategy for a long time, in which helps them to do incremental changes that enhance 

performance in all of Nestlé’s processes. Pfizer on the other hand states that there is no clear 

competitive advantage which is due to its environment and industry. The respondent at Pfizer 

argues that the company operates in a rather friendly environment in which companies exchange 

information and competencies. Thus, of course the company shows many signs of a strategic 

thinking, and not randomize action in which helped them build up a position as market leaders, e.g. 

Pfizer carefully plans where to release its products by deliver certain products to developing 

markets and other products to developed markets that fits with different types of demand. 
 

Jacobsen & Thorsvik (2008) points out the importance of having goals in order to reach one’s 

objectives, and also the importance to divide the goals into smaller and more concrete ones. We 

have found signs of this as for Nestlé whereas Elmgren points out the importance of smaller 

projects in order to reach long term success in the organization e.g., cocoa plantation project. 

Mattson also highlights the importance of putting one’s main objective into different perspectives. 

In this way it makes it much easier to understand the organization's goals and actions. By putting 

their business objectives into different perspectives as well as creating different goals around them, 

their work in helping people´s health becomes much easier.  
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Font et al. (2016) add on to Mazzucato (2008) by stating that it is important to have a social purpose 

within the firm as it can help the company have a permeated way of working. Also Porter (2004) 

argues that the company’s goals need to be reflected and connected in activities and policies. Two 

of the three analyzed companies shows signs of having a permeated way of working. Elmgren at 

Nestlé argues that the company has an integrated strategy when it comes to working with 

sustainability accordingly CSV, ”the shared value creation is embedded in all activities that Nestle 

conducts every day, every year”. In addition, Nestlé gives indication of having a clear way on how 

it implement its operations, both by Elmgren who constantly highlight that the company has an 

“integrated way of working” but also at the company website where it clearly can be found how 

Nestlé works. Moreover, Pfizer also highlight the importance of having a social purpose, thus 

Mattson states that improvement have been done in how to work with sustainability and adds on 

by saying that, as a big company, it is a necessity to work with sustainability because of the impact 

the company has in terms of capital and power. Mattson constantly stress the company’s purpose 

(mission), which is to cure diseases, prevent illness and work towards improved health. This gives 

a very clear impression that the company value its purpose and try to link it together with all of its 

operations, especially as the company construct its strategies.  

 

At Gekås it was difficult to distinguish a specific purpose, and there was not any clear guidelines 

in how to perform its operations, both in the construction of strategies but also regarding the work 

in sustainability. Of course the core objectives at Gekås differs from the other two investigated 

companies. Pfizer for example develop and deliver medicines to cure health and prevent illness, 

and Nestlé deliver nutritious food and beverages for people all over the world, while Gekås, 

according to the respondent “is selling everything that is possible to fit within a car”. 
 

When it comes to how one can construct a strategy and what aspects to consider, Jacobsen & 

Thorsvik (2008) gives examples of two different strategies, generic and resource based in which 

the former focus on the external environment while constructing a strategy while the latter focus 

on internal factors. For our chosen companies it was difficult to distinguish one specific strategy 

that they work with, but rather we found a combination of the two strategies. Thus, an important 

aspect here is that Gekås, who compared to the other two, are a much smaller company with more 

limited resources to consider the external environment to the same extent as the other two 

companies. Instead Gekås highlighted the importance of internal actions more repeatedly, such as 

making consequence analysis, risk-minimization analysis and priorities of choosing the right 

resources. Pfizer highlighted that operations and strategy construction needed to be derived from 

their core mission, but of course considerations needed to be done to other external aspects such as 

competitors and compliance. Nestlé on the other hand consider both internal and external factors 

in order to find strategies that can lead to mutual benefits and is integrated with their business 

model.  
 

From our empirical findings, we see that the CSV strategy creates clear objectives, goals and a 

social purpose for Nestlé. We also see that the CSR strategy works well for Pfizer, as they has clear 

objectives, goals and a social purpose. Their strategies for sustainability is intertwined with other 

objectives and the general strategy for the corporations as whole. Gekås on their hand does not 

have as clear CSR strategy as Pfizer and Nestlé. This we argue becomes a disadvantage for them 

when working with sustainability, as their social purpose is not as clear, neither is the role of 

sustainability as to their business objectives. Although Gekås actions does not seem to be because 

of randomized actions within sustainability, but rather strategic and prioritized. Gekås general 

strategy, in which involves to be efficient and prioritize, is intertwined with the work of 

sustainability, which helps to create sustainability activities that are aligned with a shared value 

perspective, but also a triple bottom line approach. Although it seems clear that Pfizer and Nestlé 
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works with their sustainability strategy as Porter (2004) suggests, the goal is in the center of the 

organization and reflected out in the other activities of the company, thus making the strategy clear 

and guiding in all the activities of sustainability.  
 

Moreover, Mattson, in the role of chairman for CSR Sweden, points out, one shouldn't focus on 

using a specific concept, or what to call it, but rather the work itself. The work should have its 

reference point from creating both financial and societal wealth and sustainability. When 

companies build their sustainability strategies it is more important to regard one’s role and purpose 

rather than going by the concept of CSR or CSV. Once again, it could be argued that the concepts 

could help companies in finding their roles by implementing a concept, but the driving factors for 

a successful sustainability approach seems rather to be a clear connection and purpose between the 

societal needs and the business objectives.  
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6. Conclusion 

In the following section we provide our conclusion based on our findings and analysis. 

Furthermore, we present a suggestion for further research and implications/ possible solutions to 

the problem we have found.  

 

This study aimed to investigate whether CSV and CSR as concepts, were driving factors for how 

companies work with sustainability. From our research we can conclude that the concepts are not 

the driving factors for how the companies work with sustainability. From our analysis of Nestlé, 

Pfizer and Gekås, we can see that the companies do not work with sustainability in distinctively 

different ways, even though they allegedly use different concepts. For our investigated companies 

we have found that the work in sustainability aligns both with the concept of CSV but also the CSR 

concept.  
 

Some scholars argue that the CSV concept is more proactive than the CSR concept. Furthermore 

they also argue that CSV actively search for societal issues to target, whereas CSR is reactive and 

driven by external pressure. However in this study we find no support for these claims, instead we 

argue that the CSR concept can both be more and less proactive than the CSV concept, depending 

on which company that is examined. Both Pfizer and Nestlé are examples of companies with 

extensive intelligence processes in order to identify societal issues on beforehand, and even though 

Gekås, as a CSR company do not have an intelligence process to the same extent, we cannot see 

the concepts as denominators for this proactiveness. 

 

As of integration, we haven’t been able to see distinctive evidence of CSV being more of an 

integrated strategy than CSR. However there have been signs in how well the companies have 

integrated their work in sustainability and to what extent companies’ work with sustainability. We 

argue that the most important factor for this integration is to have a clear purpose with companies´ 

business that will help them integrate their business objectives with their sustainability efforts. In 

this study we have found that a clear social purpose creates conditions for being proactive and to 

have a strategic integration. 
 

In this study we have not been able to find clear evidence of differences that divides the two 

concepts as of how the companies work with sustainability. However, it is noticed in the theory 

that both concepts share extensive differences as how they are described, which also creates 

different conceptual frameworks for how companies could work with sustainability. In addition, 

this study shows no indicators that companies use any of the concepts as mere labels in order to 

differentiate themselves from their competitors. CSV show clear tendencies of being unoriginal, 

but as the CSR concept is a lot broader and much more discussed by scholars with various 

definitions, it is perhaps not as clear framework as the CSV concept. It is therefore possible that 

CSV can create a clearer social purpose. A concept can serve the role as being a handbook for how 

companies work, which could help them guide and strengthen their work in sustainability. We also 

suggest that CSR, as well as other strategies, can be used in order to help companies find a clear 

social purpose.  
 

From this study we have also found other driving factors for sustainability by analyzing our 

respondents. One of these factors is the importance of intelligence connected to sustainability. It 

has been proven important as of how companies gather information by using different tools, in 

order to further process this information into intelligence, which helps in making decisions 

regarding sustainability efforts. Another important factor we have found that have effect on the 

work in sustainability, is company size. One aspect of this, is the size of the company’s resources 
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in general. If the resources are less for the company as a whole, efficiency and prioritization 

becomes important. This leads to sustainability efforts closer to the business core, as no resources 

are wasted. If, on the other hand, much resources are relatively spent on sustainability efforts, the 

need to connect these efforts to business objectives increases. 
 

Therefore, as of size, a clear purpose of sustainability can raise in demand if resources are scarce, 

and if a lot of resources are put on sustainability. In addition, a larger and more developed company 

have more resources and have a more developed organization in general, which affects the ability 

to gather intelligence properly. Once again we conclude that a clear social purpose is the driving 

factor for companies work in sustainability. A clear social purpose can further be connected to 

business objectives and create competitive advantages which can help make the work in 

sustainability more successful.  
 

6.1 Implications 

This study contributes to existing literature in sustainability especially regarding the concepts of 

CSV and CSR. It has been shown that there is a research gap as of how the concepts affect 

companies’ work in sustainability. Our study expand the current knowledge by suggesting that the 

two concepts could be viewed as handbooks, in the sense of guiding companies’ in their 

sustainability efforts that are derived from their social purpose. This study partly concludes that the 

driving factor for how companies work with sustainability, is having a clear social purpose which 

brings clarity to companies’ business activities regarding sustainability and competitiveness. 

Companies can also achieve a clear social purpose through general strategies if they are integrated 

into companies’ business activities with sustainability in focus. Companies can also gain a clearer 

social purpose if the intelligence process is executed correctly. It is also noted that if companies 

invest more in sustainability, the demand for a clear social purpose and a connection between 

sustainability and economical performance will increase. 

 

The suggested practical implication may be of use for companies as they will be able to become 

more sustainable and increase their competitiveness. Once again, we suggest that companies create 

clear social purposes that suits each individual company but also their industry, which thereafter 

can guide their performance in sustainability and improve their economical performance. Lastly, 

clear social purposes may be created by applying relevant strategies or concepts. 

 

6.2 Limitations & Future research 

As stated earlier, the purpose of this study has been exploratory, with an aim to compare and 

analyze through a qualitative method. The purpose has not been made to statistically conclude 

general patterns for a whole population. Moreover to be able to describe and explore our 

phenomenon we have limited ourselves to few respondents which have provided an opportunity to 

make an analytical generalization. Furthermore, the respondents has provided the authors with a 

better understanding as we have identified certain patterns. 
 

However, we suggest that a similar study can be carried out using more respondents, in order to 

get a broad understanding of the driving factors for companies in their sustainability efforts, but 

also to be able to generalize the results. We also suggest using additional companies, but also 

additional respondents within the companies, in which can provide with a deeper understanding 

but also give different perspectives of the problem. Moreover as the authors conclude that our two 
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investigated concepts are not the driving factors in how companies work with sustainability, one 

could ask why companies choose to put so much emphasize on the concepts they work with. In this 

study we cannot see any indicators that companies are using the concepts as mere labels for 

marketing purposes, however this could be questioned and be seen as a bias as we in this study 

only focus on a corporate perspective. We therefore suggest for future research, that one should 

involve the perspectives of other stakeholders, for example customers, in order to get a broader 

understanding of the concepts significance for companies’ work with sustainability.  
 

As for the limitations, this study has been restricted to a limited time period. The information and 

data gathered can therefore be representative for our research objects as of when the interviews 

occurred. The authors have identified factors which appears to be driving factors for how 

companies work with sustainability, although the provided evidence may only show correlations 

that occur, which do not necessarily mean any causality relationship is occurring between identified 

factors and the work of sustainability.  
 

Future research could therefore investigate the effects of driving factors i.e. effects of the concepts, 

by investigating and following companies for a longer period of time with continuous interviews. 

For example if one would want to investigate the effects of the concepts on the work of 

sustainability, a study should then investigate companies who lack the use of the concepts, but then 

later on choose to implement either one of the concepts (CSV or CSV). Thereafter one may 

investigate the eventual effects on how companies’ work with sustainability, but also if the efforts 

of the concept has been developed. 
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Appendix 1 

 

Interview Guide 

  

The questions are divided into three different categories: sustainability, intelligence, strategy. 

The questionnaire consist of both open and closed questions. In order to have a better understanding 

of the questions we have provided you with a definition. The purpose of our study is to investigate 

how companies implement, and work with sustainability. 

  

  

Definition: Intelligence = Analyzed information 

  

Please give a short description of _____’s business: 

 

Please describe your role at_____: 

  

  

  

Sustainability: 

  

Why is sustainability important for_____? 

  

  

  

  

What is_____’s opinion regarding societal issues? 

  

  

  

  

What is_____’s role when it comes to societal issues? 

  

  

  

  

What is_____’s opinion of profit maximization? 

  

  

  

Please rate the importance of the following areas (1-10): 

  

Environmental impact: 

Water use: 

Energy use: 
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Employee health: 

Worker safety: 

Employee skills: 

Supplier viability: 

 

Are there other areas of importance to address? If so please give examples: 

  

  

  

Intelligence: 

  

How does _____identify societal issues? 

  

  

  

Briefly explain _____’s intelligence process (from gathering data to strategy implementation): 

  

  

Does _____systematically search for societal issues to target? (Underline your answer) 

Never, Rarely, Sometimes, Often, Frequently 

  

  

  

Does _____only address societal issues that are just relevant to the business? Please elaborate on 

this further: 

  

 

Strategies: 

  

What main factors influence _____’s business choices? 

  

  

How does _____ prioritize between societal issues to focus on? 

  

  

  

What variables are of importance when building a sustainability strategy? 
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How does _____measure success regarding sustainability? 

 

 

What challenges are common when working with sustainability? 

  

  

  

Does _____ prefer a long term- or a short term sustainability perspective? Please elaborate on this 

further: 

  

  

  

Is_____’s work regarding sustainability driven by external pressure (e.g. public opinions, 

reputation)? Please elaborate on this further: 

  
  

 

Thank you for taking your time to answer our questions, we 

appreciate your help and wish you a good day! 
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