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ABSTRACT 

This research extends the concept of corporate social responsibility (CSR) by 

proposing that it should be operationalised as a management obligation and 

redefined as management social responsibility: MSR.  The contribution of this 

research comprises two strands.  First it addresses the practicalities for managers 

initiating and implementing MSR as an integral managerial duty.  The 

contentiousness of defining CSR is addressed by applying a conceptual 

framework based on an analysis of the works of social scientist and management 

theorist, Mary Parker Follett (1868 ï 1933).  Secondly, Follettôs work is 

synthesised and offered as a starting point to deal with other management 

demands in theory and practice.   

The case for MSR invokes the same principles for the elimination of workplace 

discrimination, not for economic reasons but because it represents socially just 

and moral business conduct.  Follettôs belief that management possesses the 

capability to advance human welfare was assessed during research in 20 

organizations across public, private and non-profit sectors in the UK, France and 

the USA.  Semi-structured interviews with 23 practicing managers, ranging from 

CEOs to junior managers, produced data on the feasibility of implementing MSR, 

which was validated by experiences from operationalising other social issues in 

management.  As a result the concept of MSR evolved in which business 

management is central to a beneficial relationship with all stakeholders  

The overall qualitative findings of this research indicate that business 

management attitudes and practice are inclined towards initiating socially 

responsible business activities.  By examining the challenges to managers to 

accept MSR, their motivation and capability to implement it have been analysed.  

This analysis informed proposals for a practical framework and professional 

partnerships to absorb Follettôs philosophies that inform MSR.  Subsequent 

developments can be expected as managers become familiar with MSR, which 

will contribute to the evolution of theory and practice.    
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PROLOGUE 

 

This thesis was written by a manager. Over a span of many years I won my spurs 

in large and small organizations, in austere times and in generous ones.  My 

voyage to presenting this PhD took a long, meandering route with a little diversion 

into consulting.  It was only when my children were choosing universities that I 

thought about my own education and studied for my MBA.  That was when I 

discovered the management writer Mary Parker Follett and ruefully wished Iôd read 

her work when wrestling with intractable problems in my former life as a manager.  

For my research into corporate social responsibility (CSR) I reverted back to the 

perspective of a manager.  Over my career Iôd witnessed many advances in social 

issues in management.  Most notably, progress operationalising equality and 

diversity occurred when it was removed from the responsibility of the óequal 

opportunities departmentô (or similar) and managers took it on as part of their 

everyday duties. Thatôs when I realised that for all that had been said about CSR 

being a management issue, nobody had explained to managers, like me, how to 

go about it - apart from Mary Parker Follett.  Often neglected, yet called a óprophet 

of managementô by Peter Drucker (1995:1), Follett tells her audience how to make 

CSR into MSR: management social responsibility.  Please join me on my journey 

to look at the future of CSR, through Follettôs eyes and to listen to her voice.    
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CHAPTER 1 

Management social responsibility: MSR  

1.1  Introduction 

The overall aim of this research is extend corporate social responsibility (CSR) 

theory by making it a management responsibility incumbent on each manager to 

operationalise. This will become known as management social responsibility: 

MSR.   It will be achieved by using the work of Mary Parker Follett (1868 ï 1933) 

to develop a model that is understandable and of practical use to managers and 

will create a mutually beneficial relationship between business and society.   

For many managers, CSR represents an organizational policy with which they 

comply.  This thesis aims to show that, whether private, public or non-profit 

sectors, this approach is not fit for modern business management and transfers 

the onus from CSR to MSR.  It does so using the ideas and philosophies of Mary 

Parker Follett to analyse the capabilities and inclinations of managers to make 

business management a social as well as an economic function.   

1.1.2  Follett concepts: integration, coordination and power-with 

The main ideas of Follett that are used to formulate MSR and to assess whether 

managers have the capability and inclination to make CSR into MSR are 

integration, coordination and power-with.  These three concepts are linked by two 

overarching principles of the law of the situation and Follettôs notion of leadership 

and followership.  These five concepts are summarised here and will be referred 

to throughout this thesis. 

Integration 

Conflict should be approached as a positive occurrence that creates energy and 

produces something new which brings diversity and innovation.  Follett advocates 

analysing the elements of conflict and finding ways to integrate them for novel and 

inventive solutions.  The alternatives are compromise or domination, in which one 

side gives up something, or everything; the result is that no-one is satisfied and 

the conflict keeps going or returns later.   
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Coordination 

Coordination begins with direct contact between parties, regardless of status but 

dependent on expertise and relevance.  Secondly all parties should be involved at 

the earliest possible stage.  Thirdly, the inter-relation of decisions must be 

understood and responsibility is taken for repercussions on others in the group 

and wider afield.  Fourthly, the whole process must be continual and not set up for 

special occasions. Coordination integrates the power of individuals and groups to 

produce long-lasting ideas and new approaches to productive and harmonious 

business and societal relationships (Follett, 1941:297). 

Power-with 

Follettôs concept of power-with is based on relationships that grow power jointly.  

Power and experience are pooled by individuals which unifies the group to 

achieve its objectives.  Traditionally, power-over is the norm whereby one person, 

group or nation asserts power over others but eventually resources needed to 

perpetuate it become exhausted and power is lost to a stronger force.  Follett 

explains that simply delegating power is not enough, the capacity to deal with 

power needs to be developed so that people, or groups, are not set up to fail 

(Follett, 1924; Graham, 1995).   

The law of the situation 

The law of the situation focuses on the realities of the actual situation.  This means 

that hierarchy, personal interest and emotional attachment to the matter at hand 

are disregarded.  Instead the situation is analysed and the individuals with the 

most expertise - whether machine operatives, clerks, warehouse staff, managers, 

etc. - contribute to identifying the core issues of the situation.  Consequently, facts 

are isolated and discussed bringing forth the most appropriate solution to any 

situation using power-with, integration and coordination.   

Leadership and followership 

Leaders and followers combine to make all parties aware of their power to 

transform their communities, whether in business or wider society.  The best 

leaders make followers aware of the power that followers possess and how they 

can exert it and develop power-with.  Leaders enable followers to participate in 



4 
 

leadership by building capacity to use integration and power-with effectively, to 

take part in coordination confidently and to follow the law of the situation.  An 

inherent element of Follettôs idea of leadership is for the leader to create a vision 

for others to follow, which she calls óthe invisible leaderô (1949, 1970).   

1.1.3  Key themes and objectives 

The key themes visited in this thesis include raising awareness of the usefulness 

of Follett to practising managers and to scholars.  Furthermore, a new dimension 

of CSR is proposed that employs Follettôs concepts of management as a power 

unifying community and business to create a sustainable model for longer term 

prosperity.  The process for achieving this will be to utilise the existing skills of 

managers to make social responsibility their personal duty similar to the way in 

which equality and diversity became a normative management function.  By 

switching the emphasis from the commercial role of business in society to one 

where, through management, it contributes to social advancement, a new 

beginning for CSR will be presented.  In order to achieve this, the following 

objectives were formulated:  

¶ To review literature and established sources of knowledge, to advance CSR 

theory by combining it with socially responsible theories of Follett. 

¶ To evaluate the data to establish the inclinations and capabilities of 

practitioners of management to operationalise management social 

responsibility (MSR). 

¶ To analyse data to explore the perceived hurdles to adopting MSR as a 

normative management function.  

¶ To use research findings to propose practical steps to enable managers to 

apply the concepts of Follett as part of socially responsible management.   

1.1.4  CSR theoretical framework 

In this exploratory thesis, the main CSR theory used to assess its extension into 

MSR is the integrative CSR element of stakeholder theory (Freeman, 1984, 2010).  

Stakeholder theory encapsulates the proposition that groups upon which an 

organizationôs existence depends have to be acknowledged individually and as 

combined forces (Donaldson and Preston, 1995; Freeman, 1984, 2000, 2010).  
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Integrative stakeholder CSR specifies that decisions about economic strategy 

must take account of ethical, social and environmental impacts (Freeman, 

2010:258).  Where Follettôs ideas are ahead of integrative stakeholder theory is 

that she advocates a highly proactive and anticipatory stance.  From this position, 

interdependencies of stakeholdersô interests are sought and unify individuals into 

a group to advance the welfare of society.  At the centre of this position is 

management.  Its skills and capabilities are used to ensure that society and 

business share power to make choices and the community takes control of its 

problems in order to solve them (Follett, 1918:235). 

1.1.5  Research methods 

Qualitative methods were chosen to investigate the practicalities and feasibility of 

MSR using an interpretivist paradigm and adopting a hermeneutic stance.  The 

justification for this approach is that CSR is a socially constructed concept 

interpreted according to the organizational culture, backgrounds and changes in 

horizons experienced by respondents (Burrell and Morgan, 2003; Gadamer, 

1979).   

From the perspective of a manager, the research was designed to uncover views 

about CSR from practising managers.  Issues of personal and organizational 

values informed the question of whether the proposition for CSR to become MSR 

would be achievable.   The stumbling blocks to doing so and the changes to 

attitudes, structures, education, training, and leadership that would be required 

were addressed.  This led to formulating the following questions about how 

managers went about their duties and to what extent they employed, albeit by 

proxy, the concepts of Follett.  The questions fell into three broad categories.  The 

first was a narrow, personal perspective of managers, which involved their values 

and experiences.  Secondly an understanding was sought as to how managers 

saw their organizational culture and priorities.  Thirdly, the way in which managers 

interpreted the conceptual and abstract nature of CSR needed to be understood.     
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1.1.6  Research questions:   

¶ A) How do managers comprehend CSR and their role in its 

implementation?  

¶ B) If social responsibility were to be made a managerôs obligation - similar 

to a duty towards equality and diversity - what needs to be done to enable 

them to deliver this obligation?  

¶ C) Although by proxy, to what extent do managers use the concepts of 

Mary Parker Follett in their everyday work?  These concepts are 

integration; power-with; and coordination.  They are linked by two 

overarching concepts, the law of the situation and organizational vision, 

known as the óinvisible leaderô (Follett, 1970:1).  The concepts concern 

integrating interests to deal with conflict and differences, building 

relationships and empowering individuals and groups according to needs.  

¶ D) Do managers have the skills to operationalise MSR by creating 

relationships with wider society to integrate, coordinate and share power-

with, as envisaged by Follett? 

¶ E) To what extent can an organizationôs leadership affect the attitudes of 

managers and all employees towards CSR?  

¶ F) Are there any differences between how male managers and female 

managers approach CSR and attendant issues? 

¶ G) What would need to be done to make management a profession with 

standards and codes of practice committed to MSR?   

These questions formed the basic framework of the interview protocol.  They were 

adjusted according to responses and in relation to establishing the likelihood, 

feasibility and practicability of extending CSR to become a personal obligation of 

each manager.   

 

The advantage of using Follettôs lens to view the future of CSR meant that a 

unique angle was taken to examine its deployment.  From Follettôs perspective, 

existing standpoints on CSR were set aside; these ranged from business cases to 

ethical, altruistic ones.  Unlike Follettôs approach these positions did not address 

building relationships with society prior to other strategic objectives being 

formulated.  Further, by adopting this reversed stance and putting society first, the  
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role of managers becomes crucial because it puts them in control of social 

responsibility.  This moves the concept from an impersonal organizational 

objective to an individual obligation.  Emanating from this position is the issue of 

how managers could operationalise Follettôs CSR in a way that drew upon their 

strengths and expertise, skills and capabilities.   

 

CSR has been part of main-stream management theory since Archie Carrollôs 

acclaimed model was published in 1979 (Crane, Matten and Spence, 2008).  

Subsequent research into CSR focused predominantly on the business case 

(Carroll and Shabana, 2010; Porter and Kramer, 2002; 2006), stakeholder theory 

(Freeman, 1984; Munilla and Miles, 2005) and corporate citizenship (Matten, 

Crane and Chapple, 2003).  Other academic works have cited the possibility of 

fresh emphases on CSR.  These ideas range from markets at the óbottom of the 

pyramidô (Prahalad and Hart, 2001), to the notion of political CSR (Scherer & 

Palazzo, 2011), and to its óhitting a glass ceilingô (Nijhof and Jeurissen, 2010:618).  

Finding a fresh beginning for CSR, with longer term objectives that build on a 

dynamic interaction of relationships, would open a new window on business and 

its responsibilities to society and vice versa.  Such a beginning resonates with 

what Follett described as a ócircular responseô between business and society 

(Follett, 1924:300).   

 

1.1.7  Defining CSR 

The challenges to business emanating from the global financial crisis (McNally, 

2009; Windsor, 2013) and loss of confidence in corporate governance (Schrempf, 

2011, 2012) together with the increase in competition from emerging economies, 

present CSR with a number of problems (Berman and Van Buren, 2015; Kemper 

and Martin, 2010; Mawer and Crotty, 2013, 2014, 2015).  Not least of these 

problems is the vague definition for CSR, which, as illustrated by the data in 

chapter 5, is interpreted so broadly as to mean anything tentatively connected with 

general good works in which organizations are involved.  However, where this 

thesis explores new ground is to exploit this lack of a definition and use it as a 
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liberating device to encourage managers to propose creative and innovative ways 

to operationalise CSR.  Nevertheless, so as to place the range of understanding of  

CSR into context the following definitions are cited, 

¶ óCSR encompasses the economic, legal, ethical, and discretionary 

expectations that society has of organizations at a given point in time.ô 

(Carroll, 1979: 500).   

¶ óThere is one and only one social responsibility of business - to use its 

resources and engage in activities designed to increase its profits so long 

as it stays within the rules of the gameéwithout deception or fraud.ô 

(Friedman, 1962:27) 

¶ óCorporate responsibility (CR)éCSRé or business sustainability, 

addresses the ethics of an organisationôs activities and how it operates in a 

way that is viable over the long term. These two factors are intrinsically 

linked, as a business that damages the systems on which it depends will 

ultimately be unsustainableô (CIPD 1st September, 2015) 

http://www.cipd.co.uk/hr-resources/factsheets/corporate-responsibility.aspx) 

¶ óCSR is embedded in corporate policies and actions through respecting and 

protecting human rights, safeguarding the well-being of workers and 

communities, protecting the environment, and eliminating corruption 

through good governanceéwhich goes far beyond legal compliance and 

philanthropy.ô (World Economic Forum, 17th March, 2015 

https://agenda.weforum.org/2015/03/)  

The foregoing definitions illustrate the breadth of views about CSR.  However, at 

the root of all understanding of CSR is the relationship between business and 

society, which has been strained following various crises and incidences of 

irresponsible corporate behaviour in all sectors (Francis, 2013; Herzig and Moon, 

2013; Neville, 2014; Windsor, 2013). Interests of business and communities that 

appear in conflict have produced an environment of antagonism and polarised 

views, some of which have contributed to anti-capitalism movements (Barton, 

2011; Ibrahim, 2011).  Empirical chapter 6 references how it is in this area of 

conflict resolution that Follettôs concepts are remarkably relevant given her novel 

https://agenda.weforum.org/2015/03/
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views on integration and cooperation rather than taking sides and compromising 

with trade-offs.  

 

1.1.8  Follettôs contribution to management and CSR 

As described in chapter 2, apart from her work on conflict resolution, establishing 

Follettôs credentials as a sound basis for this thesis involved examining the works 

of renowned management writers.  Undoubtedly most of them believed that their 

ideas were original and unique, yet a review of historical scholarship illustrates 

how Follettôs thoughts appear in several strands of modern management theory.  

Similarly, although Follettôs contribution is identifiable in contemporary theories of 

CSR, there is no discernible acknowledgement of her work in mainstream CSR 

literature (Berman and van Buren, 2015; Carroll, 1974; Mawer and Crotty, 2013, 

2014, 2015; Sethi, 1975).  Therefore, it is apposite that, as CSR reaches a point 

where its validity is challenged, (Francis, 2013; Herzig and Moon, 2013; Kemper 

and Martin, 2010; Schrempf, 2012), the work of Follett can be seen as providing a 

framework to address tensions and incompatibilities between economic, 

environmental and social sustainability.   

Where Follettôs view of CSR differs fundamentally from accepted understanding is 

her belief in the power, integrity and capability of management as a profession to 

take on social responsibility as its duty.  Her faith extends to proposing that 

management educates the public as to what standards should be expected of 

business and how a relationship might be built that involves the sharing and 

development of power.  Thus empirical chapters 5, 6, and 7 explain that the 

qualitative research in this thesis examined how managers in their workplaces 

would respond to taking the MSR initiative to advance society.  By approaching 

CSR with Follettôs philosophy, the issue of whether CSR should be a strategic tool 

of management is placed to one side.  Instead, CSR is considered in the far 

broader context of where business and society sees itself in the future and the 

part that each manager can play in a business environment of cooperation and 

common interests.  The functional foundations of Follettôs ideas provide 

practicable steps of value to managers for operationalising CSR as MSR.  Her 
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ideas of continual coordination and societal engagement contribute to MSR and 

offer a new beginning for responsibility from all sectors and levels of hierarchies 

 

1.2.  Contributions of research 

1.2.1   Follettôs ideas past, present and future 

Over several years Follettôs theories and writings have been invoked by various 

management scholars with the focus on her contribution to human relations, 

systems, and organization theories (Barclay, 2005; Drucker, 1995; Enmoto, 1995; 

Fry and Lotte, 1996; Kanter, 1995; OôConnor, 2000; Parker 1984).  A minority of 

writers have cited Follettôs foresight in relation to stakeholder theory and ethics 

(Mele, 2006; Schilling, 2000), which leaves the question: why have Follettôs ideas 

not been applied to CSR?  At the outset, the major contribution that this research 

expected to make to CSR was to open up a new avenue of thought in relation to 

the role that business plays in society.  Viewing the idea through Follettôs lens, 

using her experience and the strengths and weaknesses of her concepts, also 

incorporated the perspective of a woman.  This added a further dimension to the 

study to assess managerôs attitudes to CSR along gender lines (Grosser, 2009; 

Grosser and Moon, 2005; Thompson, 2008).    

After studying and evaluating Follettôs work and following her footsteps from her 

early years as a young student in the1890s to her final lecture at the LSE in 1933, 

this thesis contributes to the body of work on Follett.  It does so by analysing her 

concepts in relation to socio-economics of the 21st century.  Simultaneous 

research with practicing managers led to this thesis making three main 

contributions to knowledge.   

¶ Firstly, the position of Follett in relation to CSR has been uncovered for 

other researchers and practitioners to follow.  This was confirmed in the 

literature review, which showed that Follettôs work had been neglected, 

particularly so during the period from the late 1960s to the first decade of 

the 21st century (Graham, 1997; Tonn, 2003).  It is in this same period of 

time that the majority of scholarly work on CSR was carried out and 

concepts formed and consolidated (Carroll, 1974, 1979; Davis, 1967; Lee, 
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2007; Sethi, 1975).  Therefore, incorporating Follettôs sociological, 

psychological, organizational, political, and management theories, this 

research offers a new perspective on CSR.  Apart from confirming that 

Follett has not been referenced in CSR scholarship, this thesis notes that 

emerging trends of CSR are identifiable in her works.   

¶ Secondly, two tables have been constructed comparing Follettôs ideas with 

main theories of management and CSR, thereby offering a simplified 

introduction to her work for management researchers and practitioners.  Of 

further use to managers, particularly in relation to finding a starting point for 

MSR activities, Follettôs concept of coordination has been converted into 

graphical form to provide a quick reference.     

¶ Thirdly, research with managers in a range of organizations informs the 

final proposal for an evolved CSR based on Follettôs ideas and referred to 

as management social responsibility: MSR.  The proposal for MSR 

incorporating Follettôs main concepts is presented as a graphical model for 

managers to consider and to form the basis of the development of the 

concept.  In order to assist advancing MSR, a framework has been devised 

for managers and organizations to plot their current position and the one to 

which they aspire.   

1.2.2  Theoretical standpoint 

As has been explained, this thesis pushes the boundaries of CSR theory and uses 

Follettôs ideas to synthesise conceptual frameworks from management, ethical, 

social contract, and feminist principles.  All of which are apt given that corporate 

behaviour has been given more prominence in the wider public, partly due to 

greater awareness arising from technological advances in mass communication.  

Thus, this thesis does not fit easily into accepted scholarly categories that relate to 

CSR.  However, of more relevance to the relationship between business and 

society, in true Follett fashion, this thesis is placed firmly in the field of practical 

advice to managers on how to operationalise and advance CSR.  Nevertheless, 

this advice is based on established CSR and management theory, adapted for a 

modern globalized business environment and development of ethical 

understanding.  The argument that this presents to scholars and managers is that 

over the years, as management theory has advanced, CSR theory has been 
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catching up.  Where this thesis proposes using theory to enhance the relationship 

between business and society, involves reversing the process.   This reversal 

places CSR theory in the vanguard, driven by managers, with management theory 

and practices following suit.   

By challenging the existing evolution of theory, this thesis offers a novel approach.  

It does so by incorporating Follettôs interpretation of CSR, accessing the most 

socially responsible aspects of management theory and utilising integrative 

elements of CSR stakeholder theory.  The end product is an innovative, 

understandable and practical methodology for managers to follow, which will be 

understood as MSR.     

1.3.  Structure of this thesis 

The structure of this thesis is as follows: 

Chapter 1 INTRODUCTION: Sets out the background, overall aim, objectives 

and theoretical standpoint. 

Chapter 2 FOLLETT, HER LIFE AND WORK: Reviews Follettôs literature in the 

context of her life experiences that support her credentials in relation to extending 

CSR as MSR. 

Chapter 3 LITERATURE REVIEW: Examines the evolution of CSR literature to 

identify trends and anticipate the next stages of the concept.  Compares CSR 

theory with concepts of Follett and integrates the most compatible elements to 

advance society through business management.   

Chapter 4 METHODOLOGY:  Explains the choice of qualitative methods using 

an interpretative paradigm and hermeneutic inquiry.   

EMPIRICAL CHAPTERS: A short introduction to the empirical chapters is  

 given in which Follettôs concepts are reiterated and abridged information 

 about respondents is given in table7. 

Chapter 5 MANAGEMENT AND CSR: Managers explain why they do or do not 

want to engage with CSR and what needs to be done so that they will 

operationalise MSR as an individual managerial obligation.  Follettôs concept of 

integration underpins this chapter, the essence of which is about the conflict 
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between business and society and how that conflict creates ambivalence towards 

CSR.   

Chapter 6 RELATIONSHIPS: Data illustrates that the majority of managers in 

the study subscribed to the idea that business and communities could do more for 

each other to advance society.  The question of motivation to engage with MSR is 

assessed based on views, experiences, inclinations, and values.  Using Follettôs 

models of integration and coordination to build relationships the experiences and 

capabilities of managers are assessed and interpreted to determine the 

practicability of MSR.  

Chapter 7 POWER- WITH: An evaluation is made of the inclinations and 

capabilities of managers to operationalise MSR.  The extent to which Follettôs 

power-with is used by managers is assessed and the implications for 

implementing MSR are addressed.  Follettôs concept of the invisible leader and 

organizational vision to is investigated to gauge the effect on respondentsô interest 

to engage with MSR.   

Chapter 8 CONCLUSION:  The contributions made to theory and practice are 

described and summarised in tables and diagrams.  An overview of where 

management stands in relation to operationalising CSR is set out.  The 

experiences of managers and how these might impact on implementing MSR is 

summarised and linked to the importance of leadership.  Limitations of the 

research especially with regard to the small numbers in the study are addressed 

together with unanswered questions.  Any recommendations for future research 

are outlined and the steps needed to move CSR to MSR are described.     

 

  



14 
 

CHAPTER 2 

Mary Parker Follett, her life and work 

 

2.1  Overview 

This chapter follows the structure of this thesis as set out in the introduction 

chapter, para 1.3.  The chapter examines the work of Mary Parker Follett with the 

objective of using her concepts to inform an extended theory of corporate social 

responsibility (CSR) that will be known as management social responsibility: MSR.  

Although her work predates the majority of scholarly work on modern CSR, 

Follettôs ideas on relationships are pertinent because the essence of CSR is the 

relationship between business and society.  It is in the area of the relationship of 

individuals and the groups they form that Follett anticipated several theories of 

business management and the development of society.  An understanding of 

Follettôs philosophy on managementôs role in society is based on a review of all 

her known writing that has been compiled into a summary of Follettôs concepts 

and compared with main management theories which are contained in table 2.2.2.  

These illustrate the practical nature of Follettôs proposals and the way in which 

they can be found in modern management, further endorsing her appropriateness 

to inform the next stage of CSR (Ahen and Zettinig, 2015; Frederick, 1994).   

From a review of Follettôs work four main concepts were chosen as bearing the 

most relevance to advancing CSR as MSR.  These concepts were selected 

because they place managers at the centre of building relationships, integrating 

interests and responding to and anticipating the needs of business and society as 

a whole unit.   Fundamental to MSR is Follettôs notion of the vision that the leader 

creates for others to follow.   Although Follett did not specifically refer to social 

responsibility as a concept, her thoughts on it are identifiable.  These are brought 

together in this review of her work and are inherent in management committing to 

operationalise social responsibility. 

2.1.2  Structure of chapter two 

After reiterating the concepts used to develop MSR, this chapter goes on to 

establish Follettôs credentials as a contributor to concepts and theories of 
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management and society. A table is presented comparing significant management 

theories with Follettôs concepts and philosophy.  This comparison of Follettôs work 

with established management theory demonstrates her usefulness and relevance 

to the investigation in this thesis.  Bringing the chapter to a close, a critical 

appraisal is made of Follettôs philosophies and their relevance and shortcomings in 

relation to a modern, globalized business environment.  This links to the next 

chapter (4) where CSR literature is reviewed and research questions are 

formulated. 

2.2  Power-with, integration, coordination, and the law of the   

  situation 

Follett saw business management comprising an óexchange, or interchange, of 

servicesô (1941: 133).  Business people, therefore, should consider their work an 

essential function of society and their contribution should not óincrease private 

profit at the expense of public goodô (Follett, 1941: 133).  This could be achieved 

by the leadership promoting a vision for Follettôs methods of power-with, 

integration, coordination which are all applied according to the law of the situation.  

These concepts are explained in the introduction in para 1.1.2 and summarised 

briefly below. 

Power-with 

Power-with pools individual power so that each member of a group acquires 

power from the capabilities of the group as a whole (Graham, 1995:25).  (Follett, 

1941:101). 

Integration 

By using conflict creatively and identifying and integrating interests something new 

is formed, which brings in diversity and innovation.  Follett, 1924:78-91).   

Coordination 

Coordination involves direct, early contact between parties, regardless of status 

but dependent on expertise and relevance (Follett, 1941:297). 

 

The law of the situation 

Decisions should be made according to the realities of the actual situation, 

regardless of hierarchy, personal interest and emotional attachment to the matter 
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at hand (Follett, 1941:111).   

Leadership and followership 

Leaders and followers combine to make all parties aware of their power to 

transform their communities, whether in business or wider society (1949:1, 

1970:37-39).   

All these concepts will be identified in the following assessment of the work of 

Follett and their relevance to CSR as a management responsibility is discussed in 

order to develop MSR. 

2.2.1  Mary Parker Follett and management theory 

The foresight possessed by Follett and the way in which her theories of 

management have been adopted, although often not ascribed to her (Graham, 

1995), provide a lesson to scholars of management.  For example the tortuous 

journey travelled to hone and formulate theories such as conflict resolution could 

have been expedited if Follettôs ideas had been recognised and absorbed (Fisher 

& Ury, 1983).  The processes that led to the development of negotiations 

achieving ówin-winô had been identified by Follett during the 1920s.  Whilst gaining 

recognition from Juran (1995), Enomoto (1995) and other Japanese business 

experts for her ideas on quality management, team work, systems theory, to a 

large extent, Follett has been unappreciated.   

Theories of the firm, management, organizational learning, and stakeholders have 

evolved with increasing levels of humanity at each stage.  The fact that each of 

the theories has a variety of interpretations makes the alignment of their historical 

development with CSR and its many definitions all the more interesting as 

illustrated in table 2.2.2.  There are undoubtedly concepts that Follett would 

champion when looking back over 75 years since Coaseôs theory of the firm 

(Coase, 1937).  She would probably appreciate the evolution of the firm as a 

vehicle that co-ordinates the interests of stakeholders (Freeman, 1984; Freeman 

and Evan,  

1990), as well as understanding calls for CSR to become a normative and integral 

part of business strategy (Scherer and Palazzo, 2007; 2011).  It is likely that 

Follettôs desire for social justice would incline her to envision a wider social 
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contract with communities and business, supporting each other, doing no harm 

and assisting when in need (Matten and Crane, 2005).   

In terms of Follett in relation to CSR, as shown in the table 2.2.2, her ideas have 

resonance with several management theories.  However, fundamentally Follett 

believed that, whether at the highest executive or the lowest operator level, work 

was the most important contribution that an individual could make to society.  

When this contribution was part of a circular process the end result was the 

organic growth of a complete whole within which the blossoming of the individual 

was the end and the group was the means to that end (Phipps, 2011).  Therefore, 

treating people as a means to an end will never produce the greater good.  It was 

a question of acquiring a perspective on the greater good of both the individual 

and the group as a process of circular responsiveness.  Where tension 

materialized, the individual should consider whether the individual good harms the 

group; if so, it was not a true good and should be surrendered.  Follett thus 

demonstrates how she synthesizes concepts of individualism with collectivism, 

combining two incongruent theories (Ryan & Rutherford, 2000).   

The test that accepting Follettôs ideas presents is around reconciling the desire for 

unambiguous answers when the complexity of the worldôs problems eludes clear-

cut solutions.  This is particularly apparent when she introduces paradoxical 

juxtapositions of concepts such as integration leading to diversity and power-with 

leading to conflict.  To understand Follett it is necessary to grasp her view of 

constructive conflict as a force for good and creativity because it gives energy, 

leads to diversity, which produces innovation and growth.  Thus the conflict that 

between business and society or within can be harnessed for wider benefit 

whereupon all business management becomes part of a social service (Follett, 

1941:27-32). 
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2.2.2 Management theories and concepts compared with Mary Parker Follett's 

 philosophies  

Theory and key features Follett 

Theory of the firm 

Capturing value through reducing costs of 

transaction between elements creating 

wealth for the benefit of the owners. 

Management's inability to cope with internal 

divisions could reduce optimum results 

(Coase, 1937; Cyert and March (1963) 

Business should see itself primarily as a 

social and not an economic function. 

Efficiencies should be accessed through 

collaborative working internally and 

externally. Follett had trust in individuals and 

especially management. The key was to 

ensure an understanding of the whole and 

use integration to work for a common 

purpose 

Scientific management 

Standardised processes; workers not 

trusted; work monotonous; controlled by 

rewards and sanctions and output targets 

(Taylor, 1911) 

A scientific standard in business is 

necessary. Managers need knowledge about 

technical aspects to allocate responsibilities 

and build capacity in workers' capabilities. 

The focus of the firm should be on the human 

beings as managers, workers and the wider 

community   

Human relations  

Team work; treating employees fairly and 

rewarding well; managers of similar status 

cooperating across departments  (Fayol 

1988; Herzberg, 1987; McGregor, 1960) 

All work should contribute to the greater good 

of society in which business management 

was a driving force. Power-with and 

relationships between individuals and groups 

created the ideal functional unit. Cross 

functioning according to the law of the 

situation and skills and capabilities of 

individuals and not status 

Morality and ethics in business  

Ethical managers should take account of 

spiritual and welfare needs of employees; a 

social conscience was a prerequisite for 

business to be run with integrity  (Barnard, 

1938; Bowen, 1953; Sheldon, 1924) 

Integrity in leadership and management are 

fundamental to sustainable prosperity.  The 

evolution of the individual and their 

interaction in organizations and society 

formed the foundation of something greater 

than a business entity. Management should 

develop the spiritual side of work and use the 

same skills to enhance society 

Resource based view 

Tangible and intangible resources, which 

include people, should be coordinated to 

produce a competitive advantage  (Barney, 

1991; Penrose, 1959; Wernerfelt, 1984) 

Treating workers with respect and involving 

them in decisions ensures resources to 

deliver the maximum return.  Novel and 

unforeseen resources can emerge through 

coordination, integration and building 

reciprocal relationships internally and 

externally 

Systems theory 

Flexibility, cross-functional working in 

matrix configurations; opposite to scientific 

management. Awareness of a whole 

system where each part may affect another 

in a circular process (Galbraith, 1971; 

Kofman and Senge, 1993; Lawrence and 

Lorsch, 1967) 

Follett's concept of ócircular responseô is 

about the evolving nature of influence one 

individual has over another and consequently 

the effect on systems as a whole. Follett's 

thought that management should operate 

circular response internally and externally to 

involve wider society for the greater good  
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Theory and key features Follett 

Learning 

All organizations need to learn and apply 

their learning to survive. Firms, 

communities and states should put in place 

a system to capture learning and share 

acquire knowledge (Argyris and Schon, 

1978; Revans, 1972, 1998; Senge, 1990)   

Learning was about more than acquiring 

skills. Management should be part of a whole 

system of societal learning about democracy 

and rights. People should understand how to 

organize experiences into a learning episode. 

Life-long learning should be part of life in and 

out of work and be facilitated and driven by 

management as a profession 

Stakeholder theory 

Groups upon which an organizationôs 

existence depend have to be 

acknowledged individually and as 

combined forces. The primacy of 

shareholders is challenged and social 

responsibilities weighed against generating 

profit (Donaldson and Preston, 1995; 

Freeman, 1984; 2010) 

Interdependencies of stakeholdersô 

overlapping interests are wider than those in 

accepted model.  Follett saw power gained 

from a coalescence of individuals as group 

forming a force to be recognised, utilised and 

mobilised. Management should use its skills 

to grow co-active control and power-with to 

drive democratic participation and educate 

the public about what they could expect of 

business management.  Coordination 

identifies imperatives and interests so as to 

integrate them for the greater good of the 

group according to the prevailing situation 

Social contract 

 Ancient philosophy of cooperation and 

respect. Business should work to enhance 

society because they gain from systems 

and social structures to which everyone has 

contributed. Integrative social contracts 

require morality and support from business 

towards society (Donaldson and Dunfee, 

1994; Handy, 2002; Locke,1947; Mill, 1859; 

Polanyi, 1944, 1947) 

Follett disputed the classic concept of the 

social contract because it did not grow social 

power from an integration of interests but 

tended towards giving assent and not 

participating in decision making.  Instead 

individuals should unify their interests to 

create a foundation of power to advance 

society. The individual and society did not 

have any mutual worth or validity without the 

other 

Innovation 

Creative destruction leads to innovation 

that produces competitive advantage but 

can destroy organizations in the process. 

Managers should create a climate in which 

ideas are generated to challenge the status 

quo (Drucker, 1985; Prahalad and Hamel, 

1990; Schumpeter, 1934) 

Conflict should not be feared but expected 

and embraced as part of life. Friction 

produced energy that should be harnessed 

and exploited. Follett's process of integration 

and coordination to deal with conflict 

produced diversity and the introduction of 

novel ideas and methods by engaging with 

as wide a group of society as possible 

Empowerment 

Employee autonomy and entrepreneurship 

should be facilitated by managers through 

development and devolving responsibility.  

Sharing information and experiences 

creates the environment to encourage 

taking responsibility  (McGregor, 1960; 

Peters, 1987; Wilkinson, 1998) 

Follettôs concept of power-with bears 

similarities to empowerment.  She extends 

the idea to working across hierarchies and 

developing people and relationships to 

embed power-with.  Management should use 

its skills to promote power-with beyond the 

workplace so that management ensures that 

ósociety should be so organized that 

standards and power evolve togetherô 

(1924:193) 



20 
 

Theory and key features Follett 

Bottom of the pyramid 

The needs of the world's poor should be 

considered by (MNCs) to extend their 

customer base and to engage with 

customers whose lives would be enhanced 

by this engagement  (Prahald and Hart, 

2001) 

Follett promoted a model for communities to 

engage with industry - in the form of a 

combination of capital and labour - to press 

for representation at national levels. 

Integrating interests formed power bases for 

the greater good of society.  Follett's school 

centres helped disadvantaged groups that 

were neglected by state and social services  

Dynamic capabilities 

Organizations are a collection of 

capabilities that to be developed and 

harnessed for prosperity and competitive 

advantage. Managers should facilitate an 

open and creative environment where 

capabilities are grown and aligned to 

produce distinctive resources (Eisenhardt 

and Martin, 2000; Teece, et al, 1997) 

Management demonstrates leadership by 

cultivating relationships across and between 

all levels of an organization so that a power-

with environment is created that is proficient 

at capturing and deploying capabilities to 

achieve a strong market presence.  The 

same skills are extended to the wider 

community and used by managers to 

promote democratic engagement, citizenship 

and life-long learning 

Feminist management  

Management's assigns gender roles and 

uses power with regard to all stakeholders. 

Feminist ethics inform non-hierarchical 

principles, embrace diversity and redress 

the powerlessness of certain sections of 

society. Cultural feminism focuses on 

building and nurturing relationships 

(Grosser, 2009; Knights and Tullberg, 

2012; Morton and Lindquist,1997; Roberts, 

2012) 

Power-with unifies reciprocal relationships 

that are fundamental to ethics. The inherently 

masculine management culture in 

corporations appears to use conflict to take 

power-over. Integrating interests to deal with 

conflict would promote diversity to introduce 

sustainable business models working 

towards the long-term interest for the widest 

prosperity. Management contributes to wider 

society through  coordination to produce 

diversity and involve all communities to 

develop human welfare and democracy  

   

2.3  Mary Parker Follett and MSR  

So as to place the work of Mary Parker Follett in the context of MSR as a 

management issue, the milestones and influences on her ideas are examined 

here.  The pertinent aspects of Follettôs life and her main concepts are examined 

and subsequently are used to inform the research questions (para 1.1.6).  A major 

source of information is the detailed biography of Follett by Joan Tonn (2003).  

Other authors have captured the significance of Follett particularly Pauline 

Graham who obtained insights on Follettôs influence on management from several 

management luminaries, including Peter Drucker and Rosabeth Moss Kanter 

(Graham, 1995).  More recently a book compiled by Francois Heon, Albie Davis 

and others illustrated Follettôs relevance to modern management and leadership 

(Heon, et al, 2014).  An essential archive is Dynamic Administration (1941) by 
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Henry Metcalf and Lyndall Urwick, which comprises the edited papers of Follett 

and were rescued from destruction after Follettôs death in 1933.  All these 

contributions, together with historical documents some of which were written by 

Follett and viewed at the Schlesinger Library, Harvard University, have built a 

picture of the essence of Follettôs work which follows next.   

2.3.  Background 

Follett came to prominence writing about her research on Americaôs House of 

Representatives.  There she witnessed the growth and manipulation of power 

through relationships and identified uses of it in terms of management and society.  

During her experiences as a social worker and educational campaigner Follett 

developed her concepts of the synthesis of the individual and groups and their 

potential contribution to democracy through participation.  Inevitably conflicts were 

witnessed by Follett during the interplay of power and clashes of ideas.  However, 

she viewed these situations through the lens of a scientist and evaluated the 

positive elements of conflict, which she considered led to diversity and creativity.  

Overall, Follett saw the power of business management as a beneficial force in 

society and one that could provide a model for individuals, communities, 

organizations, and nations to cooperate for the greater good.   

2.3.2  Early years 

Mary Parker Follett was born into an established Quaker family in Quincy, 

Massachusetts on 3rd September, 1868.  Her birth was two years after the end of 

the American Civil War during a time of social and political change that would 

impact on Follett and her family.  Follettôs early home life was largely miserable 

and lonely.  Her father, Charles Follett, had fought in the Civil War and his 

alcoholism, frequent absences and unreliability exacerbated her motherôs 

demands on Mary.  When Mary was sixteen years old, Charles died and she was 

propelled into great responsibility to care for her young brother and her invalid 

mother, whose health declined further (Tonn, 2003:16).  Fortuitously, her motherôs 

family status and connections ensured that Follett had access to an education.  

She was a student at the Thayer Academy, subsequently joining the faculty of the 

Harvard Annexe for Women, which was later to become Radcliffe College 

(Graham, 1995; Metcalf and Urwick, 1941; Tonn, 2003).  Follettôs six years at 
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Radcliffe were interrupted when she spent a year in England studying at 

Newnham College, Cambridge.  Whilst there she read history, law and political 

science and it was at Cambridge where her deep interest and affection for English 

life began (Metcalf and Urwick, 1941).  On her return to America, Follett began 

teaching at a private school and met Isobel Briggs, who was the head-teacher and 

who became her close companion for almost thirty years.  The influence of Briggs 

on Follett was significant for Follettôs intellectual and emotional well-being (Metcalf 

and Urwick, 1941; Tonn, 2003).  Briggs assisted Follett with her writing and but 

her main contribution was the support, encouragement and affection that had 

been lacking in Follettôs family life (Tonn, 2003).  

 

2.3.3  The law of the situation 

During her time at Newnham College, Follett delivered a paper to the Historical 

Society, which led to her first book, The Speaker of the House of Representatives 

(1896).  Follettôs propensity towards taking a forensic, scientific approach to 

establish facts was evident in the manner in which she analysed the expanding 

power of the Speaker.  The book received a positive reception and thrust Follett 

into the public consciousness and that of well-connected and powerful figures.  

One enthusiast was Theodore Roosevelt who declared his support for Follettôs 

work five years prior to his becoming the US president. The importance of the 

book has been validated over the years and has been hailed as a seminal work of 

political science, acknowledging Follett's resilient research given the secretive 

nature of the appointment and function of the Speaker's role (Berndtson, 2014; 

Novicevic, et al, 2013).  Follettôs analysis of the methods of the Speaker required 

examining how power evolved and was delegated.  Her assessment of power led 

Follett to develop her concept of óthe law of the situationô (1941:111), which was 

informed by the Speakerôs methods in the House of Representatives.  She 

described the process as being 

óéto unite all concerned in a study of the situation, to discover the law of 

the situation and obey that.ô (Follett, 1941:58)  

In practice this meant that the power of the Speaker had arisen because of the 

relationships the Speaker established and the óunifying influenceô he exercised 
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(1896:305).  By seeking agreement on what was the nub of the true situation and 

by analysing the contributing factors and consequences of dealing with the issue, 

the most effective outcome could be achieved.  The result was that power was 

devolved to the Speaker according to the situation; each situation was analysed 

and its real essence was agreed.  Thus the Speakerôs expertise in dealing with 

cases grew.  Through relationships, respect for his integrity was developed so that 

the Speaker was trusted to take account of the degree of impact of decisions on 

the group as a whole.  In this respect the law of the situation is apposite to MSR 

being designated as a duty to the most appropriate level of interaction between 

business management and society and not contained within the remit of the 

executive. Therefore, because óauthority should go with experienceéno matter 

whether it is up or down the lineô (1970:2), MSR would be developed and 

delivered by managers, rather than remain with a narrow group of decision makers 

in organizations.   Witnessing the advantages of this approach, Follett was mindful 

also of the implications when power was accrued to an individual and the risk that 

excess power could corrupt.  

Accordingly, Follett began to consider the necessity for democratic power to be 

developed so that everyone had an awareness of their potential power and were 

given the skills and understanding to deal with it effectively and responsibly.  

Follett saw this as a process to ógrow capacityô (1941:109), which is relevant to 

MSR and empowerment theory in management where responsibility and power 

are devolved with concomitant development of capability and capacity (Eylon, 

1998; Peters, 1987; Wilkinson, 1998).  Follett continued to advance her ideas 

about individual, group and societal fulfilment and the uses of power when in 1900 

she took up her duties in community work and later began studying business 

management (Graham, 1995; Metcalf and Urwick, 1941; Tonn, 2003).   

 

2.3.4  Democracy 

The early part of the 20th century held many intellectual and social challenges for 

Follett.  Her passion to see greater democratic participation of wider society had 

been sparked by her book on the Speaker. In 1902, with the launch of the 

Highland Union, a debating club in Roxbury, a rough area of Boston, Follett took 
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the bold step of recruiting Irish immigrant men to debate political and social issues 

of the day (Tonn, 2003:10).  Her aim was to build power and increase democratic 

participation ï in this case newly arrived urban poor ï through political 

engagement and discourse.  Seeing the development of power and democracy as 

a óprocess, not a productô (1941:195) Follett was undaunted by the lack of skills of 

her participants, being convinced that all individuals had the capability to improve 

society for themselves and others.  A prerequisite of Follettôs educational 

ambitions for communities led her to campaign for schools to be opened in the 

evening so that, as well as debating societies, a broad range of services would be 

available (Graham, 1997; Novicevic, et al, 2013; Schilling, 2000; Tonn, 2003).  In 

terms of MSR, the model that Follett chose to develop democratic participation is 

highly relevant and practicable.  By deploying management skills to build capacity 

and maximise capital, in this case the underused facility of schools, Follett enabled 

others to do more for themselves and anticipated integrative aspects of 

stakeholder theory (Follett, 1924:78; Freeman, 2010:258; Freeman and Phillips, 

2002).  Thus began Follettôs service to the community and the start of her crusade 

to offer education along with vocational guidance, skills and social development to 

immigrant neighbourhoods    

2.3.5  Community centres 

During the protracted negotiations to set up and develop the school centres, 

Follett formulated and honed her ideas about democracy, power, groups, and 

conflict resolution.  Finding opposition in most quarters, Follett grappled with the 

paradox of democracy.  She contemplated the fact that democracy was presented 

as accessible for everyoneôs benefit but was controlled by individuals who 

exercised power over others.  Follett envisaged a system of education from early 

years to adults in community centres.  Here individuals would be developed to 

learn to work in a group as a functional unit acquiring an understanding of 

leadership and participative democracy.  Translating this to MSR, by educating 

and empowering stakeholders and unifying with business management, 

democratic participation will drive new standards that advance the welfare of 

society through democratic cooperation.  Follett believed that  

óéno one can give us democracy, we must learn democracy. To be a 

democrat is not to decide on a certain form of human association, it is to 

learn how to live with other menô (1918:22).   
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By 1914 the centres Follett had proposed, fought for, set up, and ran were well 

established in Boston.  Each week 7,000 people were using the six centres thus 

proving her óentrepreneurial spirit and undeniable leadershipô as a social 

entrepreneur (Damart, 2013:462).  Furthermore, they provided a model that was 

rolled out in several parts of the USA (Damart, 2013:462).  During the years 1913 

to 1916 the number of cities operating Follettôs model for centres had grown from 

31 to 463 (Tonn, 2003:235).  Successfully implementing and developing the use of 

the centres gave Follett first-hand experience of how groups worked together and 

the barriers that prevented them from finding a common purpose for the greater 

good.  She later described this as the need to ófind the true principle of 

associationô (1918:279) wherein the gains of the individual or the group were valid 

only if they contributed to the greater good.  A decade later in 1928, elements of 

MSR can be found in Follettôs description of this principle in relation to business 

having a ódynamic sympathyô (1941:288) for the welfare of society and 

managementôs part in its advancement.  

 

Community development, democracy and social responsibility 

Articulating her concept that each businessperson could contribute to success and 

sustainability of communities, Follett related to her knowledge of biology (Ryan 

and Rutherford, 2000).  She noted that óit follows that while the cell of the 

organism has only one function, the individual may have manifold and multiform 

functionsô (1918:77).  The metaphor was used by Follett to propose that the 

function of individuals in society concerns relationships because they cannot 

behave as single cells.  It was the cause and effect of relationships that were 

essential for society and democracy as illustrated by her comment that,  

óWe cannot put the individual on one side and society on the other, we must 

understand the complete interrelation of the two. Each has no value, no 

existence without the otherô (1918:61/62).   

  

With this interrelation and interdependency in mind, Follett challenged the 

interpretation of Darwinôs notion of the survival of the fittest because more 

important was ómutual aidô of the individual in the group.  Species using mutual aid 

achieved the ógreatest developmentô and were óinvariably the most numerous and 
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the most prosperous (Follett, 1918:95/96).  Compared with the average life-span 

of a human being, most businesses are short lived (Barnard, 1938).  The relative 

lack of longevity of business enterprises, Follett attributed to looking for short-term 

gains and not seeking to build long-term, adaptable relationships of mutual aid for 

businesses to prosper óin the long runô (Follett, 1941:214).  By interpreting the 

notion of mutual aid as part of MSR, a business incentive can be discerned even 

though it would be against the principles of Follett who would urge the formation 

and development of a reciprocally beneficial relationship for moral and ethical 

reasons.  This means that the business case for CSR, would not hold any 

attraction for Follett because it would not be predicated on reciprocal beneficial 

relationships but on competitive advantage.  In order to achieve mutual aid for the 

long run, members of groups needed to be educated and enlightened as to how 

they could grow power and make a lasting contribution to the advancement of the 

group and, in due course, to society. The process for interrelationships should 

begin early in schools by 

óéevery cooperative method conceivableéchildren should begin to learn 

group initiative, group responsibility - in other words social functioning. The 

group process must be learnt by practiceô (1918:363).   

 

Follettôs concern about a lack of understanding and unwillingness to engage with 

democratic processes was confirmed in 1920 when she worked with minimum 

wage boards.  There Follett witnessed how opportunities for democratic 

participation were limited by attitudes.  The example she gave illustrated her point 

that, although the make-up of boards included a proportion of employees there 

were none who were 

óa minimum wage girl, butéthe most highly paidéthe initiative, energy and 

ability which have put them among the most highly paidéare the qualities 

which secured their appointment on the public boardé Not only their stake 

is different but their whole lives are different and this greatly affects their 

attitude in conference.ô (1924:190/191).   

 

In this example, Follett asserted that the óminimum wage girlô should be given the 

opportunities to acquire the óinitiative, energy and abilityô to contribute to a 

democratic discourse that would be to their individual and the group benefit 

(Follett, 1924:191).  Management had an opportunity and a duty here to facilitate 

the development of the óminimum wage girlô both within and outside employment 
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to make a democratic contribution to a ónew group we all of us together makeô 

(Follett, 1924:240).  Follettôs expanding experience of management led to her 

formulating more ideas that inform MSR about the part that managers could play 

in educating the public through the deployment of managerial skills, capabilities 

and commitment working with society for the greater long-term good.  Incipient 

elements of these concepts of management were evident in Follettôs second 

publication, The New State (1918).  Her work with the community was the basis 

for this book in which she set out her extended ideas about democracy.  Thus 

began Follettôs analysis of management, its functions and power; the development 

and use of power became a central topic of The New State (Follett, 1918). 

 

2.4  Concepts for MSR: power-with; integration; and coordination 

 

2.4.1  Power-with 

Power had long interested Follett especially since her discoveries researching the 

authority of the Speaker.  These laid the foundations of concepts that were 

crystallised during the formidable task of setting up her community centres.  

Meshing the varied interests and power bases of political ward bosses, education 

committees, school managers, and voluntary sector decision makers, gave Follett 

the opportunity to develop and practice her ideas about power and integrating 

conflicting interests.  It also gave her the fundamentals of her philosophies of 

management which she had the opportunity to practice when the centres were 

fully functioning (Graham, 1995; Schilling, 2000; Tonn, 2003).   

 

Two of Follettôs main ideas that are apparent in modern management coalesced 

during her years in community work; these were ópower-withô (1924) and 

óintegrationô (1918).  By educating people in her school centres, Follett envisaged 

individuals participating in and contributing to democratic decisions.  Whilst this 

was a laudable aim, the institutions that Follett needed for her centres, were run 

by authorities that did not share her enthusiasm.   Follett commented, 

óMany people, confident that their object is for the good of society, are 

willing to take measures to attain it which are essentially coerciveô 

(1924:191).    
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Follett recognised that those with power may have the best intentions but their 

intentions did not benefit those with little power or give them the opportunity to 

acquire power.  This recognition will be a consideration for MSR insofar as the 

broad interpretation of CSR has led to initiatives that, despite admirable aims, may 

not be in the best interests of wider society (Lorenzo-Molo and Udani, 2013).  In 

Follettôs opinion the way to encourage wider democracy was to develop groups by 

giving them the skills to work together effectively, to grow power for themselves 

and to use conflict creatively.   

 

Follett developed her concept of ópower-withô as a way to counter a minority 

having ópower-overô others (1941:101).  The essence of ópower-withô was that it 

could not be conferred but was grown out of cooperation and ócoactive controlô, 

(Follett, 1924:xii).  In contrast, power-over was likely to result in coercive and 

domineering control.  To emphasise the difference, Follett said that power-over 

was the type of power exerted óover a slaveô (1924:190).  Another problem of 

power-over was that it needed effort, energy and resources to maintain and would 

not promote the contribution of those without power for the ócommon purposeô and 

greater good (Follett, 1941:262).  Further distinguishing the nature of power, 

Follett explained that it was not the same as strength in that power could be 

generated by weakness (Follett, 1924:97; Sethi, 1962).  Citing the paradox of 

Germany after the conditions of the Treaty of Versailles in 1919, Follett said that 

the country was weakened to the point of óeconomic impotenceô (Follett, 1924:98).  

In 1921 Follett witnessed that Germanyôs superior óbargaining power was the 

result of the economic condition to which she had been reduced by demands 

made upon her by the Alliesô (Follett, 1924:98).  The antithesis of this approach 

was the system that Follett urged, which was to create an open, supportive and 

respectful environment where there was óan interactive influence going on all the 

timeô (Follett, 1941:76).  Power-with in any business, societal or group context 

emanated from combining each individualôs unique power, experience and 

knowledge (Graham, 1995:23; Follett, 1941:77).  This formed the nub of Follettôs 

thinking on power, which is inherent in developing MSR where managers use their 

skills to create a nexus of standards and scruples through collaboration to develop 

power-with among all stakeholders (Freeman, 1984, 2010).    
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Following the publication and generally favourable reception of The New State 

(1918), Follett took up offers to lecture and write articles.  An involvement with 

Harvard University to contribute to the curriculum for its new sociology courses 

preceded a momentous move for Follett when she took up post on the minimum 

wage board in Boston.  After working in vocational guidance, from 1920 onwards 

the wage boards gave Follett an additional insight into the lives of working people 

and their employers, which provided first-hand experience negotiating pay and 

conditions.  It also allowed Follett to acquire useful contacts among the business 

community and she built long-standing relationships and friendships with several 

executives (Graham, 1995; Metcalf and Urwick, 1941; Tonn, 2003).  Follettôs 

transition through political science, to social problems and administration, and 

ultimately to organizational theories and practices, was reflected in her philosophy 

of interweaving different concepts into a continuous process.  At the heart of the 

philosophy was Follettôs desire to see the individual fulfilled by achieving their 

potential as part of society.  The part that management as a profession played in 

this philosophy was set out in her third book, The Creative Experience (1924).   

 

2.4.2  Integration  

Significantly, the wage boards gave Follett the knowledge to develop her notion of 

integration to resolve conflict.  She deduced that there were three ways for dealing 

with conflict.  These were domination, compromise or integration (Follett, 1924:78-

91).  When domination was the route taken, the defeated side kept the conflict 

going and the winning side had to commit resources to maintain domination.  

Compromise requires óeach side giving up a little in order to have peaceô 

(1941:31).  Integration involved identifying and revaluating interests and deciding 

how to combine them to produce something novel and superior to what existed 

previously (Follett, 1918:89).  The advantage of integration was that diverse 

contributions could be used creatively to form new actions.  By considering 

integration as a way to address conflicts between business and society and to 

implement MSR, the benefits of diversity contribute to the overall wellbeing of all 

sides.  The interests and desires of the whole system - long and short-term - 

should be viewed by everyone involved. This requires setting guidelines for 
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identifying and resolving future conflicts.  Paramount in the process is harnessing 

the ócreative possibilities of conflictô (Follett, 1924:262) because conflict is 

inevitable, it should be channelled to produce energy. 

 

For managers charged with implementing MSR viewing conflict as a creative 

opportunity is an important consideration.  If MSR, like CSR, is regarded as 

voluntary and optional, it may be tempting to abandon efforts to maintain effort to 

build a relationship when conflict arises.  However, by following Follettôs advice to 

regard conflict as a positive phenomenon, managers may be helped to keep their 

faith in the process (Follett, 1924:263).  Follett rejected taking a stand and 

defending it without regard to the views of those in opposition.  She wrote that 

ócoherence of the group can be obtained only by the full contribution of every 

member, so we see that a readiness to compromise must be no part of the 

individual's attitudeô (Follett, 1924:27).  Fighting was more futile because in a 

disagreement it was easier to stand by oneôs position than to see your opponentôs 

point of view.  Instead one side looks for weaknesses of the otherôs argument, 

which becomes an achievement in itself and uses energy that should be applied to 

find a solution (Follett, 1924:28).    

    

Follett, distressed by the sufferings of World War One, recognised that fighting 

was a órest-cure compared to the task of reconciling our differencesô (1918:357).  

She pinpointed the challenge for individuals to discover ógroup relationsô 

(1918:279) to develop themselves and society.  Always ready to offer a practical 

example of her methods Follett described an instance where interests were 

integrated, power-with was created according to the law of the situation to produce 

an outcome satisfactory to all parties.  Whilst working in a library someone wanted 

to open a window for fresh air, and Follett did not want to sit in a draught.  They 

integrated their desires and   

óéopened the window in the next room where no one was sitting. This was 

not a compromise because there was no lopping off of desire; we both got 

what we really wanted....By reducing the area of irreconcilable controversy, 

you reduce the area of arbitrary power.ô (Follett, 1924:184/185) 

 

This example has been quoted in several articles and books on conflict resolution.   

Indeed Fisher and Uryôs (1983) work on negotiation invoked several more of 
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Follettôs methods and exemplified how integration and power-with became Follettôs 

most imitated and renowned concepts (Heon, et al, 2014).  Above all Follett 

rejected the ófallacy of finalsô whereby the final outcome was considered the goal; 

this she saw as producing winners and losers and not using integration and 

power-with to create a dynamic and evolving system to benefit society (1949:41).   

Although the notion of working towards an objective óof finalsô has been adopted 

by management theorists and practitioners, moving to more abstract 

achievements to develop relationships for MSR will require a different focus and 

reappraisal management attitudes.   As Follett would suggest though, with training 

and leadership this would be possible and be necessary if MSR is to be 

operationalised (Follett, 1941:288).    

 

2.4.3  Coordination 

A management model to engage wider society featured in a number of Follettôs 

lectures on organization, which she simplified into her concept of coordination 

(Follett, 1941:297).  The focus was on coordinating the individual in terms of their 

part in society.  With regard to management, managers would be able to use 

coordination internally and externally to coordinate the interests of stakeholders 

and wider society to form the basis of MSR.  Follettôs thinking was evident in her 

four fundamental principles on the role of management to bring about synergy to 

develop the individual for the greater good.  The first principle of coordination by 

direct contact, regardless of status but dependent on expertise and relevance, is 

at the heart of modern managementôs matrix structure (Galbraith, 1971, 2014; 

Senge, 1990).  The second principle was identifiable in Follettôs analysis of the 

work of the Speaker, which was to ensure the involvement of parties at the earliest 

possible stage.  The third principle involved Follettôs notion of circular response in 

that she made clear that interaction was a continuously dynamic process.  

Individuals adjusted their behaviour by the effect others had on them; in turn, the 

change in their behaviour also affected the behaviour of those who are affected by 

them.  Relating this to leadership, which she called óself-adjustmentô (1941:301) 

Follett said,  

óéwe should think not only of what the leader does to the group, but also  

 of what the group does to the leaderô. (Follett, 1941:301)  
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Reminding her audience of unceasing cycle of interaction, Follett described her 

fourth principle, which was that coordination was continuous and ónot set up for 

special occasionsô (1941:303).  Linking the reciprocal nature of coordination to 

diversity and óinvention and the emergence of new valuesô (1941:35) was what 

Follett believed led the way to growth and social advancement.  Thus the óactivity 

of co-creating is the core of democracy, the essence of citizenship, the condition 

of world-citizenshipô (1924:303).  The process was based on Follettôs ideas of 

ócollective self-controlô (1941:307), a quality that would be the foundation of MSR.  

The result would be that using management skills, groups, communities and 

nations would combine together and through integration and coordination would 

resolve the challenges and disputes over which they previously had fought.   

 

2.5   Business management: A social service 

The publication of Creative Experience (1924) brought wider recognition for 

Follett.  As a result, more management theorists and business innovators were 

assimilated into her business and social circle.  Follettôs challenge to the way in 

which business had operated was regarded as visionary among several 

progressive management thinkers (Metcalf and Urwick, 1941).  Her call for 

business managementôs contribution to be primarily a ósocial serviceô (1941:132) 

was ground-breaking (1941:131).  This notion went beyond philanthropy to 

suggesting a framework of CSR implemented by managers in which society and 

business were partners in a power-with relationship.  Among those who endorsed 

Follettôs ideas were the sociologist and chocolate manufacturer, B. Seebhom 

Rowntree and Oliver Sheldon, the management writer and director of Rowntreeôs 

company (Sheldon, 1924).  Other alliances were formed by Follett with pioneering 

management writer and theorist, Lyndall Urwick and Henry C Metcalf, renowned 

for his work on organizational concepts (Bluedorn, 1986).  The latter two were 

great admirers of Follett and were responsible for compiling a collection of her 

papers and lecture notes for publication (Metcalf and Urwick, 1941).   

 

2.5.1  League of Nations 

In 1926, two years after the death of her óbeloved friendô, Isobel Briggs, (Graham, 

1995; Tonn, 2003:412) Follett embarked on a new challenge working in the 
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League of Nations in Geneva.  It was in Geneva that Follett studied the 

relationships between states and examined them in light of her concepts of 

integration and power-with.  Geneva also was where she met Dame Katherine 

Furse who had gained prominence during World War One for her part in 

developing the Womenôs Royal Naval Service.   Follett admired Furseôs 

subsequent work setting up the World Wide Association of Girl Guides and a close 

friendship blossomed.   Within months of their meeting, Follett moved into the 

London home of Furse where she remained for the majority of her final five years 

(Tonn, 2003).  Dame Katherineôs connections and Follettôs status in the business 

world gave Follett the opportunity to study business and industrial relations in 

England, which she considered to be a ópioneer work in the organized relations of 

human beingsô (Metcalf and Urwick, 1941:18).  During a lecture in Oxford in 1928, 

Follett expanded on her view of the importance of management skills to find óthe 

solution to the world problemsésince the principlesébest for business can be 

applied to government or international relationsô (Metcalf and Urwick, 1941:19).  

Follett had an unshakeable conviction that these skills would be at the forefront of 

the advancement of óhuman welfareô (1941:140) and that business management 

offered the best model to build a democratic and equal society.         

 

2.5.2  Leadership and followership 

Integration, power-with, coordination, the law of the situation (1941:111) and 

business as a social service, formed the basis of Follettôs challenge to prevailing 

notions of leadership.  To begin with, Follett flipped the idea of the theory of 

leadership to one of followership whereby the best leaders would inculcate 

leadership skills in their followers.  Leaders should concentrate on their part in 

followership by enabling followers to participate in leadership (Follett, 1941:288-

290).  Furthermore, Follett called for those being led to play an active part in 

leadership.  Leaders, therefore, should ónot induce others to followô but should 

enable others to participate in leadership (Bennis, 1995; Follett, 1941:289; 

McLarney and Rhyno, 1999).  In so doing, leaders would demonstrate power-with 

and create environments in which the experience and ability of followers was 

capitalised to optimise the capability and success of the group.   

Good leadership, therefore, required leaders to make followers aware of their own 
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power and how to exert it, rather than simply accepting the leaderôs power (Follett, 

1941:289).  Building capacity for individuals and groups to grow power-with and to 

have authority and responsibility for making decisions was Follettôs ólaw of the 

situationô, which she had developed extensively since writing her book about the 

Speaker in 1896.  By respecting expertise and believing in the potential of 

individuals, new perspectives could be incorporated into each situation.  The 

outcome would be that decision making would be more creative with 

óinventiveness of your workersô (1941:174).  Follett summed up her idea of 

leadership promoting power-with and applying the law of the situation by writing, 

óThe person who influences me most is not he who does great deeds but he 

who makes me feel I can do great deedsô (1918:230). 

 

Follettôs method to achieve such influence was to create what later became known 

as ócorporate visionô.  In 1928 Follett described this as a ópartnership in following, 

of following the invisible leader ï the common purposeô (Follett, 1970:1).  Evoking 

Follettôs common purpose, James E Webb, director of NASA during the 1960s, 

rose to a óchallenge of almost inconceivable complexityéto make a manned 

landing on the moonô (GAO, 1971:25).  Webb explains, óIt was my good fortune in 

the 1930s to study Follettôs teaching and to seek to apply themô.  Describing 

Follettôs practical methods in action, Webb relates how he led, inspired and 

integrated NASA workers and stake-holders towards accomplishments that 

seemed unattainable (Webb, 1971:28-29).  Webb applied Follettôs concepts of 

power-with, coordination, integration, and the law of the situation to unify the 

capabilities of 380,000 employees and 20,000 contractors to fulfil President 

Kennedyôs pledge to put a man on the moon by the end of the 1960s (Davis, 

2015; Webb, 1971:31).  Follettôs idea about the influence of the leader and the 

great deeds she envisaged were described in the last sentence of her final lecture 

in 1933.  Follett believed that with óindividual freedom through collective controlô, 

society would rise out of the ópresent chaosô (1941:314).  Managementôs unique 

contribution as a profession underpinned her hopes that it would lead the way.   

 

The coordination of business and society was Follettôs final exhortation to 

management to play a part in the advancement of human welfare (1941:140).  Not 

long after delivering her lecture Follett returned to the USA to deal with her 
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investments and to receive medical treatment.  In December 1933, she was 

hospitalised for an operation and died shortly afterwards at the age of 65.                                                                                                                                                       

 

2.6   Follett in question 

Follettôs concepts were based on her work in community organizations and the 

research undertaken in business, thus underpinning their usefulness.  However, 

she has been accused of being utopian, unrealistic, ingenuous, and naïve from 

micro to macro levels (Graham, 1995; Nohria, 1995; Tonn, 2003).  To some extent 

accusations of unworkable idealistic methods are understandable, particularly in 

the modern world of globalization, multi-national corporations and a blurring of 

accountability (Petrick, 2012).  Even in her own time Follettôs work was criticised 

for being impractical.  Writing for the New York Times in 1924, John E Lindôs 

review of Creative Experience doubted the practicalities of her central theme of 

integration to resolve disputes (Davis, 2015).  Lindôs scepticism highlights the 

distinct difficulty that Follett presents to managers, which is her limited account of 

how to deal with problems that defy resolution. For example where management 

and workers retreat into pre-conceived ideas then become immune to 

collaboration and creative ways of dispute resolution.  The times when conflict 

resolution fails, leading to irretrievable breakdowns, have not been addressed in 

the same practical vein in which Follett focuses on systems and organizational 

management.  Thus, pragmatism appears to elude Follett on the inevitable 

occasions when it is not possible to achieve integrated interests for the greater 

good.  Although she does acknowledge that there are times when integration may 

not work, Follett does not offer an alternative other than to invoke her view that it is 

easier to fight but takes óa high order of intelligenceô to pursue integration (Follett, 

1941: 45).   

 

In fairness to Follett, this flaw is evident in the works of other pre-eminent theorists 

such as Juran (1995), McGregor (1960), Drucker (1987), and Deming (1986) who 

also do not offer a solution to every situation.  The management scholar and 

consultant, Rosabeth Moss Kanter (1995), is mindful of Follettôs propensity to 

optimism and agrees that practicalities occasionally escape her.  To some extent 

Kanter balances these criticisms by noting that Follettôs optimism is based on her 
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hopefulness about the group.  The American admiration of individualism and 

wariness of collectivism Kanter believes put Follett under particular scrutiny and 

discouraged management professionals from taking her ideas and developing 

them (Kanter, 1995).  However, there are several basic concepts advocated by 

Follett that have contributed to the prosperity of business and society and the 

efficiency and effectiveness of organizational management.  These include the 

overwhelming view of theorists, concurring with Follett, that empowering and 

equipping a workforce with the knowledge, skills and confidence to innovate, 

cooperate and share ideas leads to sustainable levels of competitive performance 

(Eylon, 1998). Notions described here were championed by Follett decades before 

leading management writers whose names were consequently associated with the 

theories (De Bono,1991; Deming, 1986; Drucker,1974; Juran, 1995; Kanter, 1985, 

1990; Peters, 1987; Senge, 1990; Wilkinson, 1998; Utterback, 1994). 

Furthermore, the lack of guidance forthcoming in Follettôs works may have evolved 

as her theories were consolidated and implemented (Fry and Lotte, 1996; 

Schilling, 2000).  

  

2.6.1  Naivety 

An example that brought Follettôs idealism under scrutiny was given by McLarney 

and Rhyno (1999).  Citing the parlous state of the Roxbury neighbourhood, in 

Boston, some 80 years after Follett sought to transform the run-down area (para 

2.3.4), McLarney and Rhyno (1999) conceded that Follett could be considered 

utopian and naïve.  Follett certainly expected that the initiatives she instigated in 

poor urban areas would have withstood economic and social challenges more 

robustly.  Moreover, Follettôs ambitions to educate communities to control and 

build a better future appear overly optimistic.  Similar to other authors who praise 

Follett for her prescience, McLarney and Rhyno (1999) temper their admiration by 

acknowledging that Follettôs faith in the good of humanity underpinned her 

concepts.  In so doing, the realities and evidence that human beings do not 

always subscribe to Follettôs belief that the highest individual fulfilment is achieved 

through the fulfilment of the group, undermines some of her credentials (Follett, 

1941:247; OôConnor, 2000).  Another doubt about political pragmatism associated 

with Follettôs concepts arose from the eventual depletion of her school centres.   
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Along with the success of the community centres programme, at a national level 

came power struggles that were largely along geographical east/west divisions.  

After the disagreements of overall authority to run the centres they were 

transferred from local funding to federal funding and were reduced drastically 

when the Great Depression (1929) led to austerity cuts (Tonn, 2003).  Therefore,  

 

although it has to be recognised that Follettôs philosophy is grounded in practice 

and the success of her work, especially with community groups, she seems to 

have underestimated the political nature of organizations.  Nevertheless, 

comparable criticism of political naivety was made of organizational learning 

theorist Chris Argyris (1977) whose ideas about reflective learning are similar to 

those of Follett.  Critiquing Argyrisô faith in management to implement 

organizational learning, Easterby-Smith and Lyles (2003) cite a lack of 

understanding of personal vicissitudes coupled with external and internal political 

influences, making the adoption of a framework problematic.  Even so, just as the 

majority of Argyrisôs ideas have contributed to organizational success, Follettôs 

ideas are worthy of praise for their simplicity and accessibility (Phelps, Paravitam 

and Olsen, 2007).   

 

Viewing the group as a benign and democratic phenomenon prompted Nita Nohria 

(1995) to charge Follett with being ingenuous.  With particular reference to 

Michelôs iron law of oligarchy, Nohria (1995) explains the inevitability that all 

groups, however egalitarian and democratic, fall into a structure headed by a small 

elite that directs the remainder.  However, recent scholarly work challenges the 

basis of Michelôs law by claiming that the use of social mass media negates one of 

the principle sources of oligarchy power, which is the distribution or withholding of 

information (Welser, 2015).  Other critics agree with Fry and Lotte (1996) about 

Follettôs lack of guidance when the steps she recommends do not produce the 

required results (Berman and Van Buren, 2015; Nohria, 1995; Schilling, 2000).  

Even so, all these commentators remain supporters of the principle of Follettôs 

ideas of cooperation, integration, diversity, growing and sharing power, the law of 

the situation and the invisible leader. The challenge for managers in the past has 
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been to hold their faith in reforms and advances in developing human capital; but 

it has never been easy.  Yet by doing as Follett suggested and giving managers 

the skills and power to deal with hurdles, major breakthroughs in social and 

economic business practices have been accomplished and give hope for effective 

operationalisation of MSR (Armstrong, 1977; Armstrong and Green, 2013).     

 

2.6.2  Macro level  

Follett hoped that power-with, the law of the situation, integration, and 

coordination would be evident in the League of Nations.  Her experience of 

working with the League, confirmed Follettôs belief that unifying interests according 

to the law of the situation and using conflict creatively would lead to enduring 

peace.  With the failure of the League, the lack of commitment to integration and 

taking up positions of win-lose, came examples of her ideas not working at the 

macro level unless completely absorbed into the systems to which everyone 

subscribed (Sethi, 1962).  The Second World War and the demise of the League 

could be used as grounds for criticising Follettôs ideas.   Recently, however, 

historians have suggested that the very issues that Follett wanted addressing 

were ignored and festered which led to fighting among those nations that were 

united temporarily in the League.  For example, Henig (2006) cites the implacable 

interests of major powers using the League to consolidate and further their power 

as the cause of failure and the rise of fascism and war.  Although idealistic, 

Follettôs ideas about power-with and not power-over, integrating conflicting 

interests and rejecting trade-offs bear similarities to Duggan (2008) as a way in 

which the League could have survived successfully and averted World War Two.   

  

Nevertheless, looking at the macro and nation state-level, Follettôs optimism 

appears to be naïve.  According to Follett the effects of educating people about 

their power to engage with democracy would be so profound it would create 

power-with and reduce the domination of elites (Fry and Lotte, 1996; Parker, 

1984).  She believed that following this course of action would reduce massively 

all conflicts, especially those leading to war and would fulfil her belief that when 

the group uses ócollective thinkingéthe expansion of life will beginéand feel only 

elation that the group has accomplished somethingô (Follett,1918:31).  However, 
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when this does not work, as with integration, Follett does not follow through with a 

procedure to address failure (Fry and Lotte, 1996; McLarney and Rhyno, 1999).   

 

Notwithstanding criticism that her faith in human beings and the group was 

ingenuous and too trusting, it helped Follett to create her concepts that are 

identical to those working successfully in modern management.  Earlier Narendrak 

Sethi (1962), writing a largely favourable paper about Follett, questioned the 

universal commitment required to her ideas for them to be operationalised.  Sethi 

identified a weakness that others have cited in Follettôs rationale (Kanter, 1995; 

Nohria, 1995).  For Follettôs vision to be realised those with power would dilute or 

lose power-over by promoting power-with relationships with ómankind and the 

whole universe as their action centresô (Sethi, 1962:215).  This change in 

corporate power bases would involve an enormous shift in attitudes in the most 

influential actors in business and society.  Ambitions as heroic as those to promote 

human welfare and engage business in the process were discussed by Urwick 

when writing about Follettôs contribution to management.  Urwick acknowledged 

that for business management to subscribe to Follettôs ócommon purposeô (1970:1) 

an unprecedented ómental revolutionô would be needed in the corporate world 

(Urwick and Brech, 1945:55).   

  

Naivety about the difficulties likely to be encountered in a mental revolution need 

to be acknowledged, as should Follettôs optimism about humanity (Kanter, 1995; 

Nohria, 1995).  However, there is widespread admiration for creative thinkers, 

Fayol (1988), Deming (1986), Drucker (1955), Juran (1995), and other pioneers, 

who have benefitted business and society by believing in the fundamental good in 

humanity.  Some luck and serendipity helped their innovative approaches to be 

adopted and it often took time and exigencies of events to reach fruition.  Drucker, 

Deming and Juranôs work, for example, needed the rebuilding of post-war 

Japanese industry to provide a testing ground for their management principles.  It 

is, therefore, to the credit of human nature that individuals come along to push 

boundaries and propose new ways of working.  With regard to modern 

management and Follettôs impact on it, Phelps, et al, (2007) suggest that she 

provided a bridge between the scientific management of Taylor (1911) and the 
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leadership and cooperative approach of Deming (1986). Without her bold 

approach and unstinting faith in human nature, this bridge would not have been 

created.  Furthermore, whilst endorsing this idea, history has shown that Follettôs 

work offers managers solutions to contemporary conundrums as well as those not 

yet ascertained.   

 

2.7   Conclusion 

This chapter has examined the work of Mary Parker Follett and assessed those 

concepts that she developed and tested in her community centres and researched 

in politics, business and at the League of Nations.  Several modern management 

theories contain the work of Follett, which endorses her credentials as a óprophet 

of managementô (Drucker, 1995:1).  Many of these theories could have been 

expedited if Follettôs work had been heeded and incorporated and it is for this 

reason that her ideas have been applied to extending CSR into MSR (Graham, 

1995).  By exploiting Follettôs foresight the journey to MSR, will be guided by the 

practical nature of Follettôs proposals and concepts (Ahen and Zettinig, 2015; 

Frederick, 1994, 2000). Operationalising CSR as MSR, the concepts proposed to 

take theory forward are power-with, integration, coordination, which take place 

according to the law of the situation.  These concepts are mobilised by a vision of 

leadership in the form of the invisible leader, which brings followers into 

participating in leadership by facilitating their involvement in the group.  Translated 

into the relationship between business and society, these concepts of Follett place 

management at the centre of a hub of relationships which are initiated and 

developed by managers using their business skills and capabilities.   

 

Although it would be tempting to create a Follett model for CSR, the spirit of Follett 

dictates using all experiences and integrating them into something novel to bring 

about conflicting and diverse contributions.  Follett noted óWe must face life as it is 

and understand that diversity is its most essential feature. éBut fear of difference 

is dread of life itselfô (1924:232).  As an academic whose diverse experiences 

enabled her to fit comfortably into the world of business management, Follettôs 

work links the disciplines of conceptual thinkers with those of managers faced with 

the day-to-day demands to find practicable solutions to challenges.  The following 
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literature review on CSR compares the concepts of Follett with CSR theory and 

integrates the interests of all sides to develop the concept of MSR for research 

and data collection.  
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CHAPTER 3  

Literature review 

This chapter presents an examination of scholarly work on CSR in order to 

evaluate the feasibility of CSR becoming an individual managerôs responsibility, 

which will be known as MSR.  The model for MSR will be based on Mary Parker 

Follettôs concepts for a mutually beneficial relationship between business and 

society.  Those CSR theories that most closely align to her ideas will be 

synthesised with Follettôs concepts and MSR will be developed.  This new concept 

will be used in the research and data collection. 

3.1  Structure of chapter three 

This chapter begins with a brief history of CSR illustrating that it began as an 

individual, philanthropic function.  Over the years, and around the time that Follett 

was writing, notable scholars began to propose the wider adoption of CSR as 

collective function of the executive.  Later and into the 21st century, scholarly work 

on CSR theory escalated and its adoption into policy became part of the 

organizational landscape.  Yet, as illustrated throughout the chapter, the 

operational and practical element of managementôs role in implementing CSR was 

given scant attention.  The next section addresses the contention around a 

definition for CSR and the degree to which a vague interpretation is a hindrance to 

its implementation.  This section leads to the challenges and questioning of CSR.  

Six main categories of CSR are evaluated and a chart is used to compare them 

with the ideas of Follett.  This justifies Follettôs position in relation to advancing 

CSR theory and it becoming MSR, which concludes by proposing practical ways 

to take forward the concept based on experiences from other social issues in 

management. The questions for the research are selected from an interpretation 

of the review.   

3.2 Follett, CSR and MSR 

In order to achieve MSR, a scrutiny of literature will identify the evolution of CSR 

theory and extrapolate its development to anticipate the viability of the next stage 

of CSR, which will be MSR.  This stage will see responsibility transferred to 
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individual managers in the same way that other social issues in management were 

in the past.  These examples include equality and diversity, health and safety, and 

dignity at work.  Fundamental to advancing CSR as an evolved theory of MSR will 

be Follettôs concepts of power-with, integration, coordination, and the law of the 

situation.  The impact of these concepts will be discussed in relation to her theory 

of leadership and followership and the impact on managers operationalising MSR.  

A summary of each of these concepts can be found in the first chapter, para 1.1.2.  

The concepts will be used throughout the literature review to assess CSR theory 

in relation to Follettôs work and to analyse significant advances in CSR theory and 

practice.  This will inform the viability of MSR.   

The following section appraises the evolutionary landmarks of CSR and the 

catalysts that have advanced the concept; a broadly chronological pathway is 

taken to examine seminal works. The justification for this approach is to assess 

the likelihood that CSR will be transferred from a collective, corporate duty to one 

that is owned by managers as part of their obligations.   

3.3  Foundations of CSR 

Although the primary focus of this review is on the 20th century to date, instances 

of social responsibility in management can be found in the early industrial 

revolution; of significance were those initiated by socially aware business owners.  

For example, during the 1770s cotton manufacturer Richard Arkwright built 

cottages for his workers and in 1851 Titus Salt created a model village in 

Yorkshire for his employees that included a hospital, school and library (Idowu, 

2011).  In general, from the early stages of CSR, the commitment to social 

responsibility emanated from the voluntary actions of those at the top of the 

organization.  

3.3.1  CSR: an executive choice 

This individual commitment from the executive level was elaborated upon when a 

businessman, Chester Barnard, wrote that there existed an ethos amongst ósane 

menô (Barnard, 1938: 38) that was regulated by their individual interpretation of 

what was morally right.  Writing prior to the Second World War, Barnardôs book, 

The Functions of the Executive, (1938; 1968) set out his proposition which echoed 

Follettôs idea of power-with.  Barnard explained that business success and 
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longevity could be achieved morally and ethically by using persuasion and 

promoting co-operation.  Acknowledging that views of morality and responsibility 

varied from person to person, Barnard identified the problems of definitions in that 

executive responsibility, like CSR, meant different things to different people. 

 

Agreeing with Follett that socially responsible businesses were an essential part of 

society, were post-war writers Bowen (1953), (Drucker, (1955, 1974), Carroll 

(1974, 1979), Frederick (1960), and Preston and Post, (1975).  During the 

immediate period after the Second World War, prompted by movements to find a 

new relationship between business and society, Howard Bowen wrote his book, 

Social Responsibilities of the Businessman (1953).  In this work Bowen identified a 

risk to business and private enterprise if it did not demonstrate a benefit to society.  

Although the title personalised responsibility, the thrust of the work was that 

business leaders ought to take up the cause for CSR as a concept and model for 

ethical business behaviour.  Legitimising a firmôs performance in terms of social 

responsibility was becoming an argument that was being addressed by supporters 

and critics too.  Pre-empting Milton Friedmanôs opposition to CSR (1962, 1970), 

Theodore Levitt (1958) stated that it was for government to take on issues of 

welfare and business should be left to maximize profits.  Joining the debate, Davis 

(1960, 1967) explored the concept of responsibilities being aligned to the level of 

power that businesses accrued.  However, all these commentators, whether for or 

against CSR focussed on the collective, policy approach and did not specifically 

assign the operationalisation of CSR to an individual management function.  

 

3.3.2  Defining CSR 

Contentiousness surrounding the quest for a definition of CSR is part of the 

difficulty in deciding who should take responsibility for its implementation. Not only 

did Barnard (1938) pose the challenge to define CSR, other writers, critics, 

researchers, and practitioners subsequently grappled with the same problem.  

Devising a framework to address confusion about what constituted CSR, Suneel 

Sethi (1975) opened a new avenue for debate (Dahlsrud, 2008; Okoye, 2009).  

Sethi (1975) arrived at this model by classifying corporate behaviour, which 

evolved into a stage of social responsiveness that embraced proactive anticipatory 

and preventative strategies concerned with the protection of the environment and 
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dealing with social change.  Inherent in Sethiôs framework was the concept that 

there was a need for a stable classification that would withstand changes in 

business activities and public opinion.  Another strand was that the framework 

should be sufficiently flexible to be applicable to a range of businesses and social 

systems.  Sethiôs views were compatible with those of Barnard (1938), Bowen 

(1953), Drucker (1955), and Polanyi (1947).  These writers noted that corporations 

benefitted from a society that was functioning satisfactorily thanks to the structures 

that had been created by everyone for the widest benefit (Polanyi, 1947).  In this 

respect, whilst corporations were entitled to reap rewards from their business, their 

prosperity was a result of collective efforts over periods of time.  Where Sethi 

stood out, and where his ideas aligned with those of Follett, was in his proposition 

that corporate behaviour moved into the realm of anticipatory behaviour.  Although 

Sethiôs model was of practical use for the corporationôs CSR activities to be 

measured, it did not go on to say how each manager should evaluate their socially 

responsible performance.   

 

At this stage making social responsibility an obligation for each manager to fulfil, 

went beyond anything scholars were advocating.  The thrust of the arguments for 

CSR was for a collective, corporate body to operationalise and adhere to socially 

responsible behaviours; the actual delivery of the concept was vague, which is no 

surprise, given the problems in formulating a definition.   However, looking to the 

future, the lack of a definition means that there are no boundaries to creating a 

new concept for CSR, which is the intention of this review.  Using Follettôs 

propensity to flip a negative into a positive and conflict into creativity, the 

vagueness of a definition is treated as a liberation, which allows for a creative 

interpretation of what an extended CSR would look like.    

 

3.3.3  Differing perspectives 

A model similar to that envisaged by Follett whereby the power of the individual 

through integrated, coordinated efforts advanced social welfare was produced at 

the time of the publication of Sethiôs 1975 work on CSR.  This occurred when 

Preston and Post (1975) examined the way in which societal systems, including 

businesses, were linked.  They described the principles shared by a society that 

go beyond legal obligations, which they referred to as ópublic policyô and which 
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contributed to the formulation of what they regarded as the ópublic responsibilityô 

concept.  Preston and Post (1975) considered public responsibility a preferable 

notion to that of CSR.  They proposed that a corporationôs management should 

focus on their responsibilities to economic activities whilst being aware of, and 

responding to, relevant pressures and developments in society.  This process 

would then lead to the participation of management in the development of public 

policy.  As such, Preston and Post (1975) moved the responsibility nearer to 

individual managers but did not specify how this should be done.   

 

Wartick and Cochran (1985) challenged the concept of ópublic responsibilityô with 

their rebuke that defining public policy was also problematic and concluded that 

ópublic responsibility and social responsibility become synonymousô (1985:762), 

rendering Preston and Postôs definition irrelevant (Preston and Post, 1975).  

These disagreements among academics, about definitions have not helped 

managers to implement CSR.  Further complicating an understanding for 

managers, the motivations to engage with CSR were illustrated by the analysis of 

Dahlsrudôs (2008) thirty seven different definitions of CSR. This work concluded 

that there were congruencies between definitions and the important issue for 

businesses was to take account of context and corporate strategies when 

choosing the avenue to pursue.  Acknowledging Dahlsrudôs point about common 

elements in CSR definitions, the definition by Archie Carroll accommodates these 

elements.   

óThe social responsibility of business encompasses the economic, legal, 

ethical, and discretionary expectations that society has of organizations at a 

given point in time.ô (Carroll, 1979:500) 

 

In his landmark work, Carroll (1979) set his definition of CSR within the conceptual 

model of corporate social performance (CSP) (Crane, Matten and Spence, 2008).  

The pyramid model devised by Carroll comprised four elements: economic 

responsibility and profitability; a legal framework and acceptable norms; ethics and 

fairness; and philanthropic activities.  Although divided into the aforementioned 

sections, Carroll was clear that he saw these responsibilities as non-sequential 

and interlinked but nevertheless voluntary.  Moreover, Carroll (1974, 1979) 

maintained the perspective of CSR as a corporate policy driven by the leadership, 
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which may or may not set out how CSR should be implemented by individual 

managers.   

 

Carrollôs early work on CSR noted the growing interest in issues of social welfare.  

This, he suggested, put pressure on managers to be able to make decisions at a 

strategic level on social responsibility and to design policies to accommodate this 

obligation (Carroll, 1974).  However, Ackerman (1973) had previously written 

about ótrade-offsô and exposed the problem of differing views between managers 

in the same organization about what constituted social responsibility. Thus, whilst 

Ackerman identified the matter of how an individual manager understands CSR, 

he, like Carroll did not suggest practical steps for managers looking to 

operationalise it as a personal responsibility (Carroll, 1974, 1979, 1999).  By the 

end of the 1970s the idea of corporate social responsibility was continuing to be 

refined, yet it remained largely a conceptual preoccupation for the academic 

community.  As far as business was concerned the decade of the 1970s was 

when companies began reporting on CSR, largely as part of a PR function, yet 

CSR had limited impact on business and the day-to-day duties of managers 

(Idowu, 2011).   

3.3.4  Significant changes 

During the 1970s and 1980s some significant corporate scandals were uncovered.  

Apart from Fordôs Pinto (Bonn and Fisher, 2005; Schwartz and Carroll, 2003), 

Nestle, and Thalidomide - all of which led to fatalities or life limiting consequences 

- share manipulation and fraud were uncovered at Guinness, with associated 

criminality and cover-ups (Boyd, 2012; Post, 1985).  The public mood called for 

greater accountability and an expectation of higher standards of corporate 

awareness about the widespread effects of their decisions (Schwartz and Carroll, 

2003).  Thus during the 1980s research expanded into the realms of stakeholder 

theory, corporate social responsiveness and policy (Carroll, 1999; Freeman, 1984; 

Idowu, 2011).  In other areas of management, an emphasis on processes for 

dealing with quality, human capital, and equality and diversity was being 

developed and reflected in key scholarly writings (Deming, 1986; Drucker, 1987; 

Handy, 1989; Kanter, 1979, 1985).  This theme of processes is identifiable in the 

work of Jones (1980) who moved the CSR debate to looking at process rather 
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than outcomes.  Jones asserted that, as there was usually great difficulty in 

defining CSR, the concentration should be on the fairness of the process of 

decision making and concern with the effect these decisions would have on a 

range of stakeholders.   

 

Towards the end of the 1980s these ideas were evident in political revolutions and 

advancements.  The result was growing pressure for change and extending 

democracy, which had an impact on the awareness and expectations of 

responsibility that business organizations had to society (Carroll, 2000; Garriga 

and Mele, 2004; Idowu, 2011).  Yet, the practical implementation of CSR was not 

given the attention that, for example, equality and diversity was receiving during 

the same period (Abbasi and Hollman,1991; Rosen, Miguel and Peirce,1989).  

This lack of practicable, tangible action on CSR was despite the spirit of change 

that produced examples of the impact of the individual as a stakeholder.  

Moreover, acting as part of a group, each collective of stakeholders was also a 

stakeholder (Follett,1941:297).  Examples of the power of stakeholders were 

provided by campaigns for justice for casualties of Thalidomide and the 

mobilisation of NGOs and professional bodies pressing for the withdrawal of 

Nestle baby-milk products in the developing world (Boyd, 2012; Evans, 2002; 

Post, 1985; Wise, 1997). 

 

3.4  CSR theories evolve 

R. Edward Freeman (1984, 2010) defined the term óstakeholder theoryô as relating 

to groups upon which an organizationôs existence depended.  His work added a 

new strand of research and perspective to CSR and stakeholder theory became 

ócentral to CSRô (Maon, Lindgreen and Swaen, 2009:72).  CSR theories and 

concepts could be tested using his framework thereby facilitating a pragmatic 

approach to assessing the level of CSR engagement.  Donaldson and Preston 

(1995) observed that stakeholder theory demonstrated that the firm represented a 

hub of connections comprising employees, suppliers, customers and 

shareholders, as well as the communities affected by the firm.  Following the 

turbulence of the 1980s, the 1990s resonated with the notion that CSR was going 

through a ódynamic evolutionô (Wartick and Cochran, 1985:759).  The emphasis 

was placed firmly on outcomes and performance by Wood (1991), which moved 
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the focus away from Jonesô 1980 model that concentrated on processes.  

Paradoxically, therefore, outcomes and performance were largely delegated to 

managers to deliver against objectives, in the same way that Jones had envisaged 

managing processes with responsibility delegated further down the command 

chain (Jones, 1980).  Thus, as proposed by Jones (1980), actually delivering CSR 

as a concept, an ethos, a way of behaviour, was overshadowed in favour of CSR 

as a performance management strategy.   

 

Another option was presented during this period when ócorporate citizenô (CC), 

became part of the lexicon of CSR.  With a focus more on behaviours rather than 

outcomes, Matten and Crane (2005) noted that CSR appeared to be external and 

reactive, insofar as business was using CSR as part of its marketing strategy to 

build the brand among its customers.  However, CC adopted a more internal and 

anticipatory focus, looking to the expectation of the state or states.  This notion 

incorporated the view of the company as a citizen insofar as it displayed the 

behaviours of what was expected of a citizen, i.e. to make a contribution to society 

as part of a social contract in which we support and nurture each other, do no 

harm, assist when in need, and receive help when struggling (Matten and Crane, 

2005).  A more general suggestion of a practical, micro-level nature 

operationalisation of CSR was offered by Maclagan to engage stakeholders in a 

óparticipative processô (Maclagan, 1999:43).  Yet the overall focus tilted upwards 

looking to leadership, policies and a macro view of the world.  

3.4.1  Stakeholder theory in question 

Following Freemanôs first book on stakeholder theory in 1984, a considerable 

section of CSR scholarship was devoted to the evolution of the theory and ways 

were proposed to advance CSR using a stakeholder approach (Clarkson, et al, 

1994; Freeman and Gilbert, 1992; Lerner and Fryxell, 1994).  However, 

stakeholder theory further complicated the search for a definition for CSR and 

added to increasing criticism from several quarters, including from two of its most 

strident detractors, Charles Blattberg (2013) and Elaine Sternberg (1997, 2009).  

Both considered that the problem with stakeholder theory was that it was ill-

defined and allowed for the broadest interpretation so that anyone, even those 
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with malicious intent, could force firms to be beholden to their demands, however 

unreasonable.   Although Blattberg conceded that in theory engagement between 

stakeholders was possible by means of óconversationô (2013:8) he expressed 

doubt that such a system would work.  The shortcomings stem from a potential 

disparity of interests of stakeholders and ócompromiseô needed to reach 

agreement (Blattberg, 2013:12).  Blattbergôs perspective begins by viewing the 

corporation as a benign entity.  As such it should be regarded as a society of 

integrity within a wider society that has faith that the corporation will do what is 

best for all concerned.  Rejecting even this limited acceptance of stakeholder 

theory, Sternbergôs view is that it would lead to a debasement of rights of 

ownership and vitiates the capacity of business to create wealth (Sternberg, 1997, 

2009).  Furthermore a free society should operate by having an understanding 

that that which is not óexpressly prohibitedô is allowed (Sternberg, 1997:7).  

Sternberg perceives an insidious onslaught on the political rights and freedoms of 

people to engage in business enterprise (Sternberg, 1997).   For Sternberg, social 

contract theory provides a solid argument against stakeholder theory.  Because a 

social contract needs consent from all parties, if organizations are coerced into 

compliance, it negates any social contract (Sternberg, 1997).   

 

Interestingly, social contract theory has been cited as a reason to engage with 

stakeholder and CSR theories because it underpins a fair and equitable society 

(Garriga and Mele, 2004).  Emanating from philosophies classified by John Locke 

(1947) and John Stuart Mill (1865), Donaldson and Dunfeeôs (1994) óintegrative 

social contract theoryô, brought the concept up-to-date.  By combining classical 

social contract theory (Locke,  1947; Mill, 1865) with what could be described as 

one that was stakeholder centred, integrative social contract theory involved all 

those with an óimplicit contractô (1994:254).  However, the practicalities of 

implementing an integrative social contract and an individual managerôs 

responsibility in the process were not explained (Donaldson and Dunfee, 1994). 

 

Taking an integrative social contract to a more proactive level to achieve an 

evolved CSR, was cited by Bowd, Bowd and Harris (2006) who suggested that 

organizations ought to address a commitment to a wider range of social and 

business issues.  The proposal encompassed human rights, quality of goods and 



51 
 

services, and the environment.  Broadening the concept to this extent was noted 

by Scherer and Palazzo (2011).  These authors identified an emerging role, 

wherein private companies become political players in a global context.  In recent 

literature on the subject of CSR, corporate citizenship, the post-nation state, 

globalization, and the post financial crisis, this idea of global interconnections and 

ramifications has featured more fully (Herzig and Moon, 2013; Scherer, Palazzo 

and Matten, 2014).  Scherer and Palazzo defined this as ópolitical CSRô 

(2011:899).  In essence, political CSR is distinguished by a considerable 

broadening of the range of involvement in the process.  For example, whereas 

under the instrumental approach governance is mainly the duty of the state, the 

political approach incorporates a range of actors that include ócivil society, and 

corporationsô (Scherer and Palazzo, 2011:908).  Similarly, legal aspects under the 

political approach, take the concept away from precision and formality when 

interpreting rules and regulations into the realms of a high degree of subsidiarity 

and devolvement with self-regulation at the heart of the process.   

 

Recent scholarly work suggests that the influence of business in a global political 

context has thrown up important questions about the effect companies have on 

states, democracy and individual rights (Scherer, Palazzo and Matten, 2014).   

Along with universal attention to the political role of companies, business 

globalization raised awareness and concern of the impact of those whose lives 

had been affected by the exponential growth of world trade.  Inherent in the 

concern for global human rights, is the idea of a universal social contract (Scherer 

and Palazzo, 2011; Skair and Miller, 2010) to which, at the beginning of the 21st 

century, two global initiatives were linked.  The first was formulated in the United 

Nations (UN) Global Compact, which was drawn up in 2000 and comprised 

principles that were based on UN declarations on human rights, rights at work, 

environment and sustainable development, commitments to anti-corruption 

(www.unglobalcompact.org).  Globally, a more businesses orientated undertaking 

was given in 2002 by the World Economic Forum with its óGlobal Corporate 

Citizenship: the leadership challenge for CEOs and boardsô.  Over the following 

decade Klaus Schwab, CEO of the WEF, advanced the claim that it was moving to 

a position of alliances based óglobal valuesô which would be driven by business 

corporations (www.weforum.org/corporate-citizen).  Thus during the years of the 

http://www.weforum.org/corporate-citizen
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new millennium, responsibility for CSR was placed in the offices of the heads of 

organizations and their immediate team.  However, the emphasis expanded to 

collaboration and consideration of wider society, especially those represented by 

NGOs and environment and social justice campaigners (Aguilera, et al, 2007). 

3.4.2  The business case for CSR 

In contrast, at the micro-level and looking at a business return, McWilliams and 

Siegel (2001) proposed a model for profit maximisation linked to CSR activity.  

Using a cost-benefit analysis, the model gave managers a tool to assess the 

demand from customers of demonstrable CSR and the impact on costs of 

satisfying that demand.  This information placed companies in a position to make 

better informed decisions about the strategic adoption of CSR policies and 

practices.  McWilliams, Siegel and Wrightôs (2006) approach, whilst also 

acknowledging a business case to justify CSR, revisited the matter of a definition 

of CSR explaining that a lack of consensus obstructed an understanding of the 

concept.  The result was that it restricted the adoption of CSR within business.  In 

particular, McWilliams, et al (2006) suggested that the decision making process 

was obscured to the point where it was difficult to discern whether leadership had 

an effect on the adoption or otherwise of CSR into a company strategy.  This 

aspect is of high relevance to CSR as a management issue and the responsibility 

of individual managers if it is to become MSR.  If managers are to drive the 

implementation of the concept in the same way that they took on equality issues, 

for example, they will need clarity about their obligations.  The small amount of 

research carried out in this area is not encouraging.  Fenwick and Bierema (2008) 

discovered that HR managers saw their involvement with CSR as almost an 

entirely internal exercise, mostly geared to staff welfare.  Later research by Costas 

and Karreman (2013) looked at CSR as a motivational and control tool.  The 

authors suggested that organizations motivate workers by the companyôs 

engagement with CSR; the notion being that their contribution goes beyond their 

immediate work and into enhancing society (Costas and Karreman, 2013).  This is 

an interesting manipulation of the extension of Follettôs exhortation that business 

management, and indeed all work, is the greatest contribution individuals can 

make to óserving your communityô (Follett, 1941:134).  Measuring the benefits of 

this contribution is one of the difficulties presented to champions of CSR.  For 
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those businesses that have to justify their activities to shareholders, the ódoing well 

by doing goodô argument may have to show an economic return (Christiansen, 

2014; Falck and Heblich, 2007; Margolis and Walsh, 2003). 

 

Addressing the task of return on investment for CSR, Hazlett, McAdam and 

Murray (2007) proposed adopting quality management strategies to build CSR into 

ethical business practice, which implied transferring the implementation of CSR 

onto practicing managers.  Haberberg, et al (2010) viewed CSR from an óidealistic 

moral dimensionô (2010:367) and mirrored the debate that business takes 

responsibility for decisions based on ethics as well as economic factors (Davis, 

1960, 1967; Frederick, 1960, 2000; Mele, 2012).  Other scholars looked beyond 

outcomes and proposed that managers develop a common understanding of 

aspirational standards for CSR, but did not give practical advice on how to achieve 

this common understanding (Basu and Palazzo, 2008:133).  Another factor noted 

by Haberbeg, et al (2010) was that economic gains of CSR were indiscernible.  

Complicating the issue further, by proclaiming itself to be socially responsible, an 

organization risked attracting the attention of the wider public and media and 

invited charges of cynical manipulation of CSR (Haberberg, et al, 2010).  Although 

a lack of hard evidence as to its efficacy and benefits, advocates of CSR were of 

the opinion that it promoted higher ethical standards, which consolidated values 

that spread throughout business (Haberberg, et al 2010).  Some of the views 

Haberberg, et al (2010) are compatible with those of Follett, insofar as 

management as a profession adheres to codes of conduct that heighten business 

standards and social responsibility.  Two ardent critics of the business case for 

CSR, Nijhof and Jeurissen (2010) called it into question the entire proposition 

claiming it could lead to the moral foundations of CSR being compromised and 

undermined.  In this respect, safeguarding against manipulation of CSR for 

reasons of profitability would require something akin to Haberberg, et alôs (2010) 

proposal in relation to a standard of practice understood and accepted as a CSR 

norm.  Apart from Maon, et al (2009), who devised a framework for an 

organizational definition and standard for engaging with CSR, there is little 

practical guidance for managers on implementation.  Which leaves the conundrum 

of CSR; whereas a business case has been made in other management issues, 

with outcomes delegated to managers and often further downwards, the business 
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case for CSR has not been tackled by management scholars in the same way. 

Overall CSR, regardless of the merits of the business case, continues to remain a 

policy decision for the executive. 

 

With the formulation of the business case the debate on CSR was moved forward 

from the polarised positions of the monetarist Friedman (1962,1970) and the 

altruistic and moral perspective in which profits should be sacrificed (Jeurissen, 

2000).  Emerging from the centre of the debate was the continuing development of 

the idea of stakeholders, which was similar to Follettôs thoughts of individuals and 

groups óinterweaving obligationsô (Follett, 1941:84) and sustaining each other.  In 

relation to MSR, this new appraisal of CSR taking into account individuals making 

up a variety of groups began to move attention away from policy statements onto 

the implementation of CSR (Schilling, 2000).  At the same time, the global and 

political implications of social responsibility and awareness became more 

prominent and the subject of a raft of related research (Scherer, Palazzo and 

Matten, 2009). 

3.4.3  Democracy and political CSR 

A thought provoking and prescient notion was posed by Scherer and Palazzo 

(2011) when they examined the evolution of CSR in relation to democratic 

foundations.  The growing power and influence of corporations, particularly with 

the rise of globalization, led Scherer and Palazzo (2011) to look at the challenge 

to democracy and to call for what they described as ódeliberative democracyô 

(2011:907).  Envisaging a model that took into account the politicization of 

corporations, Scherer and Palazzo (2011) assessed the subsequent changes in 

relationships and interactions between óstate, economy, and civil societyô 

(2011:918).  At the heart of this assumption is the notion presented by Habermas 

(2001) that, for democratic public life to thrive, individual members of society 

should be involved in debates and communication with institutions that have 

power and influence that affect them.  Habermasô ideas are identical to those of 

Follett (1941:145) in relation to democratic engagement and public debate; her 

expectations of mutual and shared dependency were also evident in Moon, Crane 

and Mattenôs (2005) concept of deliberative democracy.  These authors traced the 
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concept from its roots in the assumption of the rights of citizens (Locke, 1947) to 

ódevelopmental democracyô (2005:441) and the adoption of policies by 

corporations that were inclined to pro-active initiatives both with positive and 

negative impacts on society.  Examples given to illustrate these impacts are the 

voluntary banning of GM foods by UK supermarkets during the 1990s (Kolk, 2000) 

which contrasted with corporate opposition to the UN-linked Kyoto protocol, which 

aimed to reduce greenhouse gas emissions, (www.kyotoprotocol.com).  With 

ódeliberative democracyô, Moon, et al (2005:442) outlined a model that focused on 

a problem solving strategy and calculated engagement with a view to finding 

solutions through active discourse.  Moon, et alôs (2005) highlighting of the 

essential voluntary nature of negotiations between stakeholders and corporations, 

evoke comparisons with Freemanôs stakeholder theory (2010).  A fundamental 

element in both approaches is the need to seek out a new óprinciple of associationô 

(Follett, 1918:279). In this association, business aligns itself to partnerships with 

society and integrates interests by coordinating works for longer term sustainable 

prosperity (Follett, 1918, 1924, 1941, 1949; Kemper and Martin, 2010). As the 

aforementioned illustrates, much has been researched and written about business 

and society integrating interests; however, there are gaps in the literature 

concerning the practicalities and methods for unifying interests for the long-term 

good.  On the other hand, there have been strident voices calling for an end to any 

integration or unification and for market forces to be the main imperative to decide 

on any undertaking of CSR.  The following section examines some of the 

arguments advanced by those opposed to CSR.     

 

3.4.4  CSR challenged 

A principle complaint about CSR is that, according to the vague definitions, almost 

anything could be deemed to be CSR, which might include óbribing local officialsô 

(Sternberg, 2009:6).  Presenting the antithesis of mainstream views in support of 

CSR (Carroll, 1979, 1991, 2012; Frederick, 1960, 1994; Freeman, 1984, 2010) 

retired banking CEO, John Allison (Allison, 2012; Parnell and Dent, 2009), 

expressed opinions that concurred with those of Friedman (1962, 1970) and Levitt 

(1958) and are endorsed by Sternberg (2013).  All begin with the assumption that 

laws and tenets of governance are sufficient to ensure that businesses behave 

within the rules.  Any obligation to society is accomplished by fulfilling shareholder 
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expectations to make as much money as possible (Friedman, 1970).  By 

defending and maintaining capitalism and pursuing a sustainable profit- centred 

model, Allison claims that the wealth created ultimately benefits all society (Allison, 

2012; Parnell and Dent, 2009).  With even more disquiet, Sternberg interprets the 

inherent obligation of CSR to mean there is an expectation that business takes on 

duties beyond its true purpose.  By diverting from core activities, CSR makes firms 

uneconomic and, echoing Friedman (1970), undermines human rights (Sternberg, 

2009; 2013).  Also noting the importance of SMEs to economy, Sternberg 

suggested that SMEs have little interest or involvement in CSR, which undermines 

the entire concept (Sternberg, 2009, 2013).  Dickson (2010), however, cites 

research that contradicted this view and moreover provided evidence of significant 

SME commitment to CSR.  Regardless of any defence of CSR any notions that 

business should take a less passive approach and do more to engage with wider 

society are anathema to Allison and Sternberg (Allison, 2012; Sternberg, 2009, 

2013).  Overall, their objections are based on corporations not needing to 

subscribe to CSR because wealth creation satisfies their part of the bargain 

(Allison, 2012; Friedman, 1962, 1970; Parnell and Dent, 2009; Sternberg, 2009, 

2013).  This view did not recognise that there were risks to business from ignoring 

the development of social justice, human capital and human relations (Carroll, 

2000; Davis, 1960; Handy, 2002; Schrempf, 2012; Windsor, 2013).   

 

3.4.5  Shareholder value and CSR 

The polarisation of views on CSR throws into focus the question about the 

purpose of a firm.  In its narrowest sense, the firm is concerned with maximising 

value for the benefit of the owners, be they individuals or groups of shareholders 

(Allison, 2012; Friedman, 1962, 1970; Levitt, 1958; Parnell and Dent, 2009; 

Sternberg, 1997, 2013).  Handy (2002) adopts a broader interpretation and tackles 

the central theme of shareholder value.  Handy describes the reality that 

shareholder value can be manipulated to suit the objectives of the firmôs 

executives; therefore, it is not an accurate measure or predictor of long-term 

success.  Here Handy concurred with Follettôs proposition that  óthe accumulation 

of responsibilityô means that business must take heed of an implicit morality that 

runs through the relationships that business has with its stakeholder 

(Follett,1941:146).  Handy held a contrary view to Allison, Friedman and Sternberg 
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in relation to the firm as a legal entity accountable through corporate governance 

(Allison, 2012; Friedman, 1970; Sternberg, 1997, 2013).  Handy advances the fact 

that company laws were formulated during in the 19th century.  This means that 

the origins of laws governing company behaviour relate to entities hugely different 

to those of the 21st century.  Of particular importance is the aspect of property and 

ownership, which Friedman (1970) and Sternberg (2009) cite as a reason for 

rejecting CSR.  Handy considers that intellectual property, human capital, 

reputation, skills, talents and capabilities cannot be considered in the same vein 

as material assets, therefore, a new concept of business has to emerge.  Handy 

was as disconcerted as Sternberg at the prospect for the future.  For Handy, 

writing thirteen years ago (2002) and anticipating the fall-out from the economic 

crisis of 2007/8 (Posner, 2009), the future of the capitalist model was in jeopardy.  

He described his interpretation of the model whereby society trusts business with 

its wealth to create greater wealth.  However, there were too many examples of 

this not being the case, which meant that greater honesty, accountability and 

social involvement needed to be the norm (Handy, 2002).   

3.4.6  CSR as a management strategy 

Displaying greater trust than Handy (2002) in corporate motives and governance, 

Lantos (2001, 2002), whilst sceptical about some aspects of CSR, looked at 

incorporating CSR into business strategy.  Lantos (2001) distinguished between 

ethical, altruistic, and strategic CSR and explained his agreement with Friedman 

(1962, 1970) that any obligation business has to society is accomplished by 

fulfilling shareholder expectations to make as much money as possible.  With 

regard to altruistic CSR, Lantos considered involvement in ónoble and virtuousô 

(2001:605) activities were outside the normal realms of business enterprise.  The 

ethical category of CSR, according to Lantos (2001, 2002), referred to what could 

be expected reasonably from business in that moral safeguards should be 

implemented and adhered to so as to cause no harm.  A pre-requisite for success 

is the buy-in to the principle of CSR from top management and the communication 

of values that underpin a firmôs CSR policy.  More specifically, Lantos (2001, 

2002) proposed that the responsibility to drive the strategy was placed with the 

marketing departments whose role was to create value and thus benefit the firm 

economically.  Although this idea moves the responsibility down from the 



58 
 

executive, it detaches it further from the operational management functions and 

obligations.  In this respect, though, Lantos allows for a business case for CSR to 

be considered as part of a profit centred strategy (Carroll and Shabana, 2010; 

Lantos, 2001, 2002).   

   

Leading strategists Porter and Kramer (2002, 2006) decried an uncoordinated 

stance on CSR and urged the adoption of a focused strategy tied to the core 

functions of a business.  Whilst noting the pressures on companies to increase 

short-term profitability, they were perplexed by diverse cause-related marketing, 

which they describe as óstrategic philanthropyô (2002:6).  For Porter and Kramer 

(2002) the focus of a company should be on improving competitiveness and not 

on generating goodwill.  Porter and Kramer summed up their view that 

philanthropy should be in the context of assisting where the corporation's needs 

align with social needs (2002, 2006). The conclusion was that it would be better to 

leave charitable donations to individual employees as a lack of strategy produced 

vague and ill-considered philanthropic contributions that have no particular merit.  

Illustrating the fluidity and evolution of CSR theory, a shift in Porter and Kramerôs 

opinion on strategy (2011) was presented as óshared valueô in response to the 

global financial crisis and attendant scandals.  This prompted calls for greater 

regulation and criticisms of corporate irresponsibility (Windsor, 2013).   

 

Although remaining advocates of a strategic and instrumental approach to CSR, 

Porter and Kramerôs position stems from competitive advantage and they expect 

profits to accrue by, for instance, ensuring maximum productivity in the value 

chain.  An emphatic critique of Porter and Kramerôs (2011) óshared valueô was 

advanced by Crane, Palazzo, Spence, and Matten (2014).  Crane, et al (2014) 

could not agree with Porter and Kramerôs assertion that their idea was what was 

needed to address business and society being ópitted against each other for too 

longô (Porter and Kramer, 2011:61).  One of the difficulties cited by Crane et al 

(2014) is the assumption of regularity compliance, which they describe as ónaµveô 

(2014:132).  Here, Crane, et al (2014) echo Follett (1918:167) when they criticise 

Porter and Kramerôs (2011) piecemeal approach to reforming at the micro level.  

By paying less heed to shortcomings at macro-level, and concurring with Handy 

(2002) about the flaws in the supremacy of shareholder value, Crane, et al 
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consider that change and true shared value will not be realised (2014:140).  Again 

the debate on CSR moved into the realms of abstract theory and scholarly 

disagreement and set out little for managers to take as guidance for its 

implementation.    

 

With the predominance of shareholder power much has been written about the 

risk of short-term gains, a lack of accountability and exponential rises in executive 

pay (Abel, 2010; Grosser, 2009; Herzig and Moon, 2013; Kemper and Martin, 

2010; Semmler and Young, 2010).  Distrust of corporations and big business was 

such that governments succumbed to pressure to reverse light touch regulation 

(Buiter, 2009) and to intervene in mortgage markets, loans and tighter governance 

in general (Nau, 2013).  These issues moved the debate on CSR full-circle 

resurrecting several of the ideas put forward by Follett.  These include the wider 

commitment of business to the common good and not simply through wealth 

trickling down, which is something that recent research suggests does not happen 

(Brodie, 2014).  Currently the discourse on CSR takes place against a backdrop of 

the fragility of business and the pressure to find savings and boost 

competitiveness.  Yet, Harwood, Humby and Harwood (2011) found that CSR was 

expected to be safeguarded by corporations, which resonated with Brooks (2010) 

who called for a more confident approach to defending CSR.  Framed in the 

sociological concepts of Weber (1930) and Polanyi (1947), Brooksô argument was 

to take the debate beyond the business case and into the realms of values and 

social capital.  By avoiding the predominance of economic activity that 

subordinates society, the confidence called for by Brooks (2010) was addressed in 

some remarks by Scherer, et al (2014).  They pressed for the reassessment of the 

norms that govern property rights, self-regulation of markets and the risks that 

span the globe that cannot be addressed nationally.  These thoughts were brought 

together by Brugmann and Prahalad (2007) who proposed a new social compact 

between business and society.  The issue of the practicalities of a model to take 

forward a new compact presented another challenge for CSR scholars.  

3.4.7  Consumer and management standards for CSR 

A new rationale for CSR models was called for by Jane Claydon (2010), who 

posed that early models of CSR, typically Carrollôs pyramid (1991), fell short of 
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what was needed to guide thinking to accommodate modern business and socio-

economic practices.  Claydon (2010:405) proffered a óconsumer-driven corporate 

responsibilityô model: CDCR, which identified consumer demand as an effective 

driver of CSR.  More recent research by Morven McEarchen (2015) on consumer 

moral decision making, illustrated the difficulty in defining the extent of the 

advantage of socially responsible products.  Like Follett, McEarchen identified the 

importance of educating the public about standards in business.  With particular 

reference to the Fairtrade Foundation, McEarchen called for transparency when 

she proposed that consumers asserted their collective power to bring about 

universal change (McEarchen, 2015:446).  In response to moral decision-making 

by consumers and businesses, Dominic Barton (2011) of McKinsey Consulting, 

referred to the type of manipulation by big business that Follett had described.  

Barton called for long-term, community sensitive business strategies that 

encompassed objectives that were inclusive, socially orientated and distributed 

wealth fairly.  The emergence of the B Corp movement aims to give approval to 

companies that adhere to the type of standards described by Barton 

(www.bcorporation.net).  As major corporations sign up to B Corp the opportunity 

could be presented for business and the public to measure corporate behaviour 

against set standards (Confino, 2015).  However, B Corp and the proposals of 

Barton would be led by the executive and lack detail as to how a manager could 

implement these standards (Barton, 2011).    

 

One way in which to take forward Bartonôs philosophy would be to standardise the 

profession of management, a topic that has received increasing attention, 

especially since the global financial crisis and attendant corporate scandals 

(Follett, 1941:132-139; Herzig and Moon, 2013; Lauesen, 2013; Windsor, 2013).  

Armstrong and Greenôs (2013) contribution to the debate offered an individual 

company approach to create a professional code that would require managers 

being trained to understand and implement a stakeholder approach (Armstrong 

and Green, 2013:1927).  Nita Nohria, the current dean of Harvard Business 

School, called for a model aligned to Follettôs idea of a universal standard for 

managers (Khurana and Nohria, 2008).  Other notable protagonists in the field of 

management education agreed and included suggestions that MBA graduates 

take an oath of ethical behaviour (Anderson and Escher, 2010; Aquino, 
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Greenbaum and Kuenzi, 2012; Podonly, 2009).  Countering these opinions Barker 

(2010) emphatically rejected the notion that business management could be 

classed as a profession that would lend itself to codes of conduct.  Interestingly, 

although without referring to Follett, Barker uses her concepts of integration 

(Follett, 1924:78) and the law of the situation (1941:111) as alternative routes.   

 

Barkerôs principle contention, and this is important if managers are to 

operationalise CSR, is that there are no clear boundaries as to what a manager 

does (Barker, 2010).  As an alternative Barker suggests that managers should 

acquire skills through education and practice and integrate these skills into a body 

of knowledge that they apply according to the situation (Barker, 2010).  In this 

respect, Barkerôs suggestion is similar to that of Armstrong and Green (2013).  

Whichever view on management being a profession prevails, several academics 

have focused on the education of managers, particularly in business schools 

(Khurana and Nohria, 2008).  They express their belief that such institutions have 

the capacity and incentive to deliver a new breed of managers (Mayer, Aquino, 

Greenbaum and Kuenzi, 2012; Podonly, 2009).  This view (Podolny, 2009) has 

been the focus of international attention by way of the UNôs Principles for 

Responsible Management Education (PRME) which aims to shape management 

training and education to create responsible leadership for sustainable business 

(www.unprme.org).  Thus some of the skills, knowledge and methods that Follett 

advocated are becoming part of management education (Follett, 1941:135) with 

the inherent ethics of her main theme of relationships beginning to be absorbed 

into management behaviour and education. 

 

The likelihood of business schools being in the vanguard of CSR education was 

addressed by Diane Holt (2003), albeit in a limited exploratory study relating to 

environmental matters.  However, the issue of attitudes of students and the 

influence of their studies on their values is highly relevant to managers being 

educated to be socially responsible.  Holtôs findings suggested that educational 

institutions could have some success in changing attitudes of students towards an 

environmental agenda.  One question that Holt evokes was the optional nature of 

particular modules.  Given that óenvironmental issues are business issuesô (Holt, 

2003:342) it was more likely that environmental topics would be an intrinsic part of 

http://www.unprme.org/


62 
 

the curriculum.  This notion has implications for business courses that have ethics 

and CSR as optional studies in that their business return may not be obvious.  

This topic provoked debate from scholars concerned that after the economic crisis, 

and associated corporate scandals, lessons had not been learnt about social 

responsibility (Cavanagh, 2009; Floyd, et al, 2013).  Underpinning education about 

CSR Floyd, et al (2013) resonated with Follett by calling for the need to convey 

understanding of the part the individual plays in shaping the group and its 

activities as part of a beneficial contribution to society (Follett, 1918:316).  

 

A vehicle for undertaking the challenge to appraise and implement global CSR 

could come in the form of a stakeholder group of leading European trade unions. 

The frameworks within which unions operated, their resources and experience, 

together with an inherent commitment to social issues, placed them in a strong 

position to become significant actors in the future of CSR according to Delbard 

(2011).  A threat to the possibility that trade unions would help to ensure CSR 

comes from the demise of the power of trade unions, evidence of which was 

presented by Rees, Preuss and Gold (2014).  Of note is the fragmentation of 

power identified by these authors and the varying perceptions and role of unions 

throughout Europe.  With the challenges to the power of the trade unions comes 

the question of a coalition of activists to champion the cause of CSR (Preuss, et 

al, 2014).  A notable void, therefore, has been identified by Preuss, et al (2014) 

with regard to a power group to drive CSR.  Follett summed up the position of 

unions by saying that óit is easier for a trade union to fight than to find a better way 

of running the factoryô (1941:45).  Extending the idea of running the factory to 

cooperating over CSR throws up some interesting considerations, which were 

discussed by Preuss, et at (2014).  In so doing Preuss, et al (2014) echoed Follett 

in their view that trade unions needed to follow her advice and find a ónew principle 

of associationô (1918:279).   Any new association would have to take into account 

the longer term and to view their role as part of a greater movement in society in 

partnership with business.  Such sentiments are identifiable in recent proposals 

from WEF (para 3.4.1).  Given that philosophies are converging into what Follett 

envisaged as an ideal situation of cooperation working towards the long-term 
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good, CSR may be evolving into its next stage, which was what Follett always 

expected when she wrote   

óI think business management by far the most interesting human activity at 

 present, because we are pioneers, because we are working out something 

 new in human relationships, something that I believe goes to the very 

 bottom of the whole question and is going to be of great value to the world.ô

 (Follett,1924:249)  

 

The notion of partnerships between interested parties, such as NGOs and unions, 

resonates with those in power urging citizens to take on more responsibilities for 

themselves and their communities.  Yet, standards in major public bodies that 

should be the vanguard of social responsibility have not always proved to be 

exemplars organizational behaviour.  The lack ethical and decent human 

behaviour that emerged following a range of scandals in the UKôs public 

organizations such as the BBC, NHS and other civic bodies do not augur well for 

the future of CSR (Francis, 2013; Smith, 2015).  However, these scandals may 

lead to more research in relation to standards and social responsibility in public 

and quasi-public organizations particularly given the imperatives placed on large, 

publicly-funded purchasers (Walker and Preuss, 2008).  In turn this may lead to a 

new, unified, publicly-driven CSR initiative and one that would benefit from the 

clarity of a contemporary definition and framework.   

Without a framework of comprehensive codes of conduct, standards of behaviour 

vary across the country and between organizations, thus echoing the continuing 

cry for a definition and clarity of CSR (Okoye, 2009).  Admittedly it is largely 

scholars calling for a definition of CSR and an end to ambiguity, but it could be a 

hurdle that prevents the wider adoption of a concept, implemented with the best 

intentions, and with authentic benefits to society (Schrempf, 2012).  Adding further 

obfuscation is the difference in attitudes to CSR across cultures.  Even in the 

relatively mature CSR environment of Western Europe and North America, the 

emphasis differs with a more philanthropic approach adopted in the US.  This is 

attributed to well-established welfare models in Western Europe providing a more 

effective social safety net (Matten and Moon, 2007; Sison, 2009).  On the other 

hand, the confusion over what constitutes CSR adds to the strength of Follettôs 

argument that each manager should simply take on responsibility to safeguard 

society according to standards and codes of management (Follett, 1941:132).  By 
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applying Follettôs concepts to identify common interests and to integrate them for 

everyoneôs long-term benefit, MSR would be possible and it would not require a 

universal definition.  Moreover Follettôs methods, which focus on the skills of 

managers to personalise an obligation towards social responsibility, set out 

practical steps to implement it.   

 

Whether or not new models will solve the enigma of what defines CSR, is 

impossible to assess.  Part of the difficulty is the volatility and change in the world 

of business.  The proposals of Barnard (1938) and Bowen (1953) were grounded 

in the times when corporations were more likely to be owner-managed by 

someone with close ties to their communities, often with strong religious 

commitments and within clear social structures.  In some ways it was easier to 

devise retrospective models that were based on observations of a slowly changing 

environment.  Paradoxically, whilst technology is available to devise new and 

better informed concepts that anticipate changes that same technology 

accelerates the pace of changes so that models, concepts, frameworks, and 

strategies will continue to lag behind what may be needed.   

 

3.5  CSR and Mary Parker Follett 

Interpretations of CSR literature in this review range from the extremes of viewing 

it as an unfair tax on shareholders (Allison, 2012; Friedman, 1962, 1970; 

Henderson, 2005; Levitt, 1958; Sternberg, 2009) to a willingness to help the 

neediest and protect the planet, even to the possible detriment of profitability 

(Jeurissen, 2000; Scherer and Smid, 2008).  The middle view includes using CSR 

as a marketing opportunity or a smokescreen to hide less salubrious activities 

(Crane, et al, 2008; Nijhof and Jeurissen, 2010).  The differences within the body 

of work relating to a definition for CSR, provides useful ammunition for its 

detractors.  However, the nucleus of CSR themes evident from the literature 

review was captured by Crane, Matten and Spence (2008:7-8) and comprises six 

core characteristics which are summarised below. 
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3.5.1 CSR: Core characteristics 

 

1. The óvoluntaryô nature of CSR; this aspect is emphasised frequently but 

could be said to be a defence against regulatory imposition.   

2. óInternalizing or managing externalitiesô; for example, bearing the costs of 

pollution. 

3. óMultiple stakeholder orientationô is concerned with broader aspects relating 

to a firm.  This goes beyond those who have a financial stake to 

encompassing the wider community. 

4. óAlignment of social and economic responsibilitiesô presents the idea that a 

balance has to be struck between enlightened self-interest and ensuring 

that CSR does not jeopardise the economic viability of a company.  

5. óPractices and valuesô create considerable debate and concern the motives 

of companies.  The underlying values and philosophies of a company are 

brought under scrutiny and inconsistencies and challenges to integrity can 

be the cause of much soul-searching.   

6. óBeyond philanthropyô highlights the expectations that have grown about the 

role and contributions business makes to society.  Furthermore, there is a 

consideration to be addressed around CSR becoming an integral part of 

core business strategy. 

(Based on Crane, A., Matten, D. and Spence, L., 2008 Corporate Social 

Responsibility. Abingdon: Routledge) 

Those characteristics identified by Crane, et al (2008) fall short of Follettôs 

philosophy about business behaviour.  Notably, using business and, more 

specifically, business management to develop and drive social prosperity was not 

included in Crane, et alôs (2008) summary of CSR characteristics.  This is not 

surprising given that Follettôs radical view is more in keeping with highly innovative 

and socially focused businesses that were created to serve a social good, such as 

Ben & Jerryôs (Galbreath, 2009; McWilliams and Siegel, 2001).  However, as such 

companies remain in a tiny minority they do not qualify for inclusion in a general 

snapshot of characteristics of CSR.    
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3.5.2  Six categories of CSR 

Moving to more specific categories within the overall characteristics of CSR 

(Crane, et al, 2008), and illustrating the relationship to Follettôs concepts, a table is 

presented at table 3.5.2.1.  Here CSR has been broken down into six main 

categories showing the relationship to Follettôs concepts of power-with, integration, 

coordination, and the law of the situation.  Operationalising all these concepts 

relies on the vision and the influence of managers leading organizations and 

brings into play the role of the invisible leader, which is referred to where relevant.  

The CSR categories are: ethics; political; instrumental; corporate citizenship; post-

financial crisis; and integrative. However, categories have common areas and 

there is overlap and interconnections between all six.    
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Table 3.5.2.1 Comparison of CSR and Follettôs Concepts  
CSR Concept Mary Parker Follett 

Ethics 
Moral theory: the common good, social justice, 
accepted ethical manner, feminist theory.  
Human development with business, virtuous 
behaviour, longer-term prosperity for all.  
(Bowen, 1953; Barnard, 1938; Frederick, 1960, 
2000; Freeman, 2000; Grosser, 2013; Mele, 
2012) 

Ethics 
Business management involves a moral duty to 
the ógive and take of lifeô (Follett, 1941: 133).   
Business is an essential function of society; it 
should not make profits óat the expense of 
public goodô. (Follett, 1941: 133) 

Political  
Corporations, organizations (eg NGOs) control 
markets.   
Globalization diminished nation-state power. 
Corporations took advantage of weak 
governance. (Davis, 1960,1967; Donaldson 
and Dunfee,1994; Matten and Moon, 2008; 
Scherer and Palazzo, 2011; Scherer, Palazzo 
and Matten, 2014) 

Political 
One part of an organism or society exerting 
control over the others will not be sustainable.  
Democratic participation means rights and 
influence for the individual and group benefit 
(1941:61)  
Management should be a profession with 
codes and standards above political influence. 

Instrumental 
CSR as a resource and/or competence for 
business competitiveness. 
Philanthropy focused on core business. 
Business opportunities in social issues and 
bottom of the pyramid. (Porter and Kramer, 
2002; 2006, 2011; Lantos, 2001; Prahalad and 
Hart, 2001). 

Instrumental 
Workers, management, and community on the 
same side.   
Business displays professional conscience and 
pride; seeks out a ónoblest aimô (1941:95).   
Integration of interests produces the best 
resource and competence.  (1941:141) 

Corporate citizenship 
Social and discretionary role of business 
administering rights of citizenship for 
stakeholders and wider community.   
Corporations not governed by the same 
accountability to citizens as elected 
governments (Logsdon and Wood, 2002; 
Matten and Crane, 2005) 

Corporate citizenship 
Managers, citizens, trained to judge facts, 
combine informed opinion with their 
experiences to reach the best decisions and 
jointly grow ópower-withô.   
Co-operation and integrating experiences form 
the foundation for óhuman welfare.ô (1941:140) 

Post financial crisis 
Public mood and antipathy toward companies 
receiving bail-outs, puts state in control.   
Compensation to executives undermines 
business models and monetarist and liberal 
economic policies.  
Tax avoidance illustrates a lack of integrity of 
big corporations; changing to stakeholder 
approach is more compatible with CSR.  
(Abel, 2010; Herzig and Moon, 2013; Kemper 
and Martin, 2010; Freeman, 2010; Lauesen, 
2013; Martin, 2002; 2010; Windsor, 2013)  

Post financial crisis 
Business should be conducted with the aim of 
advancing human welfare and benefitting all 
society.     
The blossoming of the individual unifies for the 
advancement in society.    
Circular response leads to the ófullest 
contributionô from everyone (Follett, 1941:83).  
Managers integrate wider society supporting 
foundations for community and capitalism.  
Business and society should look to the ólong 
runô. (Follett, 1924:39).   

Integrative   
Stakeholders and others with more than a 
financial interest. 
Encompasses wider community.   
Integrated aspects of economic, ethical, social, 
and environmental considerations.  
(Donaldson and Preston, 1995; Freeman, 
1984; 2010; Wartick and Cochrane, 1985) 

Integrative  
The public are educated by management about 
ethical, moral, and economical expectations.  
Business leaders develop leaders in wider 
society; they create a vision for a democratic 
relationship between business and society 
(1970:1)  
óPower-withô in a common purpose, works 
towards the long term perspective (1941:114).  
Business contributes to the ódevelopment of 
manô (1941:141)  
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3.5.2.2 CSR: Ethics 

In this category, the morality of how business operates is considered (Crane, et al, 

2008).  Barnard (1938) envisaged morality becoming embedded in society by 

ensuring that everyone ï especially employers and workers ï shared a spirit of 

cooperation and agreement whereby members of society acted within a 

framework of ethical consensus and acceptable behaviour (Enomoto, 1995).  This 

framework encompassed an assumption that the relationship between 

corporations and society was based on promoting the common good and social 

justice.  In this respect, business should pay heed to the needs and rights of all 

those affected by its activities and upon whom it depends (Barnard, 1938; Bowen, 

1953; Drucker, 1955; Frederick, 1960; 2000; Freeman, 2000; Handy, 1989, 2002).  

The concept of common good, derived from the work of Aristotle (Ackrill, 1981), 

forms part of the basis of ethics in business (Garriga and Mele, 2004).  More 

recent work on ethical CSR takes a feminist perspective and looks to amalgamate 

feminist management theory with CSR (Roberts, 2012; Thompson, 2008).  The 

impetus for taking a feminist view of CSR has been largely the result of the 

financial crisis 2007/8 and the call for less macho and more long-term and prudent 

business practices (Grosser, 2009).  These ideas sit well with Follett who looked 

beyond seeing ethics and other moral decisions of management as being more 

than ódutyô (1918:57).  She wrote, 

óThere is now emerging an idea of ethics entirely different from the altruistic 

school, based not on the duty of isolated beings to one another, but on 

integrated individuals acting as a whole, evolving whole-ideas, working for 

whole-ideals. The new consciousness is of a wholeô (Follett,1918:57) 

 

Overall, however, the ethical approach to CSR is primarily concerned with values 

that extend beyond treating people well for the sake of economic results (Garriga 

and Mele, 2004; Mele, 2012), Follett expected ethics to part of a power-with and 

integrated relationship with society. Follettôs ideal relationship would constantly 

evolve and bring about a new understanding which would require business 

management to set out and apply a vision of responsibility for advancing human 

welfare (Follett, 1941:140).  Where Follett differs with ethical CSR is its 

conceptual, abstract nature that offers little in the way of practical advice to 

operationalise it.  Nevertheless, she shares her fundamental philosophies with 
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ethical CSR because at the heart of these values lies the humanity within the 

relationship between business and society.  

 

3.5.2.3 CSR: Political 

Corporations and organizations, such as non-governmental organizations (NGOs), 

accumulate power, which they strive to use responsibly to actively regulate and 

control markets.  Globalization has led to nation-state power being diminished with 

corporations taking advantage of weak governance (Matten and Moon, 2008; 

Scherer and Palazzo, 2011; Scherer, Palazzo and Matten, 2014).  However, in 

such states, the legitimacy of corporations is dependent on codes and corporate 

governance that may have superior moral validity and levels of democracy 

(Scherer and Palazzo, 2011). 

 

Follettôs views on codes and responsibilities of business management are 

applicable to the concept that such codes may be superior to those of the nation 

state.  This is because they are grown from participation of individuals working as 

a group (Follett, 1941:146).  A dynamism and flexibility exists within business that 

is capable of responding in the spirit of ócollective creativenessô (Follett, 1941:94) 

and according to the law of the situation.  Follett considered that the state, 

business, and community must see their roles as part of an integrated whole 

working for the common good; the process is never complete and complacency is 

the enemy of democracy.  In the process of building power-with relationships it 

should be appreciated that  

óIt is in our power to win our freedom, but it must be won anew every 

 moment, literally, every moment.ô (Follett, 1918: 72) 

 

Applying her concepts to political CSR, Follettôs approach would be to understand 

the constantly evolving nature of the relationship between business and society 

and to be wary of óbig businessô and its óextra-legal methodsô (1918:167).  

However, the faith that Follett had in management would provide some optimism 

that business could be harnessed for the betterment of society and the 

implementation of CSR as a responsibility of each manager. The relationship 

would be grown by coordination to establish contact at the most appropriate levels 

and continually develop trust and power-with to create diversity and new ideas.   
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3.5.3.4 CSR: Instrumental   

When economic strategies incorporate social engagement, the result is 

instrumental CSR, which refers to corporations looking to the concept of 

enlightened self-interest to legitimize CSR and seek a business case to justify their 

actions (Carroll and Shabana, 2010; Nijhof and Jeurissen, 2010; Porter and 

Kramer, 2002; 2006).  Looking to new markets the extreme social needs of the 

worldôs poor, and the social responsibilities of business towards them, became 

part of the strategy known as the óbottom of the pyramidô (Prahalad and Hart, 

2001). Therefore, for those corporations using their skills and knowledge for 

socially responsible activities, there are prospects of tangible and intangible 

economic returns (Crane, et al, 2008; Drucker, 1974; Porter and Kramer, 2002, 

2006, 2011).  However, the manipulation of CSR to promote brands whilst 

companies engaged in less salubrious or illegal activities ï described as óEnron 

Ethicsô ï has discredited the concept for many (Sims and Brinkmann, 2003:243).   

 

Follettôs belief in democracy and the role of business management in promoting 

democratic engagement would make her reject the business case for CSR.  She 

wrote  

óIf I pledge myself to the new democracy and you pledge yourself to the 

 new democracy, a new motor force will be born in the worldô   

 (Follett, 1918:33)  

 

This quote exemplifies Follettôs philosophy of reciprocal relationships wherein 

working through the group, energy is synergised to produce power-with that can 

change society.  Each case follows the law of the situation and the needs of those 

most affected are taken into account at the earliest stage.  Moreover, the 

corporation should promote power-with through management engaging with the 

wider community and building capacity to achieve wider, long term goals.  Thus 

building the relationship between business and society is what should motivate 

corporations towards CSR and not the lure of competitive advantage of the 

business case. 
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3.5.3.5 CSR: Corporate Citizenship 

As a notion, corporate citizenship (CC) purports that companies display the 

behaviours expected of a responsible citizen (Logsdon and Wood, 2002; Matten 

and Crane, 2005).  However, the corporate citizen differs from the individual and 

SME citizen in that there are occasions when the corporate citizen could assume 

the power of the state (Matten, Crane and Chapple, 2003). This notion would be 

contrary to what Follett advocated insofar as the concept of integration would not 

place corporations on one side with power over the other. Instead Follettôs 

approach would be situational and integrate interests whereby all citizens 

coordinate skills and expertise.  Follettôs study of biology prompted her to write, 

óAn effective organism functions by integrating its components for the 

 greatest benefit and is never complete but is always reaching forth for 

 unionô (1918:65) 

 

Applying this metaphor to that of the corporate citizen, Follettôs approach would be 

to identify óinterlocking responsibilityô and integrate the interests of corporations, 

citizens, the state, and all stakeholders for optimum benefit (Follett, 1941:151). 

 

3.5.3.6 CSR: Post-financial crisis  

The world financial crisis of 2007/8 fuelled a growing public mood for greater 

regulation which saw the state back in control of safeguarding, partially prompted 

by antipathy towards companies appearing to receive charity in the form of bail-

outs (Abel, 2010; Barton, 2011; Herzig and Moon, 2013; Kemper and Martin, 

2010; Lauesen, 2013; Windsor, 2013).   

 

In this respect, Follett would probably consider the current financial crises and 

challenges to the validity of CSR and capitalism as a natural part of an 

evolutionary process from which lessons should be learnt.  Writing about the 

responsibilities of business managers, she said 

óWe have a problem here to think out. We have to discover how far each 

 one concerned has contributed to the failure or partial failure, not in order to 

 blame, but in order to learn all we can from this experienceô 

 (Follett,1941:151) 

Follettôs advice would be to involve all parties to participate in an outcome of 

benefit to the whole.  To Follett it appeared that during crises there was a great 
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temptation to take the easy way, which was to fight; however, not fighting but 

integrating differences involved much harder work.   

 

In anticipation of an evolved CSR, lending credence to business and capitalism, 

indications are that there will be continued calls for control of corporations, which 

the wider community will expect to see implemented (Abel, 2010; Herzig and 

Moon, 2013; Kemper and Martin, 2011; Martin, 2010, 2011; Scherer, Palazzo and 

Matten, 2014).  In the past the responsibility has been placed on corporations as a 

collective, or at least as a board of directors.  By absorbing Follettôs teachings to 

extend CSR, each manager would be in the vanguard of social responsibility so 

that MSR would offer an accountable model which would be understood by wider 

society and placed in the hands of managers to advance.   

 

3.5.3.7 CSR: Integrated 

Freemanôs work on stakeholder management (1984, 2010) informed his division of 

CSR into óresidualô and óintegratedô categories.  These bear similarities to Follettôs 

ideas on relationships, integration, power-with, coordination, and the law of the 

situation.  The notion that interactions between stakeholders, companies, and 

others - such as governments - alters all sides through constantly changing 

relationships, Follett referred to as ócircular responseô (Follett, 1941:194).  In terms 

of advancing CSR theory as MSR, this fact is important because the manner in 

which corporations respond to stakeholders affects the relationship between the 

two sides, which in turn impels stakeholders to behave in a particular way 

(Freeman, 2010; Donaldson and Preston, 1995; Schilling, 2000).  This reciprocal 

influence goes on to lead to sides to órespond to stimuliô that they have created 

(Follett, 1941: 194). Managers will need to possess the skills and awareness of 

their role in the continual process of MSR and be able to manage evolving 

relationships between business and society (Follett, 1941:146; Hemingway and 

Maclagan, 2004). 

 

The relevance of integrated CSR to the works of Follett is interesting and 

exemplifies her foresight in relation to a key CSR concept; these are set out in 

table 3.5.3.8   
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Table 3.5.3.8 CSR: Residual and integrated approaches compared with the 

concepts of Follett 

 Integrated CSR, 

Freeman (2010:258) 

Follett 

CSR 
Definition 

Integration of economic 
with ethical, social, and 
environmental decision-
making criteria 

Business should be a 'social agency' (1941:131). The adoption of 
'reciprocal service' connotes self-sacrifice, motivates individuals 
and is a social asset (1941:133) 

Stakeholder 
Focus 

All stakeholders have 
moral standing 

Proliferation of relationships through a process of integrating 
interests and looking to the longer term (1924:78).   

Economic 
Focus 

Value creation Work is motivated by service, personal development and 
creativity as well as profit (1941:144). 

Purpose of 
CSR 

Contributes to the 
overall success of the 
corporation 

Individuals are developed to contribute fully to the advancement 
of society; this includes life-long learning and empowering 
individuals to make a contribution to help themselves and society 
through education, training and wider opportunities.  
This amounts to more than financial gain for workers and 
employers alike (1941:304). 

Business 
model 

Building partnerships 
with stakeholder groups 

Stakeholder theory is managerial, it includes a moral perspective 
on a management duty to all society (1941:183). 

CSR 
processes 

Stakeholder 
engagement 

Managers operate by a code of conduct, which is understood by 
the wider community who have been educated by management 
to know what standards to expect (1941:135). 

CSR  
Activities 

Integration of ónon-
financial reportingô into 
traditional corporate 
reporting 

The practical impact of business on communities is enabled by 
collective efforts of stakeholders, thus strengthening the moral 
case for business. Exchanging skills, experiences and 
information develop power-with and capabilities (1941:143).   

Based on óResidual and integrated approaches to corporate social responsibility.ô  Freeman, E.R. 
(2010:258).  Stakeholder Theory. Cambridge: Cambridge University Press 

 

3.6  Integrative CSR and Follett 

Thus of all the categories of CSR, integrative CSR ï based on Freemanôs 

stakeholder theory and integrated CSR (Freeman, 2010) - contains the most 

resemblance to Follettôs ideas.  The difference is that Follett takes a highly 

proactive and anticipatory stance and puts the onus on all society to participate for 

the greater good.  In her words, 

óThe community itself must grip its own problems, must fill its needs, must 

make effective its aspirationsô (Follett, 1918: 235).  

The inclusivity, envisioned by Follett, inherent in stakeholder theory together with 

its adaptability are aspects of human nature that have contributed to the 

advancement of society (Schilling, 2000).  As such integrative stakeholder theory 

offers a good starting point to extend CSR into MSR.  Where the corpus of work is 

lacking is on guidance to managers on its implementation. Even though Freeman 

proposes greater democratic participation in corporate decision making (Freeman 
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and Evan, 1990), full participation for stakeholders to integrate towards MSR 

would involve them in the developmental stage prior to reaching decisions 

(Schilling, 2000).  If this level of participation were to be accepted it would be 

necessary for managers to possess the skills to identify, engage with, and develop 

capacity to give stakeholders true power in the relationship between business and 

society (Follett, 1941:100).    

 

Expanding the awareness of the fundamentals of integrative theory into looking at 

those relationships between all parties, whether in communities, businesses or 

nations, made sense to Follett because integration could synergise creativity 

through ócollective self-controlô (1941:307).  This would happen through integration 

forming relationships which unified others in a óconstellation of relationshipsô 

(Eylon, 1998:20).  Creating these relationships, Follett believed, gave individuals 

the óchance to grow capacity or power for themselvesô (1941:108).  This is where 

Follett differs from CSR scholarship.  Follett considered that simply opening up 

opportunities to wider society, or broad stakeholder groups, was not enough.  

Those with power, particularly business managers, should equip individuals with 

the skills and capabilities to grow power and be prepared to relinquish power in a 

ópower-withô relationship (1941:100).  As such there was a fundamental difference 

between Follettôs power-with relationship and integrative theory.  The latter implied 

an obligation of business in relation to its impact on communities.  This impact 

would be the result of collective efforts of internal and external stakeholders and 

would strengthen the moral case for business (Follett, 141:132).  In the process 

expertise and experience could be pooled to advance a relationship that 

benefitted all sides so that interests would be integrated to produce durable 

solutions to problems. 

 

3.6.1  Integrative CSR in action 

Follett saw power-with being grown through business management practices in 

her school and community centres where individuals were developed to achieve 

their potential both in and out of the work-place.  A recent example of this Follettôs 

ideas comes from Thomson Reuters in their account of an anti-logging initiative in 

South East Asia.  Here a novel method is being pursued whereby managing 
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forests sustainably advances the idea of equipping people living in the forest with 

the skills to make decisions about their environment because they are the óexpertsô 

(www.reuters.com/article/2015/07/14/).  By addressing the education and 

involvement of people in the forest they are placed at the centre of decision 

making.  This approach to sustainability features Follettôs notion of coordination as 

an extension of the relationship between business and society, facilitated by 

educating the public, which goes beyond the integrative theory of CSR (Follett, 

1941; Freeman,1984, 2010; Mawer and Crotty, 2013, 2015).  

3.6.2  Summary  

Power-with, integration, coordination, and the law of the situation, which take 

place as a result of effective leadership, are all present in those CSR concepts 

that have led to progress between business and society and are evident in ethical 

CSR.  Integrative CSR theory is the closest to Follettôs idea of a productive and 

mutually beneficial relationship between business and society.  By containing 

elements of Follettôs four concepts integrative theory is the closest to her idea of 

managementôs part in advancing human welfare.  Whilst to a lesser extent, 

corporate citizenship and political CSR involve engaging with wider society, albeit 

not always with unselfish motives on the part of business, Follettôs notion of the 

law of the situation is discernible.  Similarly, instrumental CSR and the business 

case incentive for CSR of necessity use the law of the situation to identify the nub 

of the issue that corporations see as being an area where business can engage 

with society.  The best examples being causal marketing or Porter and Kramerôs 

(2006) strategic approach based on core business issues.  However, the self-

interest of the instrumental case, would be anathema to Follett and would not be 

the foundation for a power-with relationship in which interests would be integrated 

for the long-term benefit of all sides.     

3.6.3  Main themes, categories and approaches 

Two main themes emerged from this literature review.  The first is that CSR has 

tended to remain an academic preoccupation of which use has been made by the 

executive of organizations for strategic purposes.  In the process, several strands 

of CSR have developed that have contributed to improvements in society; in 

particular environmental and consumer awareness has helped to drive up 

http://www.reuters.com/article/2015/07/14/
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standards in corporate behaviour.  Secondly, of all social issues in management, 

CSR has been the least delegated and if it is, the marketing department is usually 

where responsibility is transferred; even then it is without executive decision 

making powers. 

More specific points from the literature review are set out below and they fall into 

three main areas.  The first of these relates to the individual manager on the front-

line of operations whose role in operationalising CSR has not been addressed 

with the same detailed research, analysis and guidance as other social issues in 

management.  Secondly, the organizational response to CSR appears to be 

understood as an essentially voluntary and optional commitment and is open to 

interpretation and even misappropriation, especially by the leadership and 

executive.  The third main area is a macro perspective on what management 

should be committing to in terms of a profession with standards and codes of 

conduct, which make a beneficial contribution to society.  Overall the main issues 

identified in the review in relation to advancing CSR as MSR and using Follettôs 

concepts as a guide, are as follows: 

¶ As CSR theory has evolved so too has the range of elements that 

comprises the theory leading to a vagueness of definition and contention 

about usefulness of CSR. 

¶ In spite of considerable scholarly work on CSR as a concept, there is little 

in the way of guidance on the practical application of CSR and the 

implications for managers.  

¶ Although seen as managerial in nature, engagement with CSR has tended 

to depend on the commitment of the executive and something which can be 

optional. 

¶ Stakeholder theory extended the concept to involve a range of different 

parties and organizations and informed the formulation of integrative CSR. 

¶ Integrative CSR has the most in common with the concepts of Follett. 

¶ By synthesising Follettôs concepts with integrative CSR, MSR is proposed 

which addresses the anticipated needs of business and society. 

¶ Lessons from other social issues in management demonstrate that 

successful implementation depends on leadership committing to equipping 

and empowering managers with the skills to implement MSR.   
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¶ The role of champions is a significant factor as is a vested interest in the 

case of womenôs attitude to CSR and wider management practices.   

¶ The practical guidance of Follett fills a gap in literature and guidance 

available to managers operationalise CSR as MSR using her concepts of 

power-with, integration, coordination, and the law of the situation.  

¶ Overall, as illustrated in figure 3.6.4, the main topics that CSR literature 

addresses fall between the approach of an organization and the way in 

which the approach is embraced by individuals operationalising it.  The 

span of commitment ranges from high engagement to low engagement.  

¶ Within the two main categories of organizational and individual commitment 

the way in which policy is implemented falls into three main options.  These 

options range from inhibiting CSR to proactive engagement with neutral 

behaviour as a mid-point.   

¶ When examining Follettôs work in relation to the range of approaches to 

CSR, her ideas extend the concept to one where managers and 

organizations operate as a social function through the conduct of business. 
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Table 3.6.4 Summary of the range of approaches to CSR  

 

 

3.6.5  Operationalising MSR 

Drawing parallels with equality and diversity, health and safety and other 

advances in management, there is little in the way of a cohesive set of guidelines 

for CSR.  This lack of clarity, together with the issue of definition, may have 

prevented CSR being taken up by managers to operationalise.  In comparison, the 

progress of equality and diversity was boosted when managers were trained to 

understand and deliver practice and procedures and to cascade awareness and 

responsibility downwards.  This included identifying competences that would 

increase gender diversity in leadership as well as equipping leaders with coaching 

to develop more leaders (Kandola, 2004).  Initiatives such as the ótwo ticksô symbol 

indicating a positive approach to disability, whilst having mixed reviews and 

outcomes, raised awareness that there was a movement of social responsibility to 

which organizations subscribed (Hoque, Bacon and Parr, 2014).  Admittedly 
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legislation underpinned basic equality requirements but many organizations went 

further and instituted organizational learning programmes to ensure that they 

achieved far more than the minimum standards.   

 

Of those that blazed a trail for equality and diversity, research indicates that 

leadership was the catalyst to changing attitudes and engaging with the concept.  

However, for optimum results leaders have to create an environment where action 

is ómutually reinforcingô across all levels and strategies (Priest, et al, 2015).  Thus 

for CSR to become MSR and be articulated across and beyond organizations into 

wider society, the techniques advocated by Follett come into play.  These are to 

equip managers with the skills and capabilities to promote power-with internally 

and externally and to use the power that is grown to introduce new ideas into 

developing the relationship between business and society.  Managers would take 

on issues of conflict between business and society and identify common interests 

and integrate them to produce something inventive, novel and for the greatest 

mutual benefit.  More specifically, managers would be trained to promote MSR 

and the relevant concepts of Follett within their workplace so that MSR could 

become embedded in the ethos and values of the organization.  This would be 

accomplished by following Follettôs process for coordination and maintaining 

contact at the most appropriate levels internally and externally.  In so doing new 

and conflicting ideas would emerge and any conflict would be regarded as a 

positive phenomenon which would produce diversity and more new ideas.  At 

every turn the law of the situation would guide managers to find the nub of any 

problem or challenge and the pertinent facts isolated which would be examined 

and integrated into an acceptable and creative solution.  An essential element 

would be enabling managers to educate the public about their role in advancing 

society in a power-with relationship with business.  

3.7  Conclusion 

This literature review illustrates the journey that CSR theory has taken and how it 

has established its validity as a necessary function of society, albeit with various 

levels of commitment and understanding.   Ultimately fluid and difficult arguments 

flow from the debate about obligations to CSR and Follettôs view that business 



80 
 

management is central to the advancement of human welfare (Graham, 1995).  

Follett saw management as a permanent and beneficial function of business and 

society, which reinforces Archie Carrollôs call to establish durable, ethical 

corporate standards and for educators to teach managers what constitutes moral, 

amoral, and immoral conduct (Carroll, 2003, 2012).  During the early 1900s, Follett 

railed against óthe evils of big businessô (1941:39).  A situation recognisable today 

with tensions stemming from public and private sector scandals, prompted her to 

write, ówe simply had no machinery adequate to our need.ô (Follett, 1918:167).  

Follett reflected that the machinery needed was obtainable through relationships 

between individuals, whether in business, public organizations, politics, or the 

community. These relationships empowered managers to bring a human 

dimension into the dealings that affected the lives of others. Fundamental to 

empowering managers is the vision of the leadership, or the óinvisible leaderô 

(Follett, 1949:1, 1970:37-39).  Calls to perpetuate management as a profession, 

which operationalises MSR, need to be predicated on humanity, which 

incorporates a systematic awareness for dealing with conflict and challenge 

(Carroll, 2012; Windsor, 2013).  Advances in CSR theory that have assisted 

managers to understand CSR have set out frameworks (Carroll, 1974, 1979; 

Freeman, 1984, 2010; Sethi, 1962).  However, frameworks, concepts and models 

have given little to help managers cope with conflicting forces between business 

and society.  It is in the area of conflict resolution that Follettôs concepts of 

integration, power-with, coordination, and the law of the situation have stood the 

test of time (Barclay, 2005; Berman and Van Buren, 2015; Graham, 1995; Heon, 

et al, 2014; Mawer and Crotty, 2013, 2014, 2015; Tonn, 2003).    

 

Follettôs appreciation of óthe full advantage of diversityô (1918: 308), which 

contributed to a rich mix, integrating ideas and talents, has been emulated by 

leading organizations to their benefit (Kanter, 2011).  However, the assessment of 

the causes and responses to the world financial crisis suggest that lessons have 

not been learnt and adopted.  Those narrow, mostly male, elites that ran the 

institutions blamed for reckless mismanagement are continuing to operate with the 

same lack of diversity and openness (Abel, 2010; Grosser, 2009; Herzig and 

Moon, 2013; Kemper and Martin, 2010; Roberts, 2012; Windsor, 2013).  The 

process for opening organizations to diverse and creative ideas was addressed by 
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Follett almost a century ago.  Furthermore, Follett offers a womanôs perspective on 

long-run, sustainable business methods and gives practical advice on how to 

encourage participation, grow power and, by educating the public, to create a 

climate where MSR would be understood.  Writing about Follettôs philosophy, B. S. 

Rowntree said that following Follettôs principles,  

óéwould ensure a stable foundation for the steady, ordered progress of 

 human well-beingô (Metcalf and Urwick, 1941:7).   

Driving this progress would be management as a profession engaged in a 

continual process of building relationships and coordination of interests but, in 

order to begin the process, an idea of where managers stand on CSR is needed.  

Up to now, there has been minimal attention paid to this issue.    

The call for CSR 4.0 (Ahen and Zettinig, 2015) and an end to old CSR (Frederick, 

1994) may require a foundation that was established by Follett, tested in her 

community work and honed in her association with academics, business people, 

trades unions, and the League of Nations.  Whilst acknowledging that Follett does 

not provide the answer to every tribulation facing managers, acknowledging her 

contribution and taking advantage of her ideas may speed up the process for the 

advancement of CSR.  Moreover, as exemplified by James E Webb (para 2.4.2), 

Follett offers practical advice for the implementation of her ideas to operationalise 

CSR and adopt it as a management obligation to become MSR..  

In light of the findings from the literature review, the overall research question will 

be how to extend CSR theory by making it a management responsibility 

incumbent on each manager to operationalise as MSR using the concepts of 

Follett.  Ultimately, the gaps in CSR literature relating to the practicability of 

implementing MSR as a management obligation will be identified and solutions 

sought.  The way forward is to test out Follettôs ideas that are revealed as aligning 

with CSR and to find ways in which managers will take on MSR as part of their 

duties.  Inherent in implementing MSR will be transferring the emphasis to engage 

with MSR from the executive to managers.  This will require action across 

management in all sectors to raise awareness of MSR and to acquire the skills to 

implement it.  Follettôs concepts of power-with, integration, coordination, and the 

law of the situation are intrinsic to MSR, therefore, it will be necessary to establish 
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the extent which, albeit by proxy, managers can, or already do, apply these 

concepts. These topics will form the research objectives and research questions in 

the following chapter on methodology.   
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CHAPTER 4 

Research methodology  

4.1  Overview 

This chapter sets out the research methodology, which applies an interpretative 

paradigm to meet the aim of this research (Burrell and Morgan, 2003; Taylor and 

Bogdan, 1998).  This aim was to extend CSR theory by making it a responsibility 

of each manager to operationalise.  The concepts of Mary Parker Follett were 

combined with integrative CSR to give a practical and conceptual framework for 

the implementation of an extended CSR to be known as MSR: management social 

responsibility.  In order to test the feasibility of MSR, managers were researched 

to assess their inclination and capabilities to apply Follettôs concepts and MSR.   

4.1.2  Structure of chapter 4 

The chapter begins with figure 4.1.2.1 to represent the research process.   

Figure 4.1.2.1. The research process.  
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The research process was designed to fulfil the original aim of extending CSR 

theory.  This aim led to an investigation of CSR theory, management theories, and 

the concepts of Follett so as to identify similarities and differences (figure 4.1.2.1).  

The process involved a literature review of CSR scholarly work, associated 

management theory and all Follettôs writing, which was evaluated for comparison 

with CSR.  Testing the conclusions of the literature review led to the development 

of the research questions.  An exploratory study was chosen to ascertain 

managersô attitudes to CSR, their receptiveness to Follettôs concepts and MSR 

and the practicability of implementing them.   As the research was intended to 

produce insights to develop future theory, qualitative research methods were used 

to obtain in-depth answers from a broad range of participants across a wide 

spectrum of the sectors and industries.  The remainder of this chapter begins with 

an explanation of the philosophy of research methodology; this is followed by the 

concept of paradigms and the method chosen.  Techniques for the research 

process are set out in figure 4.1.2.1 and these cover four main stages in the 

process.  The final stage addresses the analysis and interpretation of data.  The 

penultimate section discusses limitations anticipated and experienced and the 

effects on the robustness of findings are noted.  The conclusion explains how the 

analysis of the data falls into three areas that form the basis of the three empirical 

chapters.  

4.1.3 Original research question and objectives 

The original research question sought to extend CSR theory into a sufficiently 

robust concept for the future of the relationship between business and society.  

This led to using the work of Mary Parker Follett to extend CSR as a management 

obligation to become MSR and to formulating the following objectives: 

¶ To evaluate the data to establish the inclinations and capabilities of 

practitioners of management to operationalise management social 

responsibility (MSR). 

¶ To analyse data to explore the perceived hurdles to adopting MSR as a 

normative management function.  

¶ To use research findings to propose practical steps to enable managers to 

apply the concepts of Follett as part of socially responsible management.   
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¶ To review literature and established sources of knowledge, to advance CSR 

theory by combining it with socially responsible theories of Follett. 

A substantial part of this research was taken up by a literature review of CSR 

theory and practice, and relevant management theory using the works of Follett as 

a conceptual framework (chapters 2-3).   By isolating similar elements in CSR 

theory and the ideas of Follett, a core group of concepts was identified.   In so 

doing the constructs of theory and concepts were identified and their development 

traced.   As theories and concepts evolved the motivations of organizations to 

engage with CSR were discussed in the literature review.  Historical evidence 

indicated that any progress in CSR theory and practice would require 

management theory to advance too (Carroll, 2006; Idowu, 2011). Through 

questions arising from the literature review, monitoring news items, organizational 

reports, discussions with experts in the field, and interviews with managers, the 

primary issue of advancing CSR led to questions being formulated.   

From the perspective of a manager, the questions were grouped into the following 

three broad categories: 

¶ The first was to understand the personal point of view from managers who 

would be expected to consider CSR in the context of a broad range of their 

managerial activities.   

¶ Secondly, to obtain opinions on organizational ethos and style from a more 

macro perspective.   

¶ Thirdly to take an overview of an idea and to answer questions of a more 

abstract nature.  In broad terms questions A ï C below would be informed 

by a managerôs personal experience; D ï F by their interpretation of 

organizational attitudes; and question G would be influenced by a variety of 

factors on macro issues of principle and policy.   

4.1.3.1 Research questions: 

¶ A) How do managers comprehend CSR and their role in its 

implementation?  
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¶ B) If social responsibility were to be made a managerôs obligation - similar 

to a duty towards equality and diversity, and health and safety - what needs 

to be done to enable them to deliver this obligation?  

¶ C) Although by proxy, to what extent do managers deploy the concepts of 

Mary Parker Follett in their everyday work?  These concepts are:  

i integration to deal with conflicting interests; 

ii power-with to build relationships to develop individuals and groups;  

iii coordination to create growth through diversity and shared expertise; 

iv the law of the situation to analyse and act according to the true  

  nature of the situation. 

¶ D) Do managers have the skills to operationalise MSR by creating 

relationships with wider society to integrate, coordinate and share power-

with, as envisaged by Follett? 

¶ E) To what extent can an organizationôs leadership affect the attitudes of 

managers and all employees towards CSR?  

¶ F) Are there any differences between how male managers and female 

managers approach CSR and attendant issues? 

¶ G) What would need to be done to make management a profession with 

standards and codes of practice committed to MSR?   

Having selected the research questions and objectives, the most appropriate 

method for research was assessed and chosen.  The factors that influenced the 

decision on method are addressed in the following sections.  

4.1.4  Philosophical approach to research 

The objective of the research for this thesis was to make a contribution to 

knowledge and understanding in extending CSR theory and the applying the 

works of Follett.  Thus the philosophy of making a contribution was paramount to 

methodology.  Therefore, it is fitting to examine the philosophical belief in relation 

to understanding reality, free will and knowledge used in this study (Burrell and 

Morgan, 2003).   
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The four major assumptions about social science are the starting point for 

selecting research methodology.  These assumptions fall into the following 

categories: ontological, epistemological, human nature, and methodological.  

These categories are summarised in figure 4.1.5 and are described below and 

their influence on methodological choice is explained. 

Figure 4.1.5  Philosophical approach to research 

 

 

  



88 
 

From an ontological point of view that is from the perspective of the nature of 

being there is the assumption that the social world consists of ónothing more than 

names, labels and conceptsô (Burrell and Morgan, 2003:4) thus suggesting that 

structure becomes a reality by the use such names.  However, the realism point of 

view considers that making up the real world requires accepting that it comprises 

óhard, tangible, and relatively immutable structuresô (Burrell and Morgan, 2003:4).  

In terms of realism, CSR is a socially constructed concept and interpreting the way 

it is viewed is influenced by the researcherôs background and comprehension of 

how they see the world.  Through the use of inductive methods, the researcher is 

able to develop concepts and discern novel ideas from the life and work 

experiences of respondents (Burrell and Morgan, 2003).  

Epistemology is essentially about acquiring knowledge and establishing the truth.  

The debate in this area is divided between anti-positivist and positivist positions.  

The positivist approach is similar to research methods employed in natural 

sciences.  Thus, the explanation of the social world draws upon an acceptance 

that accruing knowledge generates fresh insights.  The ensuing identification of 

systems and relationships enables new hypotheses to be evaluated (Burrell and 

Morgan, 2003:5).  Conversely anti-positivism dismisses the validity of the 

observerôs viewpoint to understand behaviour (Saunders, Lewis and Thornhill, 

2007). 

A further consideration is the question of how much human nature is taken into 

account in social science theory, which leads to looking at the debate within this 

field that spans, on one hand, voluntarism and on the other, determinism.  The 

notion of determinism is characterised by the view that human beings are ordained 

to behave in a certain way due to their environment.  The antithesis of this 

perspective is voluntarism, which focuses on free-will and autonomy.  Research 

on a concept such as CSR may unearth a number of influences affecting values 

and ethics.  These could be ingrained into an individualôs behaviour and attitudes 

and so may be considered to be determined.  Similarly, the effect of witnessing 

and experiencing challenges to personal values may lead to an upheaval in 

attitudes and an adoption of a more voluntaristic approach (Burrell and Morgan, 

2003; Saunders, et al, 2007).  
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The fourth area of debate concerns methodology and falls into the categories of 

ideographic and nomothetic theory.  The ideographic argument is that there is no 

substitute for empirical, first-hand knowledge by way of observation to validate 

investigation.  The examination process requires the information to óunfold its 

nature and characteristicsô (Burrell and Morgan, 2003:6).  The opposite view of 

nomothetic advocates is that using standard research tools to test hypotheses 

brings rigour into the process.  By taking an ideographic stance, research into 

concepts such as CSR, philanthropy, ethics and leadership, utilise an individualôs 

experiences to contribute to the advancement of knowledge and development of 

theory. 

The argument put forward by Burrell and Morgan (2003) is that there is a powerful 

link between the strands, which can be traced back 200 years to the early days of 

social science.  Initially, sociological positivism was applied to study human affairs 

using disciplines from natural sciences and from a órealisticô stance on ontology 

(2003:7).  Supporting this concept was ópositivistô epistemology, adopting a 

ódeterministicô position on human nature óand the use of ñnomotheticò 

methodologiesô (2003:7).  In opposition is the notion of the óspiritô and óideaô, which 

is the true reality (2003:7).  Therefore, the emphasis is on the ónominalistô 

approach to reality insofar as it is concerned with subjectivity whereby society is 

relative to the individualôs perception of it.  Thus the methods for investigation in 

natural sciences are inappropriate.  However, the opposing view of taking a 

óvoluntaristô stand on human nature, is inclined toward óideographicô  methods 

(Burrell and Morgan, 2003), which has guided the choice of research methods for 

this study.   

4.1.5  Qualitative and quantitative research 

Qualitative research was the method chosen for this study.  The methods 

available to address research questions are fundamentally split between 

qualitative and quantitative approaches. Miles and Huberman (1984) suggest that, 

far from being incompatible, quantitative and interpretative research are usually 

blended together by researchers.  Therefore, both quantitative and qualitative data 

are frequently used in studies.  The result of this blending of perspectives brings 

forth the need for greater clarity around the rules and methods applied to 

qualitative analysis.  This concept is challenged by Donmoyer (1984) whose 
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argument surrounds the issue that, as language is the main basis for qualitative 

research, it is open to interpretation and manipulation and that negates the ability 

to answer questions empirically.  The problem for Donmoyer (1984) is that the 

reliability of evidence is sufficiently questionable as to be of no use to interested 

parties seeking answers.  There are, however, several rejoinders to Donmoyerôs 

criticism.  Over time a number of safeguards and recommendations have been 

offered to deal with bias ensuing from the interactive nature of qualitative research 

(Saunders, et al 2007), and the effect that the óresearcherôs selfô has on the 

interpretation of results (Dunscombe, 1998: 208).  The diverse range of 

approaches to qualitative data analysis is recognised by Miles and Huberman 

(1994) who suggest a minimum standard that covers sampling, data collection, 

database summary, software, analytical strategies, and data supporting 

conclusions. 

During social research the categories of ontology, epistemology, human nature, 

and methodology (para 4.1.4) influence the choice between quantitative or 

qualitative methods.  When a study aims to understand and anticipate human 

reaction to a concept, such as CSR, which is widely interpreted with huge 

variations in its implementation, certain methods are inappropriate.  In particular, 

scientific measures used in natural science are unlikely to produce rich data that 

advances knowledge.  Yet there is no one best choice of methodology.  Of 

importance is that the researcher has the capability, understanding and empathy 

with the method so as to ensure it is discharged with sufficient integrity to be 

robust, honest and to withstand scrutiny.   The essence of sound research is that 

the researcher is clear about the paradigm into which their approach is located.  

This involves explaining their philosophical choice and justifying their 

methodology.  These issues are considered in the following section.   

 

4.1.6  Methodological choice 

The characteristics of researching business and management, insofar as it 

requires an understanding of the óeclecticô nature of management, presented a 

challenge to choosing an approach for this study (Easterby-Smith, Thorpe and 

Lowe, 2002:7).  However, the choice between a single disciplinary or trans-

disciplinary method was never an issue.  This was because the researcherôs 
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experience in the public, private and self-employed sectors provided an 

appreciation of the core skills and capabilities required of management (Easterby-

Smith, et al, 2002; Knights and Willmott, 1997).  Thus a trans-disciplinary 

approach offered greater opportunity to tap into a depth of knowledge and views 

considered necessary to inform a subject with emotional elements, such as CSR.  

 

4.1.6.1 Design and techniques 

Research paradigms present researchers with a useful method to explore the 

philosophical nature of social science research (Burrell and Morgan, 2003; 

Saunders, et al, 2007).  Thomas Kuhnôs work on clarifying paradigms includes the 

description that they are óuniversally recognized scientific achievements that for a 

time provide model problems and solutions to a community of practitionersô (Kuhn, 

1996:x).  Further reference by Lincoln and Guba (1985) provides a broad 

definition which helps to explain the term: óParadigms represent a distillation of 

what we think about the worldô (1985:15). The views on research paradigms 

consists mainly of those authorities who, like Lincoln and Guba (1985) view the 

process as the primary influence on the researcherôs philosophical predilections 

thus informing their approach.  Alternatively, Burrell and Morgan (2003) suggest 

categorising the paradigms óto generate fresh insights into real-life issues and 

problemsô (Saunders, et al, 2007:112).    

 

4.1.6.2 Four paradigms 

Burrell and Morganôs paradigmatic categories that analyse social theory have 

guided this research.  Applying Burrell and Morganôs system begins by selecting 

one of two vertical options from sociological óradical changeô and óregulationô 

(figure 4.1.6.2.1).  The horizontal axis offers two further options: ósubjectiveô and 

óobjectiveô.  The choice for this research falls into the subjective, interpretive 

paradigm of the regulatory dimension, as explained below.   
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Figure 4.1.6.2.1  Four paradigms for analysis of social theory      
 
   THE SOCIOLOGY OF RADICAL CHANGE 

 
 
        
 
 
 
 
 
 

SUBJECTIVE                OBJECTIVE 
            

 
 

 
 
 
 

THE SOCIOLOGY OF REGULATION 
 
Figure 4.1.6.2.1.  Four paradigms for analysis of social theory (Burrell, G., & Morgan, G. 
2003:22. Sociological paradigms and organizational analysis. London: Heinemann.) 

 
The justification for using a paradigm for this research is based on the clarity of the 

division between four paradigms.  These are functionalist; interpretive; radical 

humanist; and radical structuralist (figure 4.1.6.2.1) (Burrell and Morgan, 2003:22). 

Furthermore Burrell and Morgan (2003) posit that researchers will be aided by this 

categorisation of paradigms in three main areas.  The first concerns identifying 

and explaining pre-conceived ideas of researchers.  This leads to comprehending 

the work of researchers in general and grasping the manner in which research is 

undertaken.  The third aspect is to help with planning and the journey of the 

research process.   

 

Prior to explaining the essence of Burrell and Morganôs paradigms (2003:23), it 

should be noted that the authors intended their concept of paradigms to 

accommodate differing views in a particular paradigm due to an óunderlying unityô 

(2003:23).  However, inter-paradigm flexibility is rare; furthermore, the four 

paradigms are ómutually exclusiveô (2003:25), thus allowing researchers to choose 

a paradigm based on their ópersonal frame of referenceô (2003:24).   Moreover, the 
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four paradigms allow for the investigation of topics using ófour sets of basic 

assumptionsô (2003:24).   

 
4.1.6.3 Paradigm choice 
 
Easterby-Smith, et al (2002) argue that management research differs from other 

types of research because managers seek practical outcomes that can be put into 

action (Easterby-Smith, et al 2002:8; Hair, Babin, Money, and Samouel, 2003).  

The interpretive paradigm becomes an appropriate option because the researcher 

is placed in the environment about which they are reporting.  Thus they are 

ócommitted to understanding social phenomena from the actorôs own perspective 

and examining how the world is experiencedô (Taylor and Bogdan, 1998:3).  

Epistemologically, the outlook is one of pooling knowledge to advance ideas by 

developing relationships within a given setting.  The appeal of this approach is that 

it gives the researcher an opportunity to see social constructs, such as CSR, 

through the eyes of another person.  In terms of research for this thesis 

interpretative methods were particularly germane because building relationships, 

sharing ideas to create something knew through joint enterprises and knowledge 

was exactly what Follett advocated.   

 

Ontologically, approaching the research from within the discipline of management, 

also leant itself to interpretativism with the aim of achieving ónew insightsô from 

ódeep and sustained involvementô (Easterby- Smith, et al, 2002:46).  Again the 

suitability of the choice was in keeping with the philosophy of Follett.  Her regard 

for management as a profession, which had the capability to achieve great deeds, 

emanated from her ideas about coordinating individuals to gain from their 

experience and ideas regardless of their position in the hierarchy.  Thus by 

locating in the interpretative paradigm, the researcherôs knowledge of 

management facilitated a better understanding of managers and their approach to, 

and implementation of, CSR.    

Narrowing down the choice further, the interpretative paradigm offers four 

alternatives based on relative levels of subjectivity.  These are solipsism; 

hermeneutics; phenomenology; and phenomenological sociology (Burrell and 
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Morgan, 2003:234-252).  In order to justify the selection, the possible choices are 

illustrated in figure 4.1.6.3.1   followed by a description of the four alternatives.     

 
Figure 4.1.6.3.1.  Four paradigms for the extended analysis of social theory 

Figure 4.1.6.3.1.  Based on four paradigms for analysis of social theory of óconstituent 
schools of sociological organizational theoryô.  (Burrell, G., & Morgan, G. 
2003:29. Sociological paradigms and organizational analysis. London: Heinemann.) 

 
The notion of solipsism characterised as belonging to the furthest extent of 

individual subjectivism, (Burrell and Morgan, 2003:235) has not been employed in 

this research.  The reason is that solipsism implies óthat the world is the creation of 

the mindô (2003:238); therefore, conceding that management research is of a 

practical nature based on the realities of organization, the school of thought is 

inappropriate to this thesis.    
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Phenomenology, in the context of the interpretative paradigm, comprises two 

strands: transcendental and existential phenomenology.  The former is commonly 

associated with the work of Edmund Husserl (1946) which deliberated upon how 

phenomena are comprehended in our minds without regard to the world that 

surrounds us.  Later work by Heidegger (1982) extended the theory by arguing 

that free choice played a part in real, tangible situations.  Phenomenology is 

generally seen to be a research approach that studies ómeaning-making at the 

centre of social lifeô (Miles and Huberman, 1994:4).  In applying it to the research 

in this thesis, it would be necessary to interpret how research subjects made 

meaning of their experiences.  The fault with this approach is that individuals 

would also have to interpret and explain the motives of others to engage with 

CSR.  As the objective of this research was find out the extent to which each 

manager would operationalise CSR in practical circumstances this approach 

would be too broad to answer the research question. 

The concept of hermeneutics, the third element in the interpretative paradigm, is a 

óview of the socio-cultural environment, seeing it as a humanly constructed 

phenomenonô (Burrell and Morgan, 2003:236).  This approach has its roots in the 

óclassical discipline of understanding textsô (Gadamer, 1979:146) and was 

extended by Schleiermacher (1768-1834) and later Dilthey (1833-1911) to include 

an interpretation of an authorôs thoughts behind a narrative (Dilthey and Jameson, 

1972).  Burrell and Morgan (2003) consider that Gadamerôs contribution to 

research is highly relevant given the nature of social constructs with their 

dependence on communication and interpretation, which was why hermeneutics 

was selected for this study.  A justification for choosing this approach is set out in 

the following section.       

4.1.6.4 Hermeneutics  

Choosing hermeneutics for this qualitative research was justified by its focus on 

understanding expression, which offered the best method to interpret respondentsô 

views (Gadamer, 1979).  Furthermore Gadamerôs approach, which employs the 

adaptation of the concept of horizons, was particularly appropriate.  The reason 

for taking this decision is that Gadamer sees horizons as boundaries that change 

to advance ideas (Gadamer, 1979:356).  Thus, in terms of CSR, concepts cannot 

be limited to what theorists originally described, or by the horizons of the original 
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readers and subscribers to such concepts.  Therefore, concerning the 

understanding, adoption and implementation of CSR, the environment - or 

horizons - have altered and subsequent adaptation of the concept is allowable and 

necessary.  The impact of this on the research design is that as themes emerge, 

new questions are developed to explore significant respondent interpretations of 

their experiences and understanding of CSR.  In this way, gaps in research and 

theory may be identified and offer the opportunity to advance knowledge and 

understanding (Burrell and Morgan, 2003; Hair, et al, 2003). 

 

A different view is offered by Alvesson and Sandberg (2013) who wrote that 

seeking gaps in scholarly work retarded the growth of management theory.  

However, it was considered to be of significance in this research given the 

absence of work on Follettôs contribution to CSR.  Furthermore, during the 

literature review on CSR it became apparent that there was a paucity of guidance 

on a managerôs role in implementing and developing CSR.  Moreover, although 

recent scholarly work calls for management to become more anticipatory and 

proactive towards CSR (Schrempf, 2012; Windsor, 2013), any guidance about the 

practicalities of carrying out such an obligation are limited (Berman and Van 

Buren, 2013; Mawer and Crotty, 2013, 2014, 2015).  Such findings guided refining 

the research questions.   

 

By using hermeneutics, positioned in the subjective, interpretive paradigm, data 

could be collected in varying contexts but the constant factor was that 

respondents would all be working managers operating strategies to enable them 

to deliver their objectives.  Thus, respondents providing data would be influenced 

by the culture of their organizations as well as their backgrounds and experiences.  

The challenge for the researcher, in this and similar areas, is to ensure that robust 

methods are in place to ensure sufficient clarity in the responses.  Furthermore, it 

is important that sensibilities are considered and that respondents can be open 

about their views in order to inform the topic being investigated.  In the process the 

interviewer, whilst building a rapport, needs to maintain objectivity to elicit data 

that may advance theory.  The implications and possible flaws in the methods are 

addressed in the following section. 
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4.1.6.5 Implications of chosen research methods 

The practical focus of management research (Easterby-Smith, et al, 2002) means 

that the choice of research methods needs to take account of the push and pull 

factors affecting how managers operate and view the world.  These can change 

daily according to contextual external and internal imperatives (Silverman, 

2000:124).  Business research, as Bryman and Bell (2015) point out, often takes 

place in a turbulent and unpredictable economic and social environment with set-

backs and ómessinessô being factors that can disrupt the collection of data 

(Bryman and Bell, 2015:15).  The choice, therefore, of qualitative methodology is 

apt and gives the opportunity to delve into the background of views, facilitating a 

deeper examination than quantitative methods.  Thus the context comprises the 

structures of organizations and how they are placed within wider society 

(Silverman, 2000).  In terms of business research the volatility of the environment 

is an important factor influencing horizons framing views.   

The choice of hermeneutic research, led to planning the research around informal 

- or unstructured - and semi-structured interviews (Bernard, 1988; Cohen and 

Crabtree, 2006; Silverman, 2000:123).   Informal interviews involve a specific 

meeting time and place, building a rapport, assessing, using open-ended 

questioning to assess the subjective values of the respondents in relation to 

research topic (Bernard, 1988).  Although the researcher has a goal in mind, the 

conversation flows freely and builds on comments put forward by members of the 

group.  During the discussion, the researcher guides, recaps and facilitates an 

exchange of information but does not have a clear set of questions at this stage 

(Bernard, 1988; Cohen and Crabtree, 2006).  Once informal interviews have been 

completed a guide is developed for semi-structured interviews with a set of 

questions which cover the main issues for research.  A semi-structured interview 

is planned using a set of questions with the flexibility to allow for conversations to 

develop and to bring in new themes for subsequent analysis (Bernard, 1988; Ryan 

and Bernard, 2003). The advantage of using semi-structured interviews is that 

transcripts can be compared using the same basic format which builds an element 

of efficiency and time-bound discipline into the procedure (Bernard, 1988).  It is, 

therefore, particularly important when respondents are likely to be available for 

only a single interview. 
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Apart from the practical outcomes of management research (Easterby-Smith, et al, 

2002:8), Alvesson and Sandberg (2013) suggest a further implication to be 

considered.  Simply asking questions on a particular topic will alter the 

interpretation of that subject in the minds of the respondents (Alvesson and 

Sandberg, 2013).  This means that respondents may not have been aware of the 

significance or importance of the area being investigated until it was emphasised 

by being made the subject of research.   In terms of CSR, the fact that managers 

were reminded of the existence and essence of the concept, could lead to the 

acquisition of champions.  Thus the extension and implementation of CSR may be 

facilitated by the very research process that seeks to understand what is required 

to advance the theory (Giddens, 1993).   

 

4.1.7  Summary of methodological choice  

Using an interpretative paradigm the methodology was epistemologically 

positioned to advance knowledge and understanding for practical purposes using 

an ontological approach from within the discipline of management (Burrell and 

Morgan, 2003:22; Taylor and Bogdan, 1998).  Because horizons are constantly 

changing, leading to volatility and extremes in opinions, the choice of 

hermeneutics to understand words, how they are conveyed and attendant 

influences was the most appropriate methodological element in the interpretavist 

paradigm (Gadamer, 1979).  Thus once the method has been selected, the next 

step requires a decision on the practicalities of implementing it, which is covered in 

the following section. 

  

4.2   Description of the research process 
 

In this section, the research process is discussed and the utilization of the 

research model explained, figure 4.2.1   

 

Process outline  

This section outlines the research process as depicted in figure 4.2.1.  There were 

four main parts to the process with some overlaps between and within them.  

Different stages were occasionally revisited.  First is the considerative stage that 



99 
 

involved finding information and depicted in figure 4.2.1 as items 1 ï 5.  Secondly 

the practical stage of the process begins with planning and designing the 

interviews, items 6 ï 13. The third stage covers selecting the sample and 

interviews, 14 ï 17, following which is the fourth diagnostic stage of assembling 

the data for analysis and findings, items 18 ï 20.  These stages are described in 

detail in the following section with the corresponding numbers from the bubbles in 

figure 4.2.1 displayed in brackets, for example [1 - 3].   

 

Figure 4.2.1 Research process 

 

 
 
.  
 

 

4.2.2  Formulating the research questions [1 ï 3] 

 

Initially the research proposal [1] was to examine the practicalities of extending 

CSR theory by expanding the responsibility for implementing as an obligation 

incumbent on all managers.  This would be similar to the way in which equality 

and diversity policies were transferred from a discrete section dealing with óequal 

opportunitiesô to becoming a normative management duty.  An interest emanating 

from an MBA, which touched on the works of Follett, prompted an idea to 
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approach the proposal of CSR as a management obligation and to ask, if she 

were here today, how would she operationalise CSR through managers?  This led 

to the research objectives [2] and a group of research questions to address the 

research proposal and aim [3] and the choice of a literature review to begin the 

process.   

 

4.2.3  Literature review [4] 

A review of all associated literature [4] consumed a significant proportion of the 

time available to conduct this research. At the outset, the literature review [4] 

comprised three main strands: management theory in relation to CSR, concepts 

and theories of CSR, and the works of Mary Parker Follett.  The final literature 

review which reported on CSR and Follett, identified themes that were compatible 

or incompatible with the works of Follett.  These themes were augmented by 

information obtained from news items, company reports and discussions with 

scholars, managers and other individuals in associated areas.   

 

4.2.4.1 Historical foundations of literature 

Establishing the historical context of Follettôs work was important in order to gain 

an insight into the relevance of her work and its place in the literature reviewed.  

Therefore, on 25th September, 2012, information was obtained during a visit to the 

Schlesinger Library on the History of Women of America, at the Radcliffe Institute 

for Advanced Study, Harvard University, Boston, Mass., USA.  Here original 

documents were accessed relating to Follettôs time as a student at Harvard in the 

1890ôs.  Handwritten essays were made available to read and photograph, which 

put into perspective the intellectual foundations and range of subjects studied by 

Follett that led to her holistic and practical approach to management. Viewing 

these essays was an important element in the motivation for this research and 

placed researching Follett into context.  This was because against the odds as a 

woman in Victorian times with restricted access to academia and work, Follett 

developed concepts about society and management that resonated with the world 

of 2012.  Yet it was important to retain as much objectivity as possible in order to 

progress the concept of CSR and to honour Follettôs integrity and her scientific 

approach to her own research.  Nevertheless, discovering Follettôs ideas was a 
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major part of the motivation for this research, which offered the opportunity to 

inform a wider audience about Follett whilst seeking ways to advance CSR. 

 

4.2.5   Research method and ethical approval [5] 

As the literature and associated information on CSR grew with time and events, 

the research objectives [2] were adjusted and eventually an appropriate research 

method was devised and ethically approved [5]. 

The use of hermeneutics in the interpretative paradigm meant that interviews were 

chosen as the most appropriate method.  The ethics committee of the University of 

Salford approved the research and its methods in July 2012 [5].  Kvale and 

Brinkmann (2009) note that interviewing is a ómoral enquiryô (2009:62), therefore, 

certain safeguards and moral issues need to be taken into account.  The methods 

selected are compatible with guidelines issued by the Social Research Association 

(SRA) particularly in terms of anonymity, privacy, and confidentiality 

(http://www.the-sra.org.uk/ethics.htm).  Furthermore, the sensitive nature of 

enquiring into CSR and seeking views on an organizationôs policy, practices and 

procedures, meant that particular attention was paid to confidentiality (Blumberg, 

Cooper and Schindler, 2005). This was because managers were being asked 

about the implementation of their organizationôs policy that could have led to 

adverse criticism of their employer.  Of note was the SRAôs guidance on informed 

consent, agreement to audio-recording, emphasis on confidentiality, availability of 

transcription to respondent, and facility to opt out of the research at any time 

without question.   

 

4.2.5.1 Organizational approval 

Three managers from the non-profit sector were invited to participate in the 

research (Hair, et al, 2003:217; Maxwell, 2009).  Each manager had autonomy 

and, whilst two were governed by the rules of the Charities Commission 

(www.charitycommission.gov.uk) and their own codes of governance, they were 

able to contribute without permission from their organizations.  An owner of a 

financial management proposed three managers for the study with freedom to 

express their views without redress given the terms of the consent procedure.  

Those respondents at the most senior level, (i.e. company directors, CEOs, 

managing directors, and the executive chairman) did not consider that they 

http://www.the-sra.org.uk/ethics.htm
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needed permission to participate.  All other interviewees were willing to take part 

and did not feel it appropriate or necessary to seek their employersô permissions.   

 

4.2.6  Developing the research plan; Consultations and informal interviews 

  [6 ï 12] 

A less contemplative and more practical stage of the research took place during 

2013 with informal interviews held during conferences and at a management 

development meeting [6] (Ryan and Bernard, 2003).  So as to create a basic 

framework for interviews and to gain further insights into the impact of Follett on 

managers, the researcher attended an event for 21 members of the Follett 

Network on 25-26th October, 2012 at the University of Rouen, France [7].  

Meetings and workshops took place over two days and discussion and 

presentations focused on Follettôs contribution to management.  The second day 

had a specific session devoted to Follettôs relevance to ethical and socially 

responsible management.  Informal interviews (Bernard, 1988) and debate during 

the conference provided a forum to examine ideas relating to Follett and CSR and 

receive advice and information about additional avenues to explore.  Notes taken 

during these discussions were used for the research plan to examine 

management in business and society and the responsibility of individual managers 

operationalising CSR in line with the philosophy of Follett.   

 

Further contributions to the research plan emanated from consultations with 

practitioners and experts in the field of management. Three conferences were 

attended by the researcher during 2013, which presented the opportunity to 

access a range of views including those of academics and managers.  óGender 

and responsible businessô was the theme of the ICCSR annual conference at 

Nottingham University, which took place on 20 June, 2013 [8].  This was followed 

by conferences of the Academy of Management (AoM) in Florida, USA in August 

[9], and the British Academy of Management (BAM) in Liverpool in September 

2013 [10].  All three events provided information that contributed to the research 

plan and questions.  Of particular value were doctoral workshops which helped the 

researcher to clarify and practice interview questions.  Additional help was given in 

Florida by R. Edward Freeman, renowned for his work on stakeholder theory, who 
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had expressed an interest in the researcherôs conference paper on Follett and 

CSR.  Furthermore, a keynote speaker at the BAM conference was approached 

by the researcher and agreed to be interviewed. 

 

An informal interview was conducted with a group of 30 managers assembled on 

1st November, 2012 as part of a management development programme in Salford, 

Greater Manchester, UK [11]. During a session on managing change, an outline 

was presented by the researcher on the relevance of the works of Follett and 

CSR.  Although the meeting was not audio-recorded, in order to inform 

subsequent lines of enquiry, notes were taken and flip-charts of main points 

contributed by managers were retained. Discussion in the group revolved around 

how the main concepts of Follett could be deployed to assist managers with 

regard to building relationships and to integrate conflicting interests.   

 

Following the larger group event, seven managers agreed to contribute views on 

CSR and Follett [12].  At a subsequent gathering on 7th February, 2013, managers 

worked in pairs and a group of three to produce the main elements of what an 

ideal form of CSR could do to benefit both society and business.  Issues were 

identified and discussed in a group and the individual managerial roles that drive 

CSR were debated.  The concepts of Follett were examined in light of how 

managers could move CSR forward and this led to probing further and seeking 

ways of implementing CSR. When managers discussed commitment to CSR in a 

changing business environment, they brought to light fiscal imperatives emanating 

from the economic crisis and the challenges presented to engaging fully with CSR 

(Kemper and Martin, 2010).  Other influences such as ethical and cultural values 

and the part they played influencing managers to engage with CSR were 

examined. Thus the comments informed the horizon of understanding in keeping 

with the chosen methodology (Gadamer, 1979).  The points emanating from the 

informal interview meeting were developed for the interview questions.  This set 

the platform for developing an interview protocol and selecting sources of 

information (Oppenheim, 1992; Saunders, et al, 2007; Vogt, 1999). 
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4.2.7  Interview Protocol and questions [13]   

 

Interviews were chosen as the method to conduct research, which meant that the 

data was obtained from an interpretation of communication (Burrell and Morgan, 

2003:29; Gadamer, 1979).  This necessitated framing questions which were 

informed by main themes, concepts and issues arising from the literature review.  

These were combined with opinions and answers from interviews and examined 

for clusters of repeated themes during the course of the interview schedule (Miles 

and Huberman, 1984).   

 

From the literature review, consultations at meetings with managers, expert 

opinion on CSR, informal interviews, and observations [6] topics were developed 

for a semi-structured interview protocol (para 4.1.6.5), (Cohen and Crabtree, 2006; 

King and Horrocks, 2010; Kvale and Brinkmann, 2008; Ryan and Bernard, 2003).  

As a contingency to safeguard against a lack of respondents, a questionnaire 

(Oppenheim, 1992; Peterson, 2000; Saunders, et al, 2007) was devised and 

piloted with a senior manager and a business journalist.  Ultimately, the method 

employed was semi-structured interviewing using a three-level questioning 

technique.  This was the method in which the researcher had been trained and 

practiced as an interviewer and business and team coach.  The first level in three-

level questioning consists of data gathering by asking open questions, for 

example, óAs a manager, when you hear ñcorporate social responsibilityò what 

springs to mind?ô  Level two seeks the implications and meanings behind the 

answer.  An example would be, óYou say that CSR is a marketing device, how do 

you feel about that?ô  Thus, the third level goes into deeper thoughts on the topic 

and explores values; so that a question would be along the lines of, óWhy is that 

important to you?ô  This is similar to the method described as óladderingô by 

Easterby-Smith, et al (2002:107).  Interviews are the beginning of the analysis 

process (Kvale and Brinkmann, 2009:195), which is achieved by interviewees 

describing their interpretation of their world.  In addition, interviewees gain insights 

discovering aspects about their experiences of which they were not aware.  

Furthermore, the interviewee puts forward a condensed view of their opinions, with 

the aid of the interviewer reflecting back and summarising responses. Throughout 

the communication process, whether at the informal interview or semi-structured 
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stage the principles of active listening were a fundamental part of the protocol.  

The main aspects of this are to ensure that the listener concentrates on the 

communication they are receiving.  This is achieved by consciously dealing with 

distracting thoughts, such as the next question, at the expense of hearing and 

understanding the answer being given (Rost and Wilson, 2013).   

 

4.2.8  Interview questions and consent form [14] 

Each semi-structured interview was planned and explorative and expected to 

follow a different pathway after beginning with the same question, which was 

succeeded by core questions as set out in appendix 1.  These were to be 

augmented or reduced according to the level of saturation of information on 

specific themes evolving in the process (Kvale and Brinkmann, 2009; Ryan and 

Bernard, 2003).  The interview format began with an introduction that reiterated 

the information sent to the participants with the consent form.  The consent form 

also described the aims of the research whilst giving background information 

about CSR and Follett (appendix 2).  These were checked for neutrality and 

objectivity by two of the researcherôs colleagues to ensure that prejudices about 

CSR and Follett were not planted in the mind of the respondents prior to interview 

(Bryman and Bell, 2015).  Further consideration was given to the researcherôs 

interpretivist position which meant that detachment was limited due to the 

researcherôs óconceptual orientationsô (Miles and Huberman, 1994:8).  

Nevertheless, as described in the following section, all safeguards were instituted 

to ensure objectivity.   

 

4.2.8.1 Objectivity and detachment 

The stresses of objectivity in this type of research were identified by Mills who 

wrote, óI have tried to be objective, I do not claim to be detachedô (Mills, 1962:11).  

Darlington and Dobson (2013) argue that óresearch can never be value free, or 

even completely impartialô (2013:287).  In cases where research can be deemed 

to be objective, the objectivity normally relates to the rigour of the methods used to 

collect, assemble and scrutinise information that answer the questions 

hypothesised.  Whether or not objectivity is over-rated is an issue that has been 

addressed by Alvesson and Wilmott (2011).  One example given discusses an 

apparent bias against researching broad issues of gender which has meant a lack 
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progress in studying feminism in management (Alvesson and Wilmott, 2011:13).  

These authors suggest that partisanship towards a particular issue ought to be 

welcomed because it provides access to information that would not be forthcoming 

if the researcher were impartial and lacked an interest or passion for the issue.  

Such a view coincided with the emergence of feminist management ideas 

identified in the literature review and allowed the feminist voice of Follett to be 

heard, further validating the usefulness of this research (Knights and Tullberg, 

2012; Marshall, 2011; Roberts, 2011).   

 

Overall, although the ideas of CSR, Follett and associated theories were 

recognised by the researcher as laudable principles of management, setting 

objectives meant overcoming bias and a predisposition to social issues in 

management [2].  Thus the objectives were arrived at after consultation with 

academic advisors in order to ensure that objectivity was maintained and 

extended to selecting data sources and participants, which is explained in the 

following section.   

 

4.2.9  Select data sources [15] 

In order to reflect the make-up of the labour market, the Office of National 

Statistics (ONS) (www.ons.gov.uk) website was accessed on 19.02.13 and 

statistics for óAll employment by industry, EMP 13, October 2012 to December 

2012ô was used to assess the breakdown of sectors.  The relevant figures were: 

private sector (including non-profit): 76%; public sector: 23%.  At the time gender 

statistics displayed on the ONS website, óWomen in the labour marketô, showed 

that 34.5% of management posts were held by women, (www.ons.gov.uk).   

Although the proportion of public to private sector employers guided the selection 

of organizations this was not possible in the case of gender.  The final make-up of 

the sample consisted of 81% respondents from the private sector and 19% from 

the public sector. A balance across industrial sectors was monitored using the 

Standard Industrial Classification (www.ons.gov.uk).    

 
 
 
 

http://www.ons.gov.uk/
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4.2.9.1 Sampling 
 
A snowball sampling technique enabled access to relatively inaccessible 

populations and elites.  This method, as described by Atkinson and Flint ( 2001), 

involves a subject being researched recruiting another subject for the same study.  

However, as the diagram illustrates, although nine of the 23 respondents were 

recruited through this method, some acted simply as a conduit for others to be 

accessed.  This led to four managers in the financial sector being interviewed.   In 

addition, the snowball technique meant that other senior executives with whom the 

researcher might not have had contact or access were interviewed - the CEO of 

an NHS hospital trust being an example.   

Purposive sampling was selected because it ódemands that we think critically 

about the parameters of the population we are interested inô (Silverman, 

2000:104).  Purposive sampling involved choosing respondents known to the 

researcher either personally, through networks, or, in two cases from national 

media, who could contribute high levels of management expertise.  Whilst the 

main criterion for participants was that they were managers, it was necessary to 

obtain input that spanned across those who were in a position to decide the entire 

adoption and implementation of CSR and those who saw their role as peripheral 

or irrelevant to CSR decisions.    

In summary, the typology, or categorisation of organizations selected (Stake, 

1994), was based on the distribution of employment sectors and industries.  This 

provided a richness of experiences and horizons (Gadamer, 1979; Hair, et al, 

2003; Saunders, et al, 2007).   With categories established, the next section 

explains how respondents were identified and selected for interview (Bryman and 

Bell, 2015).   

 

4.2.10  Recruit participants [16] 

Selection criteria 

Based on information from the Office of National Statistics (www.ons.gov.uk) 

respondents were drawn proportionately from the sectors of employment with 

certain industries being pursued more actively.  The reason for this was that 

particular industries had fared badly in terms of corporate scandals and the 

http://www.ons.gov.uk/
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researcher considered it important to obtain views from them.  Amongst the most 

controversial industries were financial services, especially institutions involved in 

providing credit for personal lenders.  Within the private sector also, comparison of 

practices and procedures of service and manufacturing companies was an 

important factor.  This was because the environmental pressure on manufacturing 

was expected to be greater than in other sectors.  During the course of research, 

three managers from manufacturing and one from computer consumables 

validated this point, especially in relation to managing waste and the carbon 

footprint (Amran, et al, 2015).   

 

Given the size of the UKôs public sector, in particular the National Health Service 

(NHS) and its position as Europeôs largest employer (www.jobs.nhs.uk), contacts 

were pursued to secure a suitable respondent, leading to an interview with the 

chief executive of an NHS foundation trust.  Placed between the public and private 

sectors exist social care services that are run as non-profit businesses.  A 

manager and social worker from a facility for vulnerable adults agreed to be 

interviewed, thereby delivering views from a sector dealing with social issues 

using commercial management techniques.  Commissioning social and other local 

government services introduced similar commercial pressures into the experience 

and roles of the two senior executives in different borough councils in Greater 

Manchester.  Even though they were at senior levels in their local authorities, each 

respondent viewed their organizational and individual commitment to CSR in 

vastly differing ways.  This was in keeping with perceptions of changing horizons, 

personal experiences and a propensity to optimism or pessimism (Easterby-Smith, 

et al, 2002).   

 

A view that straddled all sectors was presented by the entrepreneur and senior 

politician in a northern city.  Pertinent and topical information was obtained from 

two of the management consultants that, because they worked in all sectors, had 

enabled them to make comparisons using first-hand knowledge.  A third executive 

had worked as a management consultant prior to purchasing a food-store 

franchise.  From his contrasting experience as an advisor to MNCs to a personal 

awareness of the impact of embracing social responsibility in a straitened 

economy, he was able to give views on the pressures and practicalities of CSR.  
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Thus all three were able to compare organizations, some of which were 

considered by the general public to be in the vanguard of CSR.  A further 

dimension provided by the management consultants was an assessment of 

cultural, international and multi-national differences between companies.   

 

Greater insights into cultural differences were provided by two respondents who 

were senior managers in American companies; one was based in France and the 

other in the USA.  Involving employees of non-UK and non-European companies 

introduced a contrasting dimension and one that was relevant to the evolution of 

CSR theory and diverse cultural approaches to the concept, as referenced in the 

chapter 3, the literature review (Sison, 2009).  This illustrated a difference in CSR 

as operationalised in North America with limited state welfare in its social model 

compared with the comprehensive welfare and health support of the UK.  In the 

UK the concept of CSR tends towards community engagement and building on 

systems provided by the state.  In comparison the North American approach 

evolved from philanthropic support for welfare needs (Matten and Moon, 2007; 

Sison, 2009).  This aspect was confirmed by the two managers employed by 

American companies.  Both were born, raised and educated in the UK yet their 

thoughts on CSR were similar and inclined towards interpreting the concept as 

philanthropic in nature and as an optional management and corporate function.  

Their views frequently cited their companyôs policies and the lack of input they felt 

that they had into CSR.  They considered CSR to be linked to philanthropic 

decisions of their executive board and not something to which they would either 

want or be expected to contribute.  Thus changing horizons and influences from 

environment and culture could be identified in their attitude and behaviour and 

underlined the appropriateness of the research methodology (Burrell and Morgan, 

2003; Gadamer, 1979).  

 

4.2.10.1  Overview of interview process  [17] 

In total, interviews were conducted with 23 respondents who were drawn from 20 

organizations.  Descriptors were assigned to the respondents according to the 

sector in which they were employed with PU for the public sector, NP for the not 

for profit sector, and PR for the private sector.  After each letter a number was 
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assigned; for example, PU2 represented the local authority executive, NP5 the 

CEO of a medical charity, and PR10 the owner of a food-store (figures 4.2.10.2 

and table 4.2.10.3).   

 

4.2.10.1.2 Demographics 

Apart from the two respondents employed overseas, the remaining 21 worked in 

the UK in public, private and non-profit sectors with employee cadres ranging from 

one to over 5,500.  Apart from the management trainee, all had at least six yearsô 

experience with one having accumulated 37 years in management.  As Silverman 

suggests (2000:107) if a theory emerges it is useful to test it by selecting a specific 

sample.  This was the motive behind approaching the management trainee over 

halfway through the research to explore an emerging theme that the next 

generation of managers would be more proactively engaged with CSR and 

sustainable and responsible business. The gender representation of 10 women 

and 12 men was slightly biased towards males but not as weighted as the 

proportion of women/men ratio in senior jobs according to the ONS (para 4.2.9).  

This was considered acceptable given that advancing CSR will depend on future 

managers and predictions suggest that eventually the current ratio of 38:100 

(women to men) will be balanced more equally (Shambaugh, 2015).  Apart from 

gender, age and ethnicity covered a broad representation.  Three respondents 

were from minority ethnic groups and, apart from one who had moved to the UK 

as a child, all had English as their first language.  The ages ranged from mid-

twenties to late-sixties in a median age-range of 50 ï 59 years.  Deciding on 

respondents, whilst taking account of statistical information, was also influenced 

by their availability, willingness and accessibility and the researcherôs judgement 

as to the best sources of data.   
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Figure 4.2.10.2.  Snowball sampling: employment sector and job title of 

respondents 
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Figure 4.2.10.2 illustrates the different sectors and job titles and corresponds with 

the biographical summaries in table 4.2.10.3.  An expanded version can be found 

in appendix 3. 

  BIOGRAPHICAL SUMMARIES of 
RESPONDENTS 

  

Sector Gender Job title Age 
range: 
years 

Years  as 
a 
manager 

PU1  
 

Male  Chief Executive, National Health Service, 
hospital trust 

50 ï 59 25 ï 30  

PU2  
 

Female   Member of local government authorityôs 
executive  

40 ï 49  20 ï 25  

PU3 F Head of department in commissioning in a 
local government authority. 

50 ï 59 30 ï 35 

PU4 F Manager, inner-city community centre 40 ï 49 10 - 15 

NP5 F Chief executive of a medical charity 60 ï 69 25 - 30 

NP6 M Manager of a social charity 40 ï 49 5 - 10 

NP7 F Manager of a care home. 50 ï 59 10 - 15 

PR8 M Head of operations, computer 
consumables 

50 ï 59 25 ï 30 

PR9 F Managing director of a management 
consultancy. 

40 ï 49 20 ï 25 

PR10 M Owner/manager of a food-store and 
management consultancy. 

50 ï 59 20 ï 25 

PR11 M Chief executive, management consultancy 60 ï 69 30 ï 35 

PR12 F Human Resources director in debt 
management and financial company 

30 ï 39 10 - 15 

PR13 F Manager in debt management and 
financial company 

20 ï 29 5 ï 10 

PR14 F Manager in debt management and 
financial company 

30 ï 39 5 - 10 

PR15 M Senior executive, accountancy company 50 ï 59 25 ï 30 

PR16 M Managing director music studio/hotel 
owner/entrepreneur/politician 

50 ï 59 25 - 30 

PR17 M Managing director, component 
manufacturer 

50 ï 59 20 - 25 

PR18 F HR director, component manufacturer 40 ï 49 15 - 20 

PR19 M European director of HR, scientific 
instrument manufacturer, MNC. 

50 ï 59 25 - 30 

PR20 M Departmental manager, national 
supermarket chain 

50 ï 59 25 ï 30 

PR21 F Managing director/owner, plastics 
manufacturer 

50 ï 59 20 ï 25 

PR22 M Programme director, US defence industry 60 ï 69 35 - 40 

PR23 M Management trainee in a management 
consultancy 

20 ï 29 0 

Table 4.2.10.3  Summary of respondents.   

Key to descriptors: PU = public sector; NP = non-profit sector; PR = private sector 
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4.2.11  Interviews [17] 

A questionnaire was devised but, because all respondents agreed to be 

interviewed, it became redundant.  The respondentsô preference for interviews 

rather than using a questionnaire may suggest that the individuals approached 

were of a more extrovert and talkative type.  On the other hand, it could be that as 

managers, regardless of personality type, they considered that questionnaires 

presented something more akin to admin work or a similarly irksome task.  

Regardless of the reasons, the willingness of respondents to be interviewed 

proved to be the source of rich and thought-provoking data which is unlikely to 

have emanated from a questionnaire.  Furthermore, oral interviews offered the 

opportunity to build a relationship in a setting in which respondents were relaxed 

and willing to communicate (Hair, et al, 2003: Silverman, 2000, 2004). 

 

There were two incidences where there were two or more respondents from the 

same workplace.  Although the interviewees were in different departments, issues 

of sequence, hierarchy and taking turns were taken into account (Heritage, 

2004:222).  In one of those cases, the HR director was senior to two managers 

who were on identical levels of the hierarchy.  In the other case, the managing 

director was senior to his colleague who was the director of HR.  Nevertheless, 

different and opposing views were expressed.  This was welcomed insofar as it 

demonstrated the notion of changing horizons, the effect of oneôs interpretation of 

history and the individual values with which one is imbued (Gadamer, 1979).  

 

Interpreting or misinterpreting tone of voice and body language of respondents 

were important factors to take into account in the methodology (Silverman, 2000, 

2004, 2013:274).  Telephone interviews in particular, require precautions to avoid 

misinterpretation (Hair, et al, 2003:141).   This was counteracted as much as 

possible by rapport having been established with two of the telephone 

interviewees during occasional meetings with the researcher over the previous six 

years. The third respondent had been in email correspondence with the 

researcher for one month prior to interview. The importance of an inter-personal 

relationship to build trust and rapport also applied in face-to-face interviews 

(Easterby-Smith, 2000:77-79).  Of particular importance was for the researcher to 

avoid asking leading questions and succumbing to bias once a discourse had 
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begun.  This could be influenced by a particularly empathetic relationships being 

established between like-minded people or conversely an antipathy where views 

were distinctly polarised (Dunscombe, 2007). 

  

4.2.11.1 Bias 

The bias of the respondents was a consideration in all cases.  The financial 

services company strongly promoted its ethical stance in relation to debt 

management and this was repeated by managers throughout the interviews.  More 

senior managers and business owners were forceful in stressing their commitment 

to CSR and their views concerning good citizenship, which they felt were 

replicated throughout their companies.  These examples illustrated the importance 

of in-depth questioning to discover the values of individuals and how they would 

impact on making CSR a management duty. Matters of time constraints, possibly 

rushing to end the interview, giving short and superficial answers, revealing 

personal views and values, are factors that risk distorting information offered by 

interviewees.  The bias of the researcher is a consideration as is the effect of 

introducing the question and focus on a topic such as CSR.  In short, most people 

would be expected to support the notion of CSR, and the respondents were likely 

to concur with this assumption (Saunders, et al, 2007). 

 

In order to reduce the effects of bias and to encourage respondents to open up 

about their opinions of CSR and how their organizations applied the concept, the 

confidentiality of the process was reiterated and an emphasis placed on the option 

to withdraw from the study.  Respondents were offered copies of transcripts, 

however, none were requested.   

 

4.2.11.2 Venues for interviews 

Apart from the three telephone interviews the remaining 20 were carried out at 

venues chosen by respondents in their places of work or at social venues such as 

restaurants and coffee shops (Oates, 2006).  This latter choice was more informal 

and had fewer opportunities for interruption.  The only interview that encountered 

several interruptions was the one with the executive chairman.  However, the 

disadvantage was insignificant in that the interview went on longer than the 
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expected one hour.  Moreover, all the points were covered and the respondent 

asked for more information on the work of Follett for his own use. 

4.2.12  Data collection [18] 

 

4.2.12.1 Anonymising, transcription and storage 

So as to ensure that there were no repercussions on individuals or organizations, 

anonymisation and the storage of data were of profound importance.  All 

transcripts were scrutinised for clues as to the respondents and their 

organizations.  Any identifying information was removed to conceal sources and 

protect contributors (Silverman, 2000:204).  Audio-tapes were transcribed within 

two weeks of recording and notes, which were taken during the interview about 

the responses and interactions of interviewees, were included.  The respondents 

were given random PIN code see figure 4.2.10.2 and table 4.2.10.3.  

 

4.2.13  Coding and analysis [19] 

Elements of data reduction, data display and conclusions ran simultaneously 

based on accepted models of data management (Miles and Huberman, 1984, 

1994). Within two weeks of interview the recordings were transcribed and content 

analysed to identify dominant themes, which were coded accordingly (Easterby-

Smith, et al, 2002; King and Horrocks, 2010; Saunders, et al, 2007).  

 

4.2.13.1 Coding process 

Each transcript was coded using coloured pens to select themes, which had been 

categorised in a code book.  MacQueen, McLellan and Milstein (1998) advise 

using a code book to maintain consistency and to document reasons for including 

or excluding topics expressed through certain words, phrases, emphasis and body 

language.   Initially, the main codes were guided by the research questions so that 

ómeaningful chunks or segmentsô could be isolated (MacQueen, et al, 1998:33).  

As categories emerged a hierarchical system was devised, described by MacLure 

as óhanging them in bunches under their ruling ideasô (2013:169).  The advantage 

of this was that certain words, such as ósustainabilityô, óvaluesô and ócitizenshipô, 

may be regarded as CSR yet could be assigned to another of category of ideas, 

such as ócommunity outreachô which was associated with óPRô (MacLure, 2013).  
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Once the ideas and themes were established ódata reduction, data display and 

conclusion drawingô, could begin (Miles and Huberman,1984:21-22).  Being 

mindful of Silvermanôs caution that coding can restrict ideas outside conventional 

thinking, each transcript was revisited at the end of the coding process to gain an 

overview and holistic impression of the interview (Silverman, 2000:143).  In some 

instances transcripts were revisited and reassessed as themes emerged later in 

the process.  Furthermore, six respondents, with whom the researcher had 

maintained contact, offered further information which contributed to the refinement 

of the data.  In two cases the respondents had been made redundant from their 

jobs and offered additional insights into their interpretation of CSR.  Another 

offered information when a particular theme was identified from his transcript and 

he was asked for clarification at a later date.   

 

4.2.13.2 Coding themes 

An important consideration in coding was to acknowledge the essence of 

hermeneutic inquiry in relation to the parameters of communication, language, and 

history (Gadamer, 1979).  Thus respondentsô interpretations were governed by 

exposure to historical phenomena which they understood through communication 

and language (Gadamer, 1979).  Pertinent to this fact was the effect that emerging 

news stories had on responses.  These changes necessitated robust and in-depth 

questioning to ascertain the true values and beliefs of respondents and not those 

that are short-term reactions to media stories (Bryman and Bell, 2015; Silverman, 

2000, 2013).   

As the main themes were identified a guide to further questions was developed.  

Of significance, in terms of frequency and emphasis, the topics to emerge were: 

¶ CSR used and exploited as a marketing tool 

¶ CSR used to cover unacceptable behaviour 

¶ Legislation to enforce CSR 

¶ Proactive and reactive stances on CSR 

¶ Codes and standards for managers to follow 

¶ The influence of leaders, co-workers, managers, organizational 

ethos, culture, and upbringing  

¶ Conflict between business and society  
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¶ Promoting and educating for responsible behaviour  

¶ Ethics and the financial crisis  

¶ Ethical business environments  

¶ Personal values and ethics  

¶ Next generation of managers 

¶ Community engagement 

¶ Gender in management and CSR 

¶ A third party (such as a charity) as a catalyst to operationalise CSR. 

Overall there was considerable cynicism about corporate motives to commit to 

CSR.  However, even the most sceptical respondents reflected that some forms of 

CSR, which were not entirely derived from corporate self-interest, could be 

beneficial to society.  This point is in keeping with the phenomenon described by 

Alvesson and Sandberg (2013) insofar as respondents had not classified certain 

corporate activities as CSR until confronted with the concept by the research.  

 

4.2.13.3 Analysis 

Reflecting on the data (Easterby-Smith, et al, 2002:109) identified gaps which, 

where possible, were addressed by contacting respondents for further information.  

The analysis showed the extent to which knowledge obtained from the literature 

review could be verified or contradicted.  In the case of the former, the role of 

leadership and extent to which the executive committed to CSR were confirmed by 

those organizations and individuals who either did or did not subscribe to the 

concept of CSR.  Where the data indicated new lines of enquiry for research; for 

example where managers engaged with CSR of their own volition, the motives 

and values of respondents were explored (Easterby-Smith, et al, 2002).  Overall, 

the analysis supported the notion that Follettôs methods were comprehensible and 

acceptable to most managers and they were capable of using Follettôs concepts to 

operationalise MSR as a managerial obligation.    

 

4.2.14  Empirical findings [20] 

The range of findings was greater than expected and some topics were 

unpredicted, such as using a charity as a conduit to deliver CSR.  A reassessment 

of the data took place after presenting a related paper to the BAM conference in 
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Belfast in 2014.  After receiving comments from scholars in the field of CSR, the 

original plan to interweave Follettôs concepts throughout the empirical chapters, 

was changed and separate themes around Follettôs three main concepts used as 

the basis for chapters five, six and seven.  Overall the empirical chapters interpret 

the data to evaluate the feasibility of MSR being operationalised using Follettôs 

concepts of integration, coordination, and power-with, according to the law of the 

situation.   

 

4.2.15  Summary of research process 

Sampling, selection and interviewing of respondents was based on the ONS 

statistical information.  However, it was influenced by the researcherôs assessment 

as to who to approach for information about their experiences as managers and 

the part they could play in advancing CSR.  Given that those respondents known 

to the researcher could be like-minded and share the views of the researcher 

there was a possible risk of bias.  However, the selection of respondents 

contained a random element in that some participants were part of business 

networks that subscribed to a range of philosophies and values.  Furthermore, by 

using qualitative research methods in an interpretative paradigm and following the 

hermeneutic inquiry tradition of understanding and reflecting messages, all 

precautions were taken to ensure the integrity of the data collection.  Thus the 

sampling, recruitment and interview process was sufficiently robust to ensure a 

wide extent of ideas was available for data collection. 

 

Further adding to the robustness of the methods selected, coding and analysis 

were based on tried and tested procedures applied in similar areas of research.  

Although time-consuming the method was effective in that it produced information 

that could help to formulate ideas for the operationalisation of MSR by managers.  

However, coding and analysis and all the other methods used in this study contain 

imperfections; no one method of qualitative research can claim to be faultless 

(Easterby-Smith, et al, 2002; Silverman, 2000).  Thus some limitations were 

expected and others emerged during the course of the research.  The details of 

which are described next. 

 

 



119 
 

4.2.16  Limitations 

Using a small sample of 23 respondents could have presented a notable 

limitation.  However, testing the feasibility of MSR and applying Follettôs ideas 

were exploratory and interviewing a range of respondents across managerial 

hierarchies, some with extensive budgetary and resource responsibilities, offset 

the small number.  Furthermore, some of the managers at the operational end of 

the command chain were in volatile and highly pressured jobs and they were able 

to offer realistic assessments of the practicability of operationalising MSR.   

The topic itself introduced limitations because being socially responsible implies 

certain moral and civic duties.  It meant that it was expected that respondents 

would be unlikely to admit to being against a commitment to CSR.  Such an 

attitude could have been the reason why two managers at director level in the 

private sector did not take up the offer to participate in the research.  A further 

frustration was the lack of access to decision makers in MNCs, as any approach 

referred research enquiries to their website and CSR policy.  However, these 

restrictions were no surprise.   As Easterby-Smith, et al (2002:45) point out, 

research requests are often declined by MNCs and the few managers who are 

interviewed are usually proficient at dealing with awkward questions.  

Nevertheless, at least two of the MNCs who declined interview requests were well 

known for their CSR activities and had sponsored the para-Olympics, a topic 

which arose during the interviews.   It, therefore, was doubly disappointing to be 

denied the opportunity to ask about motives to engage with CSR and to find out 

about the views of managers at operational level.   

Conducting interviews within a time-frame meant that the impact of certain news 

stories and events impacted on respondentsô opinions.  One way in which to 

mitigate the impact of this phenomenon would be to carry out further interviews 

with the same respondent over a longer period of time and to consider using 

quantitative methods in the follow-up; a questionnaire may be a useful tool to use.  

In the same vein, using a questionnaire could have been deployed to survey the 

recipients of CSR activities as well as employees more widely distributed 

throughout the organizations in the study.  Further insights would have been 

interesting from suppliers of the companies in question or from suppliers to MNCs 

more generally.  However, on reflection the amount of soul-searching on additional 
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avenues for research may be infinite.  Within the resources and time available, a 

sufficient amount of data was collected to make a valid contribution to 

management theory, CSR and an understanding of the work of Mary Parker 

Follett.  

4.3 Conclusion 

In carrying out pure research, the intention of the methodology and this thesis was 

to make a practical contribution to CSR theory and implementation (Easterby, et 

al, 2002).  Although described separately, theory and implementation influence 

each other when applied in practical situations.  This is because the environment 

is constantly changing and new practices and procedures evolve; in terms of CSR 

greater scrutiny is evident in attitudes to governance and corporate responsibility, 

which may overtake accepted theory (Windsor, 2013).   Reflection is the expected 

outcome from this research.  This emanates from the interpretation of the body of 

work on CSR and Follett as well as recent developments in the theory and events 

affecting them.  By reflecting on the investigations of the theory there exists the 

possibility of changes in understanding an attitude to CSR on behalf of the 

researcher and the respondents.  Thus, by using the methodology that lends itself 

to thought provoking discussion, reframing understanding and reflection can 

produce a change in behaviour with the possibility of advancing the CSR concept.    

As noted previously, horizons of understanding in relation to certain topics, CSR in 

this case, were changing according to the environment in which they were 

perceived.  In terms of researching CSR, this fact was important due to the 

burgeoning reports of corporate misdemeanours and scandals during the period of 

this research.  The result was that there was an increase in awareness about the 

behaviour of managers, for example the collapse of the Rana Plaza factory in 

Bangladesh causing over 1000 fatalities (Rankin, 2013).  Interpreting changes in 

horizons and experiences set within influences such as these, allowed for an 

extension of the concept of CSR in the minds of respondents and the researcher.   

Overall, the objective was achieved to ensure that the methodology was 

conducive to producing practical, useful outcomes for managers (Easterby-Smith, 

et al, 2002).  In this case the outcome was the extension of CSR as a 
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management duty to be known as MSR: management social responsibility, using 

Follettôs concepts to operationalise it.   

 

Although a subject like CSR is likely to be accompanied by preconceived ideas 

that may risk skewing the data collected, the method chosen was most able to 

take account of a range of views. Thus, when opinions expressed sounded 

extreme, the opportunity was available to probe opinions for further data.  

Therefore, whilst the methodology may have its shortcomings, it was still the most 

appropriate, pragmatic and practical available to develop and research themes.  

Of particular importance, in assessing the feasibility of applying Follett to MSR 

was the establishment of the level to which, albeit by proxy, Follettôs concepts 

were part of existing managerial practice.  This information contributed to themes 

which became the topics of the three empirical chapters.  These chapters (5, 6, 

and 7) evaluate the data to assess managementôs capabilities and views on CSR 

and its implementation as a duty of individual managers, or MSR. By discussing 

Follettôs concepts of integration, power-with, coordination and the law of the 

situation with respondents, the practicability of MSR and applying Follett to an 

extended CSR was examined.  In chapter five, Follettôs notion of integration was 

used to address respondentsô ambivalence towards CSR and what they 

interpreted as the conflict between business and society.   After which the 

development of effective relationships using coordination to implement MSR was 

addressed in chapter six.  In chapter seven, respondentsô views were examined 

about the future of MSR that uses power-with in shared ambitions of business 

management and society.  However, these concepts of Follett are inter-related 

and inevitably appear across all three empirical chapters.  Furthermore, the law of 

the situation and Follettôs ideas about leadership permeate the application of her 

concepts of integration, coordination and power-with.   

 

Finally, in the future, if CSR does become a management responsibility, or MSR, 

the effect on methodology to research it would change.  It would transfer the focus 

from inputs in the form of policy and CSR initiatives, to the outputs of each 

managerôs contribution to CSR, or MSR, activity.  This is an area that was not 

covered in this study and would have an impact on managers taking forward a 

practical form of CSR/MSR.  It is particularly relevant to Follettôs ideas about 
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reciprocal relationships, which run through all her work and the empirical chapters 

which follow.   
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CHAPTER 5  

Follett and CSR: the role of the manager ï tension, conflict and ambivalence. 

5.1  Introduction 

The question posed in this thesis is the feasibility that an individual obligation 

could be placed on managers to operationalise MSR a notion informed by the 

concepts of Mary Parker Follett.  The capabilities and inclinations of managers to 

take on MSR as their personal duty, are examined this chapter an assessment is 

made of their experiences and understanding of CSR.  These experiences 

examine respondentsô roles in implementing CSR and the influences that impact 

on their willingness to extend their work to taking on MSR as a managerial duty.  

Twenty three respondents were interviewed and were asked questions set out in 

the methodology chapter, para 4.2.10. 

5.1.2  Overview 

An account is presented here of the experiences of managers and their 

understanding of CSR that is based on the data collected. An interpretation of 

their opinions about CSR is made.  This contributes to an assessment of 

managersô inclinations and capabilities to undertake Follettôs principles of social 

responsibility as part of their managerial obligations.  Given that Follett and other 

theorists describe CSR as a management issue (Carroll, 1974, 1991, 2000; 

Crane, Matten and Spence, 2008; Follett, 1941:133-146), the managersô 

perceptions of the concept are analysed and an assessment is offered as to what 

is needed for them to engage with the MSR based on the principles of Follett.  

These principles mean that business and society achieve the optimum benefit by 

integrating their interests and progressing from the dysfunctional to the functional 

(Follett,1941:185).   

5.1.3 The format of this chapter follows the structure of the interviews, which 

begin with a broad question which leads to more specific, probing questions as set 

out in the interview protocol (chapter, 4; appendix 1).  The chapter comprises four 

sections including a conclusion.  Each section and subsection is discussed in 

relation to Follettôs concepts of CSR which have been assimilated with integrative 

CSR stakeholder theory to become MSR.  As the chapter unfolds the main themes 

arising from data collection are addressed.  The following topics are covered: 
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¶ The meaning of CSR to managers and how their views have been formed 

¶ CSR as a management issue and the blocks experienced and perceived  

¶ Tax avoidance, MNCs and SMEs and the implications for MSR 

¶ CSR and its effect on corporate sustainability and corporate unsustainability 

¶ Diversity, gender, CSR and the implications for MSR 

¶ Cynical manipulation  of CSR and the implications for MSR 

¶ The public sector and CSR  

¶ Understanding the business case for CSR, marketing and reputation and 

the implications for MSR 

¶ Overcoming the blocks to CSR and comparisons with other advances in 

social issues in management  

¶ Management as a profession with codes of conduct for MSR 

¶ Follettôs concept of integration for managers to use to address the conflict 

between business and society 

 

5.2  What CSR means to managers 

For decades, scholars and theorists have grappled with a definition and a 

motivation for CSR.  It was no surprise, therefore, that managers with other 

priorities had difficulty describing the concept let alone implementing it.  If 

managers are going to be asked to implement CSR as MSR, it will be necessary 

to understand what the concept means to them, both as managers and members 

of society.  In order to ensure that there was consistency in the research a basic 

understanding of what managers thought was meant by CSR was the starting 

point for each research interview.   

5.2.1  CSR: First impressions  

The view of the CEO of a medical charity that CSR was óa force for goodô [NP5], 

was similar to the opinion held by the majority of 23 managers in the study.  

However, its relevance to management and the business environment elicited a 

wide range of views.  The manager in a computer peripherals company doubted 

ówe would do it purely because it was for CSRéin that if it may cost us money, Iôm 
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not sure we would do itô [PR8].  To varying degrees respondents agreed with the 

supermarket manager that CSR was óa management issueô [PR20].  However, 

tensions emerged about the tier of management responsible for driving CSR and it 

being óanother managerôs responsibility, not mineô [PR20].  For the majority it was 

also regarded as a matter for the óleadershipô; seven of the respondents were 

specific that CSR should be promoted by senior executives.  This was 

emphasised by the manager of the care home, the director in a local authority, two 

management consultants, an HR director, and the owner/manager of a plastics 

manufacturer, illustrating the views from a span of sectors and levels of authority 

[NP7;PU3;PR9;PR11;PR19; PR21].   

Further conflict was expressed in relation to an organizationôs motivations for 

engaging with CSR in that it was exploited for ómarketingô [NP6; PR14; PR20; 

PU2].  One respondent was unmoved by arguments for CSR and considered that 

óon my personal level I was probably not too concerned about CSRô [PR22].  

During his work as a director in a US defence company, PR22ôs employer had 

received negative publicity.  As a result the ócompany decidedébasically to give 

more money and supportébut not change the products; we still made the same 

things as we had always madeô [PR22].  This comment validated the perception 

that CSR was used for defensive purposes and had been ócorruptedô [NP5].  In a 

similar vein about the social responsibility of products the HR director from a 

manufacturing MNC described how his company were  

ócaught out for pollutingéthere was a factory that makes XXXX. Itôs a 

material that you need in very refined quantities and have to be made very 

carefully, and this factory was pollutingéand they didnôt do enough about it 

and they got a multi-million dollar fine and the attitude at the time was, ñAh 

too bad, but weôre making money on the stuffò; this was about 10 years 

ago, but I think that would be very different nowô [PR19]. 

In the same company óthe CEO made donations to good causes but just where he 

felt he should do, it would be embarrassing not to do somethingô [PR19].  Both 

PR19 and PR22 were employed as executives by American companies and as 

described in chapter 3 the approach in the USA tends towards the philanthropic 

(Matten and Moon, 2007; Sison, 2009).  Taking a philanthropy stance does not 

follow Follettôs ideal that the commitment of business should be to follow a process 

to make products that contribute to human welfare.  In the process 
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óworkerséthrough their work become more developed human beingsô (Follett, 

1941:140).  Relying on using accrued wealth for philanthropic donations was not 

the point; Follettôs concern was how and what had created the wealth.   

However, even óusing it for PRô most respondents saw some value in CSR [PR13] 

but the majority were ambivalent about wholehearted belief in the value of CSR.  

They cited ótax avoidanceô [PR12; PR13; PR14; PR15; PR17; PR21; NP5; NP6] 

whilst the same companies were making contributions to ógood causesô [PR9; 

PR23], which respondents thought was hypocritical.   

5.2.2  Interpreting CSR 

Prior to interview managers were given Archie Carrollôs definition that CSR 

óencompasses economic, legal, and discretionary expectations that society has of 

organizations at a given point in timeô (1979:500).  During the course of each 

research interview most of the managers soon alluded to elements of ambivalence 

and conflict in relation to their role implementing CSR.  Initially, though, 

respondents agreed on the merits of CSR being for the ógreater good, taking into 

account their responsibility for social and environmental issuesô [PR9].  The HR 

director in the finance company with CSR programmes said that it was óto ensure 

that we have some sort of ethical message throughout the company that doesnôt 

just impact inside the company itôs outside as wellô [PR12].  Two respondents did 

not see merit in CSR other than óapplying the rules of the game fairlyô [PR8]; any 

additional societal engagement and ódoing good works is not on the management 

agendaô [PR22].   A more general view was given by the supermarket manager, 

who whilst sceptical about corporate commitment to CSR thought that it ought to 

be ówhere employers play a larger part in the community, locally, nationally and 

internationallyô [PR20].  Three of the managers with the power and resource to 

operationalise CSR outlined a sanguine and pro-active approach.  Each shared 

the óvisionô held by the food-store owner in that ówe actually do care about making 

a contribution to societyô [PR10].  In common with the entrepreneur, PR16, their 

motives were to make óa difference in this worldô [PR16].  This sentiment was 

endorsed by the MD in the valve manufacturing company who believed in óputting 

a little bit back in for the huge amount that we take outô [PR17].  In general, the 
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primary views of CSR were that it was something of value contributed by business 

to society albeit with elements of óenlightened self-interestô as incentives [PR20].   

5.2.3  Community and CSR 

As conversations progressed, the word ócommunityô was mentioned frequently in 

relation to how an organization óhas a bigger influence locally on peopleôs livesô 

[PU1].  This idea of engagement and how óyou interact with the community in a 

positive way that makes us feel goodô [PR15] was apparent in the majority of the 

respondentsô understanding of the beneficial aspects of CSR.  In the minority, the 

óoutreachô work of PR22ôs company ódidnôt make me feel like a better personô.  He 

was sceptical about the effectiveness of community initiatives and thought ówhat a 

waste of money, why are you supporting that?ô [PR22].  Sharing his view one 

senior manager said that óitôs just not what I come to work for.  Iôm here to earn a 

living and I do get a kick out of being part of a successful businessô [PR8].  A 

different perspective was offered by the community centre manager about the 

societal interaction triggering a ódomino effectô on ólives in all fieldsô [PU4]ô.  

According to the entrepreneur who had been involved in extensive community 

engagement and social enterprises, this meant that people óhelp others, you and 

your businessô [PR16].  This aspiration resonates with Follettôs idea of reciprocal 

relationships and opened the interviews into building relationships, including with 

local communities, thereby contributing to business prosperity (1941:201).  

Generally, it was around the topic of community and CSR that the conviction of 

gaining something emotional and ófeeling good to give and receiveô [PR11] 

appeared.  Thus the idea of receiving from CSR came through and tied in with 

Follettôs notion of ócircular responseô with regard to reciprocal relationships 

(1941:194).  Such a concept was evident in the comment,    

óThese firms are part of society ï they donôt live and work in outer space.  

 So they should be contributing what they cané.itôs all part of the rich 

 mix.  I give: I benefit; they give: they benefit - and I do tooô.  [PR11] 

The preceding statement was by the management consultant, PR11, who felt that, 

for most firms, CSR was óexternally focussedô on PR and there was a need for 

óchampionsô so that CSR was seen óas right and properô both inside and outside 

the company [PR11].  This respondentôs view was that it was up to leaders to 
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become champions so that every employee and business contact implemented 

CSR.   

5.2.4  Management responsibility for CSR 

Interestingly, a manager in one of the companies most engaged with CSR viewed 

it as a more impersonal and remote idea saying that it was ósomething your 

employer does or companies doô [PR13].  Similarly, other respondents felt that 

CSR was down to organizational ópolicyô [PU2l; PR15; NP5] and was part of óthe 

governance systemô [PU1], which was set by the óexecutiveô [PU1], the óboardô and 

ódirectorsô [PR14;PR19;PR17; PR22].  One of the few respondents who placed a 

duty for CSR with managers believed that it involved a combination of 

organizational and individual standards where, 

óéideally all managers should have an ethical ideal of how to behave that 

they take to the firm.  In the same way the firm shouldéhave that ethical 

ideal too.  So the two ideals work together.  Thereôs plenty of examples of 

good companies, and other organizations being ruined by unethical 

management ï look at the Co-op right now...we need to get people with 

integrity in to manage and the whole thing will work outô [NP6].  

Thereby, one of the conflicts of CSR emerges when the question is asked, whose 

responsibility is CSR?  If as the manager with experience of the charity and private 

sector suggests, a method has to be found to establish a standard of ethical 

management, Follettôs idea of codes of practice for management as a profession 

may be address the issue.  Another proposal from PR11 is that the organization 

needs a óchampionô to drive the concept.  If so, where there are champions, and to 

what extent do managers see CSR as their individual responsibility?  Follett 

appears to have the answer to this question.  Whilst she argues that individualism 

is given its full scope, Follett advises identifying the interests of each member of a 

group as well as the group as a whole (1941:301).  Where there is conflict 

between individual and group interests, Follett explains that an individual benefit 

that does not benefit the group is not a true benefit.  Thus each manager 

understands their part in contributing to the greater good and how it benefits their 

individual good; or as described by Follett, making the wider interest personal 

(Follett, 1941:214).     
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5.2.5  Summary of section one 

The respondentsô general interpretations of CSR were that it was a beneficial 

phenomenon that was open to abuse and manipulation to cover up misdeeds.  

There was some evidence that this was the case and the overall attitude to CSR 

was one of ambivalence and some scepticism.  As the academic community has 

discovered, respondents too had difficulty defining CSR but not as much as 

reported in scholarly work (chapter 3).  Those respondents who had witnessed 

using CSR to distract from controversial products and processes were aware that 

the concept of CSR could be and was mis-used, which was a concern of other 

respondents.  However, PR19 and PR22 accepted the behaviour of their 

executive as part of how their companies operated.  Thus the challenge to follow 

Follettôs philosophy and make managers responsible for their actions and the 

actions of the group to which they belong involves a fundamental change to an 

individual managerôs understanding of CSR.  

Other respondents agreed that the onus for CSR was on the executive, which 

could operate in a socially responsible or irresponsible way. On a more local level, 

respondents believed that community engagement typified the central 

understanding of benevolent CSR.  Relationships with the community were 

therefore a major part of CSR as understood by respondents.  Taking an example 

from Follettôs experience to develop human capital from the community upwards 

was inherent in how respondents understood worthy engagement with community 

stakeholders.  However, early in the majority of interviews respondents voiced 

disquiet about the abuse of CSR, which discouraged individuals from seeing it as 

their obligation as managers.   

5.3.  CSR as a management issue: The blocks  

The majority of respondents proclaimed values that committed them to the ógreater 

goodô [PU3; PR9] yet to varying degrees the level of their obligation to 

operationalising CSR was diminished by what they perceived to be blocks to CSR.  

A manager in financial services and debt management, who believed her 

employer operated an exemplary CSR, nevertheless thought that CSR as 

deployed by other organizations was, óMostly something for marketing and maybe 

even to cover up things that they shouldnôt be doingô [PR13].  Foremost in what 
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managers recounted was that they felt that their role in CSR, either personally or 

on their employerôs behalf, was ódilutedô or negated [PR20].  The main culprits 

were certain  organizations , including public sector ones [NP5], whose behaviour 

led to ódamaging effectsô due to an absence of CSR that ócreates resentmentô 

[NP6].  The result was that managers were ambivalent about driving CSR because 

of an óattitudeô [NP5; PR9; PR15; PR19] that as long as companies were ómaking 

moneyô they ówerenôt really botheredô about CSR [PR19].  Thus the frame of mind 

was that whilst ómajor firms who can make a difference donôt do anything, thereôs 

little pointô in smaller organizations engaging with CSR [PR20].   

There was tension when managers were pressed on this topic insofar as they 

maintained that they personally wanted to see ómore CSRô from their own 

employers and particularly from MNCs [NP5;PR20].  Otherwise organizations and 

managers who did commit to CSR would feel that they were being óconnedô 

because óthe more they did, the lessô was done by major corporations [PR20].  

Overall one significant block to CSR was a sense of conflict and powerlessness 

produced by a perception of going against a tide of big business that would 

óexploitô [NP6] all aspects of CSR whilst minimising its contribution [PR13].   

5.3.1  Tax avoidance, MNCs and CSR  

The respondents channelled their most adverse criticism towards MNCsô tax 

avoidance óand using the excuse that itôs legalô [PR14].  This was condemned 

especially when corporations projected an image committed to CSR where a 

óMNC will give money to a local playgroup to assuage the fact that they avoid taxô 

[NP6].  Thus a theme emerged wherein managers saw paying taxes as 

fundamental to CSR.  It was part of a businessôs óduty to societyô [PR15] even 

though they ódonôt like doing itô [PR17] because, if everyone avoided tax, 

ósomeone, somewhere, has got to sufferô [PR17].  Thus ótax avoidanceô by óbig 

firmsô was viewed as going óbeyond ethicsô and corporate governance [PR8] and 

into the area of personal values and morality.  Laying adverse criticism at the door 

of individual influential business leaders who used tax avoidance óforces a viewô 

that it is acceptable to be ósocially irresponsibleô [PR15] thereby setting a ónegative 

exampleô [PR19]. This aspect led managers to consider the role of the leader in 

deciding on a principle element of CSR.   
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In those companies that opted for tax avoidance, CSR had óbecome discreditedô 

[PR14], which affected the plausibility of an espoused commitment to CSR. 

Therefore, how could óordinary workers and managersô [PR8] be expected to ópay 

their fair shareô [PR8; PR17] and be socially responsible when the organization 

appeared to lack credibility in relation to CSR [PR20;PR23].  In addition, individual 

managers were receiving ódifferent messagesô about CSR when óclearly unethicalô 

[PR11] leaders do not óset the best exampleô [PR20].  Thus an interesting aspect 

emerged in relation to tax-avoidance, which helped to clarify what was perceived 

as the extreme opposite of CSR.  In other words, a disregard for society as a 

whole with the focus on immediate self-centred financial gain regardless of what 

was expected of the majorityôs obligations, through taxes or other means.    

5.3.1.2 SMEs, tax and ethics  

The three respondents who were in a position to use tax avoidance claimed that 

they ówouldnôt even dream about thinking of doing something like thatô [PR10].  

This was because ólocating themselves so they donôt pay taxô was óunreasonableô 

[PR15] and constituted ótaking cash away from peopleô, which was óethically 

wrongô [PR17].  The company óStarbucksô was criticised by several respondents 

for tax avoidance which was unfair óin the community you operate in by doing 

éelaborate pricing transfer stuffô [PR10] (Houlder and Thompson, 2012).  

Furthermore two other respondents agreed and cited the imbalance between 

those companies that had the resources to avoid tax, which  skewed economies 

by using óaggressive, artificial schemesô [PR15].  In terms of business, this was 

especially óunfairô [PR21] and detrimental to óyour average SMEô [PR15] that did 

not have access to such schemes yet were óhaving to compete in the same 

marketô [PR10].  As SMEs formed the greater part of the economy (Jenkins, 2006; 

Rhodes, 2015) in terms of jobs and potential community support, the impact 

adversely affected the majority of people because if óyou draw out until there is 

nothing left in, society just begins to falterô [PR17].  These thoughts highlight 

aspects of a wider business case for CSR in the extent to which all sections of the 

community, including SMEs, are harmed by corporate irresponsibility.  Therefore, 

damage done by a lack of ónormal, humanity and decent behaviourô [PR8] by 

major organizations goes beyond the community and óthwarts business start-upsô 

[PR10] through unfair competition.  In discussing the antithesis of CSR, managers 
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partially confirmed the research proposition that CSR is a management issue; 

however, to them ómanagementô meant the leaders of organizations rather than 

themselves.   

Of all the topics discussed with respondents the issue of MNCs and SMEs elicited 

the strongest opinions and antipathy towards big business.  News-stories led to 

criticisms of companies, such as the pharmaceutical company GSK [PR8; PR23], 

which at the time of the interviews was being óprosecuted in China for briberyô 

[PR8] (BBC, 2014). Using CSR to perpetuate a wholesome image, whilst 

disguising less acceptable behaviour, was cited by the majority of respondents. 

Two respondents raised the same point that GSK would almost certainly have 

commendable CSR and anti-corruption codes and policies, which were designed 

to protect their brand rather than society [PR8;PR23] (GSK, responsible business 

supplement, 2014).  This approach to safeguarding reputations was cited by 

several respondents as being intrinsic to a defensive approach, which they 

considered to be an inherent driver of CSR [PU2;NP5;PR8;PR9;PR13;PR19; 

PR23].  Two of the respondents with many years of management experienced 

reported that in more recent times corporations displayed a óstronger awareness 

that some things are more importantô [PR19].  According to the director in the 

defence company this was due to companies becoming ómore frightenedô of public 

backlash when they behaved irresponsibly [PR22].  One management 

consultantôs view was that major companies were substantially and increasingly 

absorbed with protecting their brand image óprobably more nowadays than maybe 

20 years agoô [PR9].  From her experience she felt that the larger the company the 

greater their concern about reputation and CSR.  Her view was that small and 

medium enterprises (SMEs) were more preoccupied with day-to-day survival, 

which led to CSR being low on their priorities.  ` 

The opposite perception of small businesses came from the manager of a charity.  

He explained that SMEs óhave a strong local remit and commitment.  They employ 

neighbours, friends, and are accountable to the local communityô [NP6]. Thus the 

view from NP6, who had worked in local SMEs as well as MNCs, contradicted that 

perception of the consultant whose experience was almost exclusively with major 

firms.  Five of the companies represented by nine respondents were smaller 

companies and although not strictly classified as SMEs according to established 
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criteria1, showed the most pro-active and anticipatory commitment to CSR.  (This 

aspect is examined in chapters 6 and 7 on relationships and power in relation to 

the future of the concept).   

The role of SMEs in CSR was endorsed by the MD in manufacturing [PR17].  

Whilst his company had grown from a medium sized enterprise to one of 

international proportions and a world leader in its field, he displayed many of the 

behaviours attributed to SMEs by NP6.  The MDôs enthusiasm was as powerful as 

his strong ethical and social beliefs, which led him to the view that everyone 

should do their utmost in contributing to society.  He carried this forward into his 

management óethosô so that óif one person in the company does not believe in it, 

itôs really obviousô [PR17]. Furthermore, he could see no difference regarding the 

size of the company in having this aim.  He generously supported a local and 

national young personsô charity financially, with facilities, and his own time.  For 

him the business case was entwined with the moral case.  A similar supporter of 

such a stance was the entrepreneur who considered it incumbent on human 

beings, whether or not they were in business, to want to make a change for the 

better,    

éthe fact that youôve got a business with an outreach to a lot of customers

  and suppliers you can promote partnership working ï do it together [PR16].  

Both respondents identified the opportunity that being in business placed them in 

a privileged position to make the world better.  PR17ôs view that not óputting 

anything back is so ethically wrongô was endorsed by the owner/manager of a 

plastics manufacturer.  She said that it ógoes against fundamental human 

natureénot to feel responsible for everyone related to the companyô [PR21].  In 

adopting this approach the two previous contributions were in concert with Follett 

with regard to establishing relationships within and between business and society.  

This meant that business was primarily a ópublic serviceô with making money a 

consequence of creating relationships (Follett, 1941:122).  This philosophy is at 

odds with the much of the scholarly work on CSR (chapter 3).  Even CSR scholars 

                                                           
1 Small or Medium Sized businesses are those employing 0-249 people. Rhodes, 2015: 

www.parliament.uk/briefing-papers/sn06152.pdf.  
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interpreting the most altruistic form of the concept tend toward justifying engaging 

with CSR to reinforce the bottom line.  However, the view from most of the 

respondents was that proximity to the community meant that SMEs engage in 

CSR through good neighbourliness and, like a good neighbour, would not expect 

to see a return, financial or otherwise.  The CEO of the medical charity explained 

that SMEs undertake CSR óbecause of their connection with local communities 

and have local customers.  They are likely to be doing CSR even if they donôt 

realise itô [NP5].  This reference to engagement between SMEs and CSR, bears 

out some of the findings in scholarly research on the topic (Besser and Miller, 

2004; Burton and Goldsby, 2009; Jenkins, 2006).   

The main difference perceived by those with direct experience of small 

organizations was that they were more responsive to moral and ethical challenges 

[NP5;NP6:PR11;PR16;PR17; PR21].  The reason given was that small companies 

would be more likely to have ógood relationships with customersô based on óloyaltyô 

and where the wider community óadmire the ethicsô of óthe way the business is runô 

[PR21].  The majority view was that MNCs and large organizations had dedicated 

resources to set up óa CSR departmentô and make CSR work to their advantage 

[PR10].  In contrast, SMEs and smaller bodies were more likely to engage with 

CSR óto put something back into societyô [PR17], in part because they were less 

ópressured by shareholdersô [PR8].  Limited or absent ódemand from shareholdersô 

[PR20] together with SMEs having been óbuilt upô by owners [PR12] who invested 

in a ólong-term futureô [PR19], meant that the leadership óbrings everyone with 

themô [PR13].  This was especially the case in terms of values and ethics where 

leaders of SMEs had a greater opportunity to influence óby exampleô [PR13; PR14] 

and make managers responsible for CSR [PR14; PR17;PR21].   

In relation to the research methodology this aspect of close knowledge of SMEs 

presents an interesting aspect.  This is because changing horizons and the 

subtleties of communication in relation to CSR vary according to experience.  Of 

note were contributions from those whose experience had been ówith big name 

companiesô [PR9], MNCs [PU2;PR10; PR15;PR19] and large organizations, such 

as the NHS and government departments [PU1;PU3;NP7; PR11; 

PR19;PR20;PR22].  Respondents who had experience of SMEs only as opposed 

to SMEs and MNCs (or large organizations), interpreted CSR and the way it was 
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operationalised in markedly different ways.   Of those who expressed a view, there 

was a unanimous perception that the CSR of a MNC or large organization differed 

fundamentally from a SME or small organization.   

These differences between MNCs and SMEs are significant if CSR is to be 

extended to MSR and to become a responsibility of each manager.  This is 

because metrics to assess the level of engagement and success with society may 

have to take account of the local, national and international environment in which 

organizations operate.   However, if Follettôs concepts are deployed, an essential 

element will be for managers to develop MSR as a concept.  This will be based on 

their own and wider experiences that they will access by integrating business and 

societyôs interests according to the law of the situation (Follett, 1941:111).   

5.3.2  Corporate sustainability: CS, and corporate unsustainability: CU  

Those managers who had witnessed positive leadership for CSR [PR12; PR13; 

PR14; PR18] described factors identified by van Marrewijk( 2003) and Windsor 

(2013) in relation to corporate sustainability (CS).  These qualities were based on 

ethical behaviour and setting good examples.   The initial work on CS was prior to 

the global financial crisis of 2007/8 which respondents blamed on ógreedéthe 

biggest enemyô [PR20].  In CSR scholarship this greed has been linked to 

ócorporate unsustainabilityô (CU) (Aras and Crowther, 2009; Petrick, 2012).  Two 

respondents doubted that CSR would prevent CU saying, óI donôt know if greed is 

a lack of CSR or just greedéMy view is that CSR wouldnôt have had any effect at 

allô [PR22].  Concurring with this view and describing CSR as óa platitudeô another 

respondent considered that the only hope was making people óresponsible, not go 

on about it with clich®sô [PR8].  However, unlike Follett (1918:167) all respondents 

condemned individuals rather than the system.   

One respondent with public and private sector experience cited a óculture with a 

nutter setting the standard, with insensitivity and bullying the norm, making it for 

themselves not for the job or the teamô [PR20].  Other examples mirrored the 

preceding comment and there was vehement criticism of leaders being óinsular 

and selfishô [PR17].  In addition, managers, board members and followers were 

óguilty by associationô [PR17] and must have known that taking óriskséwith fingers 

crossedô [PR15] was perilous and unsustainable or even ócriminalô [PR17].  In this 
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respect, the later work on CS (Herzig and Moon, 2013) has highlighted the 

dangers to global and national economies caused by CU and sometimes using 

óintimidationô [PU4] by leaders to pursue risky strategies.  As noted managers 

blamed individuals rather than the system; Follettôs advice would be to examine 

the system and to find a ófunctional unityô (1941:249) that served the long-term 

benefit of all.  In this respect, she anticipates that individuals may exert power over 

others and systems, which it inflicts on a large proportion of the population.  Her 

answer was to create a system and awareness that ensured that the interests of 

all were identified and integrated and that power was not exploited by a few 

individuals to the detriment of society (Follett, 1941:100).   

5.3.2.1 Standards of management behaviour 

Although respondents blamed individuals for CU, they acknowledged that the 

system was not sufficiently robust to protect managers who made a stand against 

corporate óhigh jinx and criminalityô [NP6].  Experiences of unacceptable behaviour 

spanned all sectors, including the charitable sector.  The manager of a social 

charity described how óeven in this sphere, youôll find ruthless, less than ethical 

types. I suppose it must come down to having some sort of standards across the 

board that managers subscribe toô [NP6].   Examples were cited of job 

descriptions containing phrases that would give employers free rein to require 

duties other than those specified [PU4;PR8].  For example, one manager who was 

sceptical about the benefits of CSR believed that a companyôs policy on ethics 

and CSR could be ensured through agreements with employees by óeither in the 

job description, objectives, contract or whateveréThese, of course, can change 

as requiredô [PR8].  The final sentence in this quote gives an insight into the 

optional nature of engaging with CSR, which the youngest respondent felt 

permitted ótoo much flexibility around óethics and moralityô [PR23].  The effect of 

this was that, as there were óno clear metricsô for CSR [PR22], which allowed 

companies to óportray themselvesô [PR21] as responsible whilst operating in an 

unsustainable way.  This mismatch was highlighted by Follett when she discussed 

ómanipulation of the unscrupulouséand the suggestibility of the crowdô (1941:46-

47).  Her method for dealing with this was to ensure that everyone was capable of 

understanding the power that they possessed and to ensure that óthe training of 

executiveséorganized knowledge of managerial methodsô would lead to higher 
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standards of behaviour that would be known about by the wider public (Follett, 

1941:129). 

Overall the difficulties from their own experience as well as from awareness of 

social responsibility gave respondents little to help formulate a type of CSR based 

on existing models.  The use of CSR as a smokescreen (Moon and Vogel, 2008) 

was disconcerting for those interested in wanting CSR to be a normative part of 

business management.  In some respects, this reinforced the need for a new 

proposition for CSR, one based on Follettôs principles of sustainable social and 

democratic interrelationships, similar to the model she devised for her community 

centres (Follett, 1924).  

5.3.3  Diversity and CSR 

The majority of respondents considered that high standards of HR management 

constituted the basics of CSR, in important element of which were equality and 

diversity practices and procedures.  Some respondents were of the view that the 

extent of CSR was the HR function and it was at that point that their responsibility 

ended.  The manager of the care home summed up the view as  

óétaking on almost like a moral conscience, make sure people are treated 

well, that they get all their sickness rights, their employment rights, make 

sure theyôre not exploited. Give them an avenue if they are unhappy with 

things, where they can speak to somebody objectively. Looking at sort of 

things like any special needs they might have, looking at any sort of, 

cultural or religious needs, things like that and how that can be incorporated 

into the workplaceô [NP7] . 

Twenty two out of twenty three respondents exonerated their employers from 

behaviours that were counter to good HR practices and unsustainable corporate 

behaviour.  The CEO of the medical charity complained that her board of directors, 

were not óeven adequate administratorsô, but her criticism of unsustainability was 

one of incompetence rather than greed or malicious manipulation for their own 

benefit [NP5].  Citing her charityôs problems of sustainability, NP5 explained that 

the board recruited from a narrow band of medical professionals with little or no 

managerial or business experience and operated a policy with óserious flaws and 

is short term in natureô.  A similar criticism about the practice of boardrooms 

seemingly recruiting in their own image was levelled by several respondents who 
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thought it led to irresponsibility and an absence of CSR that extended to óa bully 

boy attitudeô, corporate mismanagement and chaos [PR17].  The justification for 

this view was that the boards that were supposed to safeguard companies 

evolved with a limited span of thought that precluded asking awkward questions.   

Interpreting CSR as promoting diversity, the director in the US defence company 

considered that developing a diverse team was a valid contribution to CSR 

[PR22].  Whilst PR22 believed that his freedom to originate CSR initiatives was 

ózeroô, of his own volition, and within his immediate sphere of influence, he had 

instituted a substantial contribution to ódiversity in leadershipô.  The outcome was 

that óit encourages everybody and that was one of the things I could do and not 

much elseô [PR22].   One of the most experienced respondents who was the 

executive in an accountancy company, had witnessed that a lack of diversity and 

independent thinking meant that some companies ótake a bit more risk on boardô 

and extend themselves too far [PR15].   During his career, PR15 had seen what 

one of the management consultants described as a culture as ógroup thinkô 

[PR11].  Giving an example of the opposite of group think, PR11 cited a firm in 

Californiaôs silicon valley recruiting a ó90 year old womanéthey use her ideas and 

she is an inventor but one with a different perspective to all the geeks in those 

placesô [PR11] (Hay, 2015).  The lack of diverse thought was one of the reasons 

that respondents thought major organizations had failed and had to be bailed out.  

One senior managerôs view resonated with Follettôs idea of óconstructive conflictô 

and Schumpeterôs creative destruction (Follett, 1941:32; Schumpeter, 1934).  

Citing the bail outs to companies, especially banks, PR8 said that óletting them failô 

would have produced innovation and a system more sustainable and less risky 

[PR8] (Buiter, 2009; Engelen, et al 2012). The fact that managers identified that 

ódiversity brings creativityô [PR17], bore out Follettôs notion about the enrichment of 

society and organizations by welcoming difference (1918:40).    

5.3.4.  Gender and CSR 

In relation to diversity, a frequently cited opinion was that the lack of females in top 

echelons of business had contributed to some of the worst examples of CU.  One 

respondent commented  
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óéas a successful financial company our joint owners are a male and a 

 female.  But in the financial industry throughout the country, itôs 

 predominantly male and I think if you had a woman as the head of a 

 financial company it would  be looked on with more scrutiny and they 

 wouldnôt be able to get away with mistakesô [PR14].  

In the preceding statement the respondentôs knowledge of her industryôs gender 

bias is that it militates against women being recruited into influential roles.  

Furthermore, once in those roles women are not afforded the same leeway as 

males to make mistakes.  According to the consultant with expertise in diversity in 

employment if organizations were óopen to diversity of thoughtô, it would lead to a 

ócultureô where óthere is no fear in being challengedô [PR11].  Referring to fear of 

challenge and suspicion of diversity Follett wrote that ófear of difference is dread of 

life itselfô (1924:100).  One example of the work that needed to be done to 

challenge existing practices was given by the CEO in the NHS who described a 

case where  

óéone of my colleagues hadéstarted to train as a surgeon.  Sheôd 

changed her directionébecause of thatétestosterone pushed 

atmosphereéit was the competitiveness, trying to be top of the tree andéit 

was the risk taking that was sort of exciting and showed you were the better 

surgeonéit worried her a lot and her sense was she couldnôt make it in that 

environmentô [PU1].   

Overall, however, the view was that social responsibility would ensure that 

eventually incidents of womenôs abilities not being utilised would and were 

diminishing.  This was due to more women gaining senior positions and bringing 

their particular qualities that made them more inclined to fulfil a socially 

responsible management agenda.   Echoing PR11ôs point respondents mentioned 

that women were óbetter listeners, naturallyô [PR13] and that they would ólistenô and 

take account of the views of others, even those who held contrary opinions.  This 

view from PR13 was based on her experiences in a highly competitive financial 

sector.  She had observed that ómen find it difficult to hear anything that might 

suggest they are wrong or have made a bad decisionô [PR13].  The dangers of 

ógroup thinkô had been witnessed by the management consultant, PR11.  He also 

testified to the benefits predicted by Follett that there were ókey examples of how 

diversity of thought has influenced positively, significantly grown in terms of 

profitability across a whole range of organizationsô [PR11].  If diversity of thought 
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contributes to developing MSR, whether gender based or from wider groups, the 

development of the concept would follow Follettôs model of continuing growth and 

inventiveness.   

The view of the owner/manager in manufacturing was shared by others and 

echoed Follettôs concern that business should look to ólong-runô (1924:39).  PR21ôs 

business experience was that ómen are probably more short-term and women 

more long-termô, which meant that women were more likely to seek robust 

answers to problems rather than quick fixes [PR21].  Six respondents used the 

word ónurturingô linked to the idea that women were more predisposed to CSR, 

ethics and long term viability that would militate against the type of excesses 

witnessed that had led to CU [NP7;PR8; PR9; PR12; PR14; PR21].  One of the 

main contributions that women could bring to ensure greater social responsibility 

would be making organizations óopen and transparent, more communication. I 

think the communication side of it more than anythingô was the view from the 

community centre manager, PU4.  This aspect of communication internally and 

between different groups of stakeholders, which is fundamental to Follettôs 

approach to CSR, was endorsed by other respondents.   

Overall the view was that ówomen are more honest and upfrontô [PR17] whilst 

óbusinessmen in general are interested iné profitéWhereas I think that women 

are more understanding of where does that profit start?ô [PR12].  Relating this 

attitude to CSR the MD in manufacturing said that when it came to ethics and 

governance, men ósee corporate social responsibility probably as a weaknessô. 

[PR17].  One respondent who had experience of implementing equality and 

diversity programmes suggested a way to handle objections to CSR was to ensure 

that ómanagersé understand not simply the concept, but they must be able to see 

how what they do clearly benefits societyô [PR11]. 

From the experiences reported by the respondents in relation to diversity some 

lessons may be drawn to implementing MSR.  Several managers were old enough 

to recall when equality and diversity were seen as novelties and, as long as the 

law was obeyed, there was little perceived incentive to be proactive in terms of 

challenging organizational demographics.  However, over time managers had 

become familiar and comfortable pushing the equality agenda and associated 
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concepts had developed.  Notions of work/life balance, dignity at work, anti-

bullying strategies, whilst not underwritten by specific legislation had become 

embedded in good management practice.   Moreover, given that respondents 

thought that women were more inclined towards implementing CSR, as the 

balance of women to men managers became more equal, there is some 

encouragement in predicting MSR becoming a reality.    

5.3.5  Cynical CSR 

The respondents obtained the greater part of their views of CSR from 

newspapers, television, and radio.  From these sources they perceived big 

business as having shareholder interests to the fore, at the expense of everything 

else [PR15;PR20;PR23].  One example cited by respondents was the Royal Bank 

of Scotland (RBS), in particular the discredited ex-CEO, Fred Goodwin (Ashton, 

2013) [NP5: PR15; PR17].  The bankôs sponsorship of Formula 1 racing was 

mentioned as a type of CSR that was predominantly a marketing device with an 

accompanying bonus for óexecutives to watch motor sportô in glamorous locations 

[PR23].  Thus it attracted twice the scorn of the respondent, a management 

trainee, who raised the topic.  Of note is the move away from large-scale 

sponsorship of elite sports as noted in recent publications (Karim, et al, 2015; 

Laidroo and Sokolova, 2015).  This change in direction of sponsorship deals was 

cited by the same respondent who concluded that companies were ógetting the 

messageô that the public were able to discern between good CSR and cynical 

CSR [PR23].  The contradictory behaviour of companies, like RBS, was 

highlighted by several managers [NP5;PR8;PR13;PR14; PR15;PR17;PR22].  The 

fact that RBS is now focussing its sponsorship on local communities is in contrast 

to its reneging on a pledge to refrain from closing branches in towns with limited 

banking facilities [PR23] (Treanor, 2014).  Such practices were seen as confirming 

a contemptuous ómanipulationô of CSR [PR23].   

Noting inconsistencies in public proclamations of CSR and operational activities 

the supermarket manager gave an example that highlighted his scepticism, 

óéthings like throwing away food thatôs out of date for display but safe to 

 eat. They could easily donate it to food banks, schools, clinicsô [PR20].  
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The point about throwing away food and not passing it on to needy recipients was 

particularly emphasised in relation to the initiative by supermarkets to set up 

collections from customers for charitable food-banks [PR20].  Collecting for food 

banks was criticised by PR23 who accused supermarkets of unsustainable and 

unethical sales practices whilst appealing to customers to óbuy products to donateô 

[PR23].  The irony was pointed out that the same shops destroying consumable 

food were making profits by appealing to the ógoodwillô of their ócustomersô [PR23].  

In so doing pollution incurred from the disposal of food óthat had massive carbon 

footprintô [PR20] was cited as immoral.  In addition to the óimmorality when people 

are dying because they are malnourishedô, the contribution to costs from disposal 

increased prices [PR23].  These reactions from respondents demonstrate an 

understanding of social issues and sustainability juxtaposed with their feelings of 

frustration that they were unable to change what appeared to be a disregard for 

CSR.   

To illustrate that a ódifferent propositionô [PR10] was feasible the food-store owner 

and business consultant described his business philosophy.  Having become 

disillusioned with his work as a consultant for MNCs, PR10 bought a food-store 

franchise and set about running his business on ethical and sustainable principles.  

His commitment to society was manifest in his quest to educate the public.  óThere 

is so little education about the food waste. I speak to local schools to improve 

awareness of it by educating pupils about sell-by dates and cost of production and 

disposalô [PR10].  Thus through his business interests and engagement with wider 

society, PR10 used his knowledge, experience and status to educate the public to 

be aware its power to improve society ï in this case, by reducing food waste.   

In these examples concerning food waste respondents expressed awareness of 

commercial aspects being an integral part of CSR alongside environmental and 

human elements.  Both accounts echo early work on CSR by Elkington (1994) 

concerning ópeople, planet, and profitsô [PR20].  However, in the case of the food-

store owner he had proactively engaged with the community to educate them 

about food waste.   In so doing, PR10 gave an example of putting into practice 

Follettôs philosophy to educate the public about business management (Follett, 

1941: 135).  As a seller of food, PR10 may have made more profits by not 

campaigning on food waste.  However, his commitment to social responsibility and 
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belief that his efforts would make a difference, offer an example of how each 

manager may educate the public for the greater long term good.   In the 

aforementioned accounts relating to sustainability, apart from educating the public 

there is a further example identifiable in Follettôs philosophy.  She wrote about the 

disappearance of óbusiness as trading, and managing as manipulatingô expecting 

that business people should see their work as a social rather than an economic 

function (1941:143).   

5.3.6  Public sector 

The necessity to contribute to the greater good was a view common to public, 

private, and non-profit sector respondents.  The increasingly commercial 

standards demanded of the public and non-profit sectors (Taylor-Gooby, 2012) 

were regarded as both a threat and an opportunity to engage with CSR.  As one 

senior local authority manager explained, with regard to choices about CSR, it 

ómeant questioning decisions for the greater goodô [PU3].  She went on to say that 

new challenges were being presented about ówhat can we continue to provide?ô 

[PU3].  The main opportunities were through partnerships with the private sector 

and the chance to link into a wider range of community activities [PU1;PU2].  Of all 

the elements comprising todayôs organization, business, and working life Follett is 

most apt in relation to the public sector and adoption of private sector practices.  

She saw all business skills and resources being shared to serve óextra-social 

servicesô which were provided by the state and had a welfare purpose (Follett, 

1941:132). 

However, the need to deliver returns on investment was considered to be a risk to 

some of the values that underpinned the private, public and non-profit sectors 

[NP6;PR20].  Managers with experience of all sectors were concerned that public 

service values would be relinquished as profit driven policies were adopted [NP6] 

and considered that systems were insufficiently robust to protect society 

[NP6;PR20].  With regard to the robustness of systems, several respondents 

considered the role of government as an inhibitor rather than an enabler of CSR 

[NP6;PR8;PR20;PR23].  In particular óscandalous use of public moneyô in ówork 

schemes and NHS privatisationô set the worst examples because óitôs our moneyô 

[NP6].  Thus frustration was expressed by managers who ówanted to make a 
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change for the betterô [PR16] but felt that if ógovernment isnôt into CSR, they canôt 

ask firms, managers or anyone to commit to itô [PR20].  The view was that if 

government were serious about driving CSR they would óensure CSRô [NP6] in 

those contracts that it controlled [PR20].   

Further examples were given of a lack of CSR in the NHS, such as Mid-

Staffordshire hospital [PU1; PU2; NP5] (Francis, 2013; Spencer-Lane, 2014) 

leading to neglect and deaths due to management focusing on balancing the 

accounts at the expense of patient care.  However, whilst the problems at Mid-

Staffordshire related to a single organization, it was pointed by a manager in a 

finance company that a general lack of CSR in all sectors both externally and 

óinternallyéabout how we treat the staff,ô [PR12] will have consequences.   

According to a CEO in the NHS the consequences can be fatal.  He explained that 

in terms of treating patients, staff feel óthis alienation; actually you stop looking 

after them properlyô [PU1].  Such instances can lead to patientôs ósuicideéviolent 

episodesô [PU1].  Thus, CSR was seen as encompassing internal and external 

issues which, if there are óless things bad things happening, youôve got less 

litigation, and a good thing when youôve got less litigation is that your insurance 

bills fallô [PU1].  Thereby the business case for CSR unfolds.  

5.3.7  Summary of section two 

Encouragingly the majority of respondents expressed an interest in seeing more 

CSR in business and were willing to engage with socially responsible activities 

proactively.  However, the behaviour of certain large organizations, particularly 

MNCs undermined their interest in CSR and cynical manipulation of CSR was 

considered a major block to its wider adoption throughout business management.  

In particular tax avoidance was considered to be unethical, contrary to CSR and 

damaging to SMEs.  The role of SMEs in CSR was generally regarded as more 

honourable and altruistic than the behaviour of MNCs, which in the view of 

respondents could learn some valuable lessons from SMEs and how they 

engaged with communities.   

Other lessons were cited by respondents for corporations that engaged with 

unsustainable and irresponsible practices and allowed greed to overtake common 

sense.  The general view of respondents was that sooner or later, misdemeanours 
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would be discovered and may be punished.  However, there were distinctive 

dissenting voices who believed that CSR would not prevent corporate scandals 

nor would legislation.  This pessimism was because individuals would always be 

seeking ways to circumvent methods to curtail excesses, which was due to greed.   

Conversely, respondents believed that CSR equated to equality and diversity and 

the part that they played as managers in implementing and promoting diversity.  

The acknowledgement of the value of diversity echoed Follettôs philosophy.  This 

was especially so in relation to the contribution that different ideas brought to 

organizations.  Respondents viewed difference in the same positive way as Follett 

and agreed that greater diversity would have prevented some of the problems that 

business had encountered if more diversity of thought had been available to 

decision makers. Although equality and diversity had advanced slowly, all 

respondents acknowledged that operationalising an equality agenda had become 

a mainstream management function.  In this respect they appreciated that CSR 

could also become normalised as part of a managerôs duties [PR23]. 

The changes in the public sector developing partnerships and promoting greater 

community responsibility were regarded as an opportunity and a challenge.  

Several ideas to engage with wider groups of stakeholders resonated with Follettôs 

thoughts on building capacity and developing skills and capabilities.  Further 

examples of Follettôs concepts being practicable were evidenced in the examples 

of educating the public about the standards they ought to expect from business 

management and the part that each respondent could play in promoting human 

welfare.    

5.4  CSR: The business case 

The instrumental or business case (Porter and Kramer, 2006) was the most 

frequently referenced aspect of CSR (chapter 3).  The majority of respondents 

thought that major firms equated doing good to doing well and some gave 

examples of beneficial publicity and enhanced employee satisfaction created by 

CSR [PU1;PU2;NP6;PR9;PR12;PR13; PR14;PR18;PR20;PR22;PR23].  Thus 

óenlightened self-interestô [PR20] was perceived as a key motivator for CSR.  

However, the exact nature of the benefits that accrue from CSR was difficult for 
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managers to assess apart from reputation which was seen as having great 

importance in the eyes of all respondents.  

5.4.1  Marketing and PR 

The central perception of CSR was that it was primarily a ómarketingô device even 

if it was not used as one in their organization [NP6; PR14; PR20; PU2; PU1; 

PR15; PR22; PR23].  In terms of justifying CSR one of the critics of the concept 

Geoffrey Lantos (2001, 2002) considered marketing a legitimate reason for CSR.  

To a limited extent, this view concurs with those of Porter and Kramer (2002; 

2006), who regard CSR useful as a strategic tool linked to core business aims.  

Even so, several respondents could see the value to society from the use of CSR 

in causal marketing.  Examples were given, including ósponsorship of the 2012 

para-Olympicsô [PR20] óand Barcelona FC with UNICEF on their shirtsô which ósays 

a lotô about ópromoting benefits of sportô and good causes [PU1].  The most 

frequently cited examples of ógood CSRô [NP6] were óBody Shopô and óBen and 

Jerryôsô [NP7; PR14; PR15; PR19].  One respondent with experience of MNCs 

suggested óUnileveréone of the best exampleséand their approach to a more 

sustainable future very much comes from the topô [PR10].  Overall, there was a 

view that CSR was a ówhat organizations do for the greater goodô [PR9], which 

was subject to corruption in its application.  Within the process, however, 

individuals and communities would usually attain some level of benefit 

[PU1;PU2;PR19;PR20;PR22] and there were commendable examples where 

companies ógenerally behave decentlyô driven by worthy motivations [PR14].    

The opinion that companies were engaged in CSR for other than altruistic reasons 

was held by all respondents.  Paradoxically, this was the opinion of the three 

managers in a financial company whose personal experience of CSR in their 

workplace had been entirely positive and honourable [PR12;PR13;PR14].   For 

example one, who through her work dealing with people in debt, had a heightened 

sense of the difficulties faced by some marginalised groups in society.  She 

believed that óitôs even more important that we behave with integrity and can stand 

up to scrutinyô [PR13].  In her estimation her companyôs owners ï a married 

couple ï displayed an engagement with CSR that was an exemplar of the 

concept, which was driven by strong family and ethical values.  Nevertheless, this 
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managerôs definition of CSR was that it was largely a PR exercise to promote the 

brand, which she described as,   

óéhow a company is seen by other firms and the public at large.  Itôs mostly 

 about image, about how you put your brand acrossô [PR13].   

This was interesting given that the individualôs personal values were within strong 

moral and ethical parameters, which were compatible with those of her employers.  

It appeared, therefore, that the general view of CSR as a marketing device had 

transcended her personal experiences.  She saw CSR as óa PR thing mostly - 

some firms exploit it, like Starbucks to cover up not paying taxô [PR13].  Here 

Gadamerôs notion - set out in the methodology chapter 4 - of influence according 

to the culture of organizations as well as backgrounds experiences, throws up an 

interesting question.  The perplexing problem is to understand at what point an 

individualôs direct encounter with a philosophy is negated by second-hand 

information perpetuated through other sources, such as the mass media.  To 

varying degrees, in all the interviews there was some evidence of this 

phenomenon.  Thus it brings into question whether managers would ever see 

CSR as a genuine initiative to improve society through sustainable business 

practices.  It also reinforces the need for CSR being depersonalised as a 

corporate or executive preoccupation by making social responsibility a personal 

obligation of each manager.  This extension to MSR would incorporate Follettôs 

philosophy that the larger interest of the advancement of society is made personal 

to each manager (Follett, 1941:367).   

5.4.2  Reputation  

The larger interest of business both internally and externally, was perceived by 

eight respondents as being linked intrinsically to óreputationô.  The entrepreneurôs 

view was  

óReputation in business is the most important thing; itôs not the finance, itôs 

 not the product, the location - itôs reputationô [PR16].  

This view was endorsed emphatically by the executive from an accountancy and 

firm who had seen the consequences of a lost reputation.  In PR15ôs company 

óhaving a positive reputation for being a decent good quality organizationô was part 

of being regarded as trustworthy.  Furthermore, he commented on the importance 
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of reputation insofar as the recruitment and retention of staff ówhere they have a 

choiceô was affected by a companyôs stance on CSR [PR15].  This was also the 

view of PR10, the food-store owner, who had seen óthe people who are just 

entering the workforce nowémore aware and much more concernedô about 

working for socially responsible firms [PR10].  Particularly in those industries 

where there were skill shortages, new recruits were perceived to be linking CSR to 

commercial robustness and viability [PR10; PR15]. In addition to pay, potential 

employees óare looking at things like corporate responsibility and the interaction of 

the business with the outside worldô [PR15]. Thus the focus on reputation 

represents a significant element to the way in which MSR should be approached.   

What comprises reputation, however, can be transient as evidenced by the 

criticisms associated with tax avoidance.  The concept that óreputational capitalô 

(Burton and Goldsby, 2009:149) can accumulate to be spent later appeared to run 

through some of the comments from managers.  News stories relating to 

óscandalsô at óthe Co-opô stores and bank [NP6] (Neville, 2014) were cited as 

examples of an ethical reputation being undermined but where the individuals 

remained loyal for the time being [NP6;NP7;PR11;PR23].  However, as pointed 

out by PR15, taking chances with reputation may depend on ówhat youôre selling 

and how youôre selling itô [PR15].  As an example he recalled óGerald Ratnerô who 

attempted to amuse by making disparaging comment about his products óand 

suddenly his business is destroyedô [PR15] (Whysall,1998).  When probed on 

reputation in terms of CSR, the same respondent described an additional benefit 

by its engagement with local good causes in that it expanded their base of 

contacts.   

óWeôd consider it to be good for the organization because itôs networking - 

being involved.  But itôs also networking thatôs benefitting the wider 

communityô [PR15] 

Whether or not engagement with the community would have been saved Ratnerôs 

from insolvency is questionable [PR15].  However, the power and 

instantaneousness of mass communication, emphasises the importance of 

protecting and reinforcing reputation as óbig name companiesô become more 

óparanoid about their reputationô [PR9].  The power of ósocial media campaigns 

whenécompanies are being irresponsibleô [PR23] reinforces the attraction of CSR 
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as being ómore about defence and pre-empting attack than being a caring 

companyô [PR19].  Thus managers acknowledged that the business case for CSR 

was an acceptable proposition as long as society benefitted by at least as much 

as the companies who were using CSR for ómarketing and PRô [PR9;PR12;PR13].  

However, the majority view, especially that of managers who worked in 

organizations that were exemplars of CSR was that it should be an inherent part of 

business operations, regardless of the rewards for organizations 

[PR12;PR13;PR14;PR16; PR17;PR18].   

5.4.3  Summary of section three 

All respondents identified an element of marketing, PR and defending reputations 

as a driver for CSR.  However, a significant proportion of respondents worked in 

organizations where making a positive contribution to society and social 

responsibility was the motivation rather than enhancing reputation.   

The appreciation of the benefits of the business case for CSR, illustrates that 

managers understand the part that they and their organizations may play in the 

relationship between business and society.  Although not in keeping with Follettôs 

idea of the contribution that business management should make to society, the 

data indicates that there exists a platform of understanding among managers 

about social responsibility, its advantages and disadvantages.       

5.5  CSR as a management issue: Overcoming blocks 

Regardless of their optimism or pessimism about CSR, all respondents recognised 

that significant advances had been made in terms of the responsibility expected 

and shown by business to society.  Predicting a paradigm shift in relation to 

leadership ethics was the European head of HR for a MNC [PR19].  As a manager 

with a US manufacturer his opinion had been influenced by over 30 yearsô senior 

experience.  He expected that ówhere management matures those companies 

matureô [PR19] and adopt a more moral and ethical culture. 

 

5.5.1  Organizational culture 

The question of the culture of  organizations  evolving over time was noted by 

eleven respondents and gave hope that blocks to CSR could be overcome 

[PU2;PU4; PR9;PR10;PR11;PR12;PR16;PR17;PR18;PR19;PR21].  The 



150 
 

management trainee was confident that with ópressure from society and pressure 

from governmenté there needs to be an understanding of just what peopleôs 

duties and responsibilities as members of society areô [PR23]. This was seen in 

the finance company as CSR being óbred into the systemô [PR14] because leaders 

óhad built up the firmô and their ethical values had brought óeveryone along with 

themô [PR13].  Reflecting the methodology certain respondents highlighted how 

the horizons of a company may change according to the maturity of the 

organization and corresponding maturity of its leaders (Gadamer, 1979).  One 

management consultant noted that óyou donôt change companies, you change 

peopleô and that business needed to look ólong termô for ófuture leadersécreating 

a better futureô [PR9].  Such actions necessitated choosing individuals for 

leadership and setting out an óethical framework of valuesô within which they 

should operate [PU1].  Thus any tension arising from a mismatch between 

personal and organizational values would be addressed.  This echoes Follettôs 

comments about an individualôs morals being challenged by economic principles 

weighed against óethical principlesô (1941:183).  Follett addresses this dilemma 

when she describes the advantages of having formalised professional 

management and moral standards which give the public metrics against which to 

gauge management behaviours. 

 

5.5.2  The journey: Social issues in management  

Taking the theme of changing horizons further, the owner-manager of a plastics 

manufacturer compared the need for greater ófeeling of responsibilityô [PR21] with 

advances in social issues in business that she had witnessed during almost 30 

years of her working life.  Whilst ónews portrayedô the impression that óbeing 

ruthlessô in business paid off, she felt that ótreating peopleô, óemployees, 

customersô, and ósuppliersô, in a ófair wayô was fundamental to human nature 

[PR21].  Ultimately, therefore, people would reject the ówrongô and óruthlessô 

methods of big corporations [PR21].  Thus, in the same way that 'gender equalityô 

had been established, individuals would eventually take on CSR because social 

óresponsibility is automaticô and one day it will be something ówe all acceptô [PR21].  

Endorsing this view with the caveat that CSR had ósome way to goô, the care home 

manager explained that she was hopeful because during her career she had seen 

many advance in social issues [PR7].  
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Another respondent who equated CSR to equal opportunities had worked ófor over 

30 yearsô [PR11] in the field of equality and diversity.  His view was that change 

had been brought about through social movements where óthere were key prime 

moversô who said that ówe are not going to accept this behaviourô [PR11].  In this 

respect he had seen slow changes over a period of time but óas society grewô, 

embracing equality and diversity óconceptséspeeded upô.  Within the process 

there were ótipping points, like the murder of Stephen Lawrenceô [PR11] (Cathcart, 

2012). In the same way that the Lawrence enquiry (MacPherson, 1999) identified 

óinstitutional racism in the policeô so too there appeared to be óa lethargyéof 

acceptance in terms of organizational behaviourô and óirresponsibilityô [PR11].   

However, as the óCivil Rights Movement had started in Americaéfrom small rootsô 

there were significant examples of major changes to behaviour that could be 

equated to óaddressing institutionalised corporate irresponsibilityô [PR11].  Access 

to social networks to ócampaignô [NP7] using óTwitterô [PR11; PR19] óis the wayô 

that ócould involveô the next ógenerationô [PR23] that would challenge óindifferenceô 

and build greater social responsibility [PR11].   

 

However, using comparisons with óequal opportunities lawsô [NP7] and similar 

employment óequality legislationô [PR15], other respondents were less hopeful 

about the future of CSR unless ógovernmentsô [NP5] tackle corporate 

irresponsibility, especially by major companies.  Paradoxically, managers had 

mixed views about laws to enforce CSR, as exemplified by the comment, 

 

óOn the face of it I would say yes, legislation would be great but it is not 

 something you can legislate forô [PR17]   

 

Those who felt it would be ineffective were inclined to believe that change would 

have to come by adopting a ódifferent cultureô [PR15].  Such a view was inherent in 

another historical perspective set out by a senior executive in HR when describing 

the evolution in corporate thinking.  He cited the culture where óethics is more 

strongly on the tableô with ócompanies prizing integrity in their value setô [PR19].  

Despite some managers feeling óineffectualô because their contribution was óa drop 

in the oceanô [PR20], the majority felt that change would inevitably move business 



152 
 

and society toward fairer, stronger and standardised responsible behaviour [PU1; 

NP5; PR8; PR11;PR13;PR14;PR20;PR21].   

 

On a personal basis, whilst the need for income security was an issue, the 

consensus was that the managers interviewed ówouldnôt be happyéworking for a 

companyô that purported CSR yet ówas cheatingô [PR16].  Respondents identified 

changes in the public mood as a significant pressure on companies to commit to 

CSR through ópeople becoming more savvy about what is right and wrongô in 

business [PR11].  Many of the social and ethical advances in business  

organizations  had been witnessed by two thirds of the managers who were 

nearer to the end of their working lives than the beginning 

[PU1;PU2;PU3;PU4;NP5;NP6; PR8;PR11;PR15;PR16; PR17;PR19;PR20;PR21; 

PR22].  The majority of these respondents considered that a challenge to 

corporate behaviour would have a beneficial effect and was inevitable [PR11; 

PR16; PR17; PR23].  Respondents recognised that there had been some notable 

advances in social issues in management.  The notion of thinking globally and 

acting locally, which they related to órecyclingéthereôs been more attention paid to 

itô [PR8] and was cited by five respondents as a success of CSR that involved 

wider society and business [PU3;PR8; PR21;PR22;PR23].  In this respect Follettôs 

solution is echoed.  Follett advocates integrating interests and gives an example 

of capital and labour seeing themselves as one group that works towards meeting 

mutual interests and needs (1918:117).   

 

5.5.3  Leadership 

In all five cases, where respondents were leaders with authority and resources to 

adopt CSR [PR15; PR16; PR17; PR21], they were emphatic that it was óvery 

important to usô to take on óresponsibilities and consider the wider implicationsô for 

society [PR15].   However, whilst the philosophy of the leaders appeared to be 

agreed by others down the management line, the idea that managers should 

operationalise CSR was accepted to varying degrees only.  Of note were the 

views of the CEO of a NHS trust who felt that managers saw implementing CSR 

as óperipheralô [PU1].  Placing responsibility with the executive, in PR22ôs 

experience anything that could be interpreted as CSR was óall from the top 

downéit was definitely a matter of leadershipô [PR22].  Nevertheless, there were 
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some distinct examples of the leadersô values being incorporated into the way a 

manager managed, especially in relation to CSR.  Three of the most outstanding 

cases were in the financial services company where the ócultureô was described as 

óa caring, supportive organization but with a high emphasis on what we achieve 

from a business perspectiveô [PR12].  The company in question óbehave decentlyô 

and ósponsor childrenôs football teamsô, local charities, offer placements to 

colleges, and pay for óschool places in South Africaô [PR13].   In the view of the 

managers working in this company, such behaviour ówhilst building and making a 

profitô and ópaying taxesô constituted leadership in terms of CSR [PR14].  This was 

summed up as ó80% of what an organization doeséethical activities, CSR, comes 

from the example that has been set by the leaderô [PR11]. Overall, the consensus 

was that CSR was a responsibility of the executive and leadership was the key to 

it being adopted as a management issue. 

 

Follett described how leadership can be affected by ófollowersô (1941:290) and this 

aspect of giving people óthe ability to influenceô [PU3] and to have their ómoral and 

ethical valuesô acknowledged and respected was considered by one manager 

[PU4].  The majority of respondents were sure that they would not allow their 

personal values to be compromised in the course of their work.  However, they 

were not confident about how they would be treated should they ówhistle-blowô 

[PU2; NP5; NP7] and were uncertain about the resolve of ócolleaguesô to support 

them [PR16; NP5; PU3].  Part of the reason for this view was that they felt that 

others would not be able to resist pressure to subsume personal values for 

employment security. Thus there was a tension and lack of confidence displayed 

by some managers with regard to operationalising CSR and the safeguards 

required [PR22; PR23; NP5], which was an aspect that brought into question 

Follettôs proposal for the use of codes and professional standards for managers.   

 

5.5.4  Codes of conduct 

It is in this area of an individualôs contribution to society that Follettôs concepts are 

particularly relevant insofar as taking responsibility for both oneôs part in a group 

as well as for the group as a whole (Follett, 1918:368).  In terms of CSR this 

translates into taking responsibility for oneôs role as a manager as well as for 

management as a profession abiding by socially responsible principles.  The idea 
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of management as a profession with its own codes of conduct and standards, first 

advocated by Follett in the 1920s (1941:132), is now on the business educatorsô 

agenda (Khurana and Nohria, 2008) and an example of historical ideas being 

relevant to today.   Thus the topic of educating managers and ótraining in ethics, 

CSR, moral codesô [PR8] was endorsed by respondents who considered it an 

acceptable starting point [NP7; PR8; PR17; PR23].  Utilising management 

education by going beyond óworking within the rulesô, leading by showing órespectô 

and a ómoral conscienceô [NP7] would encourage managers to ótake on CSRô as 

their óindividual responsibilityô [PR23].  Furthermore, education would help address 

the tension and ambivalence surrounding the concept and duties of managers 

implementing CSR or MSR.   

 

An example of tension that respondents felt about CSR was noted by a senior 

local authority executive, PU3.  She considered that influences were óon two 

levelsô; óone is from the culture in which you are operatingô and the other is the 

óframeworké within your job roleô [PU3].  In this respect Follettôs ideas about 

codes and standards would be appropriate if, as PU3 suggests, each 

management job has its own moral and ethical framework that may stand apart 

from óorganizational cultureô [PR11].  Those respondents with whom the 

governance codes of UN and WEF were discussed, considered the possibility of 

extending them for all companies to work within [PU1;NP5;PR9;PR20] (UN global 

compact; WEF Forum).  However, the word óutopianô [PR22;PR23] was used to 

assess the effectiveness of such a practice.  In their defence, some critics of the 

UNôs Global Compact support this judgement; yet, this critique is also contested 

(Rasche and Waddock, 2014; Sethi and Schepers, 2014).).  These debates 

between academics about the effectiveness of codes do little to assist managers; 

however, Follettôs notions are particularly helpful when faced with contradictory 

opinions. The law of the situation ï para 1.1.2 - guides decision makers to identify 

the true situation and to seek ways to find solutions that integrate the interests of 

all sides (Follett, 1941:111).      

 

Respondents believed that codes should be in place that ensured óproper scales, 

transparency, limits and standards should be setô [NP5]. Another senior manager 

believed that óthe unfairness in societyécaused by years ofébad 
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managementéThe problem seems to come from an imbalance created by those 

too powerful to be challengedô [PR8].  Furthermore, the CEO in the medical charity 

thought that ópenalties should be imposed when dodgy dealings are discoveredô 

but on the contrary there appeared to be exoneration of misdeeds [NP5].  Citing 

the óLiborô [NP5] and financial ómis-selling scandalsô [PR13] respondents believed 

that ówe let them get away with itô [NP5] (Devlin, et al, 2015).  However, from 

PR10ôs experiences of MNCs he believed that eventually óprofit at all costsô and 

ócutting cornersô will be unsustainable.  His view was that óTescoéand the 

Deepwater Horizon disasteré[showed] greed doesnôt work to the point where BP 

got away with it for a long time but then it has cost them enormouslyô [PR10] 

(Farrell, 2014).  The adoption of a set of standards that managers and the public 

understood and could expect may be the most practical way of giving managers 

the tools to take on MSR as their responsibility.  In the process, it would, as Follett 

envisaged, protect managers from being forced to follow unacceptable practices 

by allowing them to invoke standards to which they and their profession 

subscribed.   

 

5.5.6  Corporate citizenship 

During the course of the research interviews the notion of corporate citizenship 

(CC) emerged (Matten, Crane & Chapple, 2003).  The concept that business 

displays behaviours similar to those of a good citizen sparked an interest during 

discussions and managers warmed to the idea that this was something that could 

be comprehended relatively easily  [NP6;NP7;PR8;PR9;PR15;PR16;PR19; 

PR21;PR22].  One respondent who displayed the greatest scepticism about CSR, 

nevertheless thought that CC had merit because  

 

óIt's easier to understand the importance of CSR if you consider 

 companies to be like people and to have responsibilities like  people. 

 People don't have to be good or even useful members of society, but for 

 the greater good, it's obviously better if they areô [PR22]. 

 

Other managers also felt it was a concept they could ósellô to stakeholders and 

appeal to their desire óto be a good citizenô[PU3;PR21]; in so doing they showed 

órespectô for ópeople and did not just look at them as adding value to their 
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companyô [NP7].  The manager displaying the most pragmatic principles thought 

that ócorporations wouldnôt be in business long if they werenôt good citizens [PR8].  

This comment highlights the quid-pro-quo notion that, if business behaves well it 

will be rewarded by acquiring and retaining customers.  The idea of CC is 

compatible with some of Follettôs philosophies; however, she would advocate 

starting out as a good citizen regardless of the rewards as part of the individualôs 

contribution to the group.  Where Follett would be at odds with the notion of CC is 

around the area of power and the way in which some corporations hold more 

power than states.  To Follett, this would run counter to her notion of power-with, 

which was the optimum level to reach and would result in greater democratic 

interaction and MSR.  (More attention is paid to this topic in empirical chapter 7).  

   

5.6  Integration for CSR  

The ambivalence and hostility that several respondents reported towards business 

illustrates the conflict between business and society.  However, as Peter Drucker 

(1995) suggests, Follettôs greatest contribution to management theory is in the 

realms of conflict resolution and the managers interviewed were in no doubt that in 

general business and society were at odds.  Follett explained that managers 

should apply her method of integration to deal with conflicting and opposing 

interests and desires to achieve an optimum outcome for all stakeholders 

(1941:31).   

5.6.1  Integrating conflicting interests  

The idea of integrating disparate interests and using conflict as a creative 

experience was presented to respondents and discussed during the meetings.  

One respondent saw integration as being ópart of a jigsaw; we canôt work or play in 

our own little bubble.  We are part of a family, an organization, a group, a 

community, a place of worshipô [PU4].  Follettôs concept of integration is based on 

an understanding that human beings are in a reciprocal relationship with each 

other and óthe groupô (1941:193), which forms society.  Integration accepts that 

conflict is a part of dynamic relationships and uses conflict as a positive force to 

drive change and innovation.  The head of HR, in the debt management company 

was accustomed to dealing with conflict.  She followed Follettôs advice to identify 
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the true cause and find out the true cause of conflict by ótalkingélisten to 

someone elseôs point of viewô [PR12].  These skills are those that Follett 

advocated when engaging with communities.  Follett advised avoiding 

compromise because it óis temporary and futileô and never works as it requires 

each side having to give up something (1924:156).  Instead, she called for 

integrating interests by identifying the best outcome for all parties.   

Other views were similar to Follettôs work on creative conflict where óconflictô leads 

to new óways of thinkingéand benefiting from those different approachesô [PR11] 

and recognising the dangers of narrow interests predominating [NP7;PR23].  

These themes were considered by managers to comprise what would drive or 

impede mutually beneficial relationships between business and society and the 

effective implementation of MSR.  To some extent Follettôs idea was identifiable in 

the approach of one manager who described how óthere are people who actually 

compromise and there are people who collaborate in growthô, which leads to óthe 

benefit of a conflict situationô [PR11].  Another respondent echoed Follett by 

referring to óthe common purposeô; ówherever you are where thereôs a gathering 

thereôll be many purposes, but you know thereôll be one core purpose and itôs a 

human need as wellô [PU4].  Even so the notion of ócompromiseô [NP6; PR12] as 

the optimum result was held by respondents and runs counter to Follettôs idea of 

integration.  Whether the idea of integration is pushing the boundaries of 

management capabilities too far may be an issue for MSR.  The fact is that most 

managers described how they dealt with conflict and some referred to ówin-winô, 

which is based on Follettôs concept of integration [PR12;PR14;PR16].   

5.6.2  Integrating CSR from the community upwards 

Many respondents applied the idea of CSR being built from community level up 

leading to long-term answers by appealing to the ósocially responsible individual' 

[PU3].  The extensive community engagement of PR10, PR16 and PR17 

described earlier in this chapter illustrates integrating community interests with 

business and using management skills to integrate with each other.  The 

supermarket manager identified the role of customers in the success of óthe Red 

Tractor symbol of local sourcing is an example, as is Fair Tradeô [PR20] 

(Hainmueller, et al, 2014; Reinstein and Song, 2012).  Follett would probably view 
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these assurance schemes as being part of her call for greater interactive 

democracy that integrated interests and utilised management to educate the 

public about standards.  This idea was echoed by one respondent who considered 

that for CSR to be effective ódemocratising big businessô [PR20] was a priority.  

This would extend CSR as a management issue to make it an óinherent part of 

what business should be aboutô, ódriven by customersô [PR20] and for ómanagers 

and workers to make it realô [PU3].  Thus widening óownership of CSRô [PR10] 

would help to prevent CU by using óTV campaigns showingô companies that adopt 

and champion CSR óto make business more ethicalô [PR20].  Such a notion 

echoes Juranôs the óuseful manyô (1995: 57) that have campaigns (such as safety) 

directed at them and contribute to a culture of improvement individually having 

been motivated collectively. This incorporates Follettôs view of integrating business 

so that it becomes a social institution wherein management is a function that 

drives the ówhy and whatô organizations do rather than how they do it (Drucker, 

1995:6).  Such an approach is consistent with the view of one of the studyôs most 

ardent advocates of CSR whose employees were aware that óeveryone takes 

responsibilityô for the community albeit to varying degrees [PR17].  Thus each 

manager becomes responsible for the ethical and moral principles of an 

organization as their contribution to the greater good.  Herein is Follettôs idea of 

ópower-withô rather than ópower-overô, which is examined further in chapter 7.     

Approaches suggesting that everyone has a community responsibility, or duty, 

invoke notions of the beginnings of CSR and philanthropic work of the past 

(Idowu, 2009).  Three respondents cited óQuaker principlesô [NP6; NP7] when 

óthey all looked after each otherô [PR21].  Moreover, those who felt that their 

organizations were less committed and thought óCSR is marketingô [PR20], still 

considered that, within limits, their employers were óplaying their partô [PU1] with 

some ówin-winô, which included ócommunity outreachô [PR22] and benefiting ólocal 

firmsô [PR20].  This gives some hope to the idea that Follettôs concept of 

integration could be used to operationalise MSR and make it part of what 

managers do in the normal course of their work.  However, some respondents 

expressed tension between wanting to be socially responsible being restricted by 

their organizationôs senior management, which was summed up as, 
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óéa lot of people say ówhy should I be doing this when my boss isnôt doing 

 it?ô even when they know it would be right or better or whatever [PR9].  

However, all respondents expressed a personal compliance with the tenets of the 

common good and five cited órecyclingô as a contribution they made which 

constituted a change in their behaviour [PU3;PR8; PR21;PR22;PR23].  The MD in 

manufacturing offered this suggestion,  

óLife works very well if itôs in a balanceémaybe not in our lifetime but if

 you are just drawing out and out, at some point you are going to have 

 nothing leftô [PR17].  

The quote referring to óbalanceô is intriguing and echoed by six other respondents 

[PU3;PU4;NP7;PR9;PR12;PR13].  The suggestion being that, in order to achieve 

balance, one side has to give something to achieve equilibrium.  Whilst appearing 

to be contrary to Follettôs thinking on trade-offs, on deeper examination the idea of 

balance is compatible with integration.  This is because the point at which the 

interests of all parties are integrated something is achieved that is not a 

compromise but a novel and optimum outcome.  In so doing all sides benefit and 

produce something that is superior to anything that either side had previously.    

An example of benefitting all sides was given by the senior manager in the local 

authority where ówe make sure thereôs a social value criteria measured and 

weighted in every contractô [PU2].  In this initiative, the spirit of Follett prevails.  It 

can be seen in the aims of other social value programmes too (Social Value Act, 

2015), which are to encourage people to do more to help themselves and their 

community, including improving standards of health.  Thus the implementation of 

certain aspects of CSR was driven by legislation.  Therefore, the previously noted 

views of managers may be illusory when they predicted that legislation for CSR 

may be inoperable.  The benefit from an integrated solution to procurement of 

goods and service involved ósaving money and getting good qualityô.  Even if óit 

might cost a bit moreéitôs making extra jobs, or training opportunities, or itôs 

keeping that pound regenerated in the boroughô [PU2].  In any case, the majority 

of respondents felt that large companies and organizations were in a strong 

position to ógive something backô [PR11] and play a full part in society.  
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5.6.3  Summary of section four 

Counteracting scepticism and cynicism about CSR may be possible given the 

views from some of the respondents who had experience of the way that socially 

responsible behaviours can be built into organizational cultures.  Several senior 

respondents with executive authority had witnessed changes in cultures becoming 

more aware and responsive to societal expectations.  Inherent in advancing the 

relationship between business and society was having leadership to promote and 

support those managers who wanted to champion social responsibility.  Follettôs 

idea that management should see itself as a single profession with codes of 

conduct and standards that would assist managers to operationalise CSR was not 

considered practicable or necessarily desirable by respondents.  Of more interest 

to respondents was the concept of corporate citizenship (CC).  Respondents 

considered that CC was a notion with greater clarity than CSR and it was on which 

they felt everyone would be able to comprehend.   

If social responsibility is to become MSR and the obligation of all managers, using 

CC as a notion to explain the idea of interconnections and communal 

responsibility may be a starting point for developing a definition.  Any definition of 

MSR would also incorporate Follettôs approach to citizenship and identify common 

interests, making them personal and integrating them for the fulfilment of the 

group offer a way to act individually and collectively.   

Respondents recognised the notion of integration in recycling and linked it to CSR 

that involved wider society and business.  In this respect Follettôs solution is 

echoed.  Follett advocates integrating interests and gives an example of capital 

and labour seeing themselves as one group that works towards meeting mutual 

interests and needs (1918:117).  Giving evidence that they were able to use 

integration to deal with conflict augurs well for managers taking on MSR as their 

obligation.  Furthermore, some respondents integrated community interests with 

their own and used their management skills to facilitate integrating with a wider 

range of stakeholders, which contributes to the type of social responsibility that 

Follett developed in her community centres.   

 

 



161 
 

5.7  Conclusion of chapter five 

The difficulty in translating Follett into social responsibility for modern 

management is that her optimism and belief that the evolution of management as 

a profession would result in integrating interests for the greater good (Follett, 

1941:262).  The views of respondents were that the more they knew about the 

evolution and influence of big business the less inclined they were to see it as a 

force for good.  Thus they felt that were given an opt-out to engage with CSR.  

This was because those organizations that should be exemplars of CSR exploited 

the concept cynically and turned it into something that conflicted with the 

respondentsô personal morality.  However, taking Follettôs lead and seeing conflict 

as an opportunity to create something new, the conflict between business and 

society may provide the impetus for MSR.  As Follett saw difference as an 

essential in order to progress the human condition, developing MSR using her 

method of integration as a starting point is worthy of consideration.  So too is 

Follettôs idea to create a framework of standards to which managers can refer 

when faced with conflicting interests and pressures.  In terms of turning the 

differences in society into constructive conflict, all sides need to understand what 

has driven them to the prevailing state of animosity (Kemper and Martin, 2010; 

Porter and Kramer, 2011).  A starting point would be for organizations to grasp the 

bitterness expressed by the managers as would managersô understanding their 

role in developing and driving MSR as they have with other social issues in 

management. 

Where Follettôs approach was distinctive was in relation to SMEs.  This may be 

because during her time serving on wage boards and as an adviser many of the 

businesses with which she had contact would be smaller firms.  However, Follett 

also worked with major employers and her experiences with Rowntreeôs in 

England helped her to formulate some of her concepts about social responsibility 

(chapter 2).  Furthermore the public and private organizations with which Follett 

was associated, as in the case of Rowntreeôs, have a connection with local people 

that was translated into actively engaging with socially responsible business 

initiatives (Sheldon, 1924; Urwick, 1956).  In the case of small businesses the 

study deduced that, even though they may not realise it, they are in the vanguard 

of MSR.  Follett was an advocate of business and public sector organizations 
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engaging with the community in a reciprocal nurturing relationship with no 

objective in mind other than it being the decent and human thing to do.  In this 

respect the majority of respondents were in accord with Follettôs desire to reinvent 

the relationship between business and society [PR20;PR23] (Drucker, 1995:7).   

Moreover, respondents wanted corporations and other organizations to behave as 

good citizens but in a more virtuous way than described in scholarly works as 

ócorporate citizenshipô [PR22;PR23] (Matten, Crane & Chapple, 2003).  Although 

taking advantage of lax regulation may be legal and fall within Archie Carrollôs 

definition of complying with legislation, all respondents who commented, felt it was 

unacceptable (Carroll, 1979:500).   Whilst the managersô condemnation of tax 

avoidance and other anti-social activities was specified, the majority expressed a 

desire to make the world better and nobler.   Indeed, the interviews came out 

strongly with the view that if it were up to them, each manager would ensure CSR 

was adopted in its most true and uncorrupted form and some cited the values of 

Quakers and óCadbury, Rowntreeéold worthy typesô [NP6] as a standard to which 

to aspire.   

Several respondents went further than calling for business to be more 

accountable.  The majority view was that governments too in their dealings with 

business, organizations and citizens, ought to be paying heed to the ózeitgeistô 

[PR20] for independence and less central control. In some ways history is 

repeating itself and echoing Follettôs call for democracy meaning more than taking 

part (Follett, 1941:189).  The role of business management in extending Follettôs 

ideal would require it to create a climate in which interaction is facilitated and 

where business and society unify to work towards sustainable prosperity.  As 

pointed out by most of the respondents, access to social media and networks will 

put pressure on those in power and lead to the type of change that Follett urged.  

This was assumed to be more so with the ómillennium generationô [PR23] whose 

expectations would pay greater attention to the social responsibility of 

organizations [PR15;PR19].  The implications for managers and business are that 

the old models of shareholder power, executive pay deals, profitability, and short-

term views may not be sustainable [PR9;PR15;PR20;PR22;PR23].  
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Essentially, the research found that the concept of what CSR meant to managers 

covered a vast range of defining attributes; to some extent these may be 

interpreted as both its strength and weakness.  This characteristic has been noted 

in literature and like many concepts - examples being equality and diversity, 

worker participation, flexible working - have been used by employers to their 

advantage.  However, as has been admitted by respondents in the process wider 

benefits have accrued and there has been social progress that has clearly 

benefited a greater proportion of society [PR11;PR21;PR23].  The method used to 

ensure that equality was included in management objectives is a possible way to 

move social responsibility into the domain of responsibility for all and not just the 

senior team [PR8].  The managerôs role in advances in social issues has been well 

documented and it is frequently the case that managers have championed the 

cause of equality, dignity at work and similar socially responsible movements 

[PU1; PR11] (Kandola, 2004; Priest, et al, 2015).  Thus if social responsibility did 

become a management issue with aims and objectives MSR, based on Follettôs 

concepts, may become a reality.  If Follett were here today, she would advise 

learning lessons from social progress to which management has contributed and 

propose that relationships are built with society and individuals and groups are 

empowered to develop joint social responsibility.  These topics are covered in the 

following two chapters.   
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CHAPTER SIX 

Examining managementôs relationship between business and society using 

Follettôs concepts of integration and the law of the situation  

6.1 Introduction 

This chapter examines opinions about implementing MSR through the 

relationships that management creates between business and society as 

advocated by Mary Parker Follett (1941:93).  Charging managers with 

responsibility for business and societal relationships takes the concept of CSR to a 

deeper level requiring more proactive efforts from managers to develop and 

deliver MSR, a notion informed by the concepts Follett.  The research questions 

(para 1.1.6) form the basis of discussions to answer the central question about the 

feasibility that an individual obligation could be placed on managers to 

operationalise MSR.   

6.1.2  Chapter Overview 

This chapter begins by looking at the data on how respondents did or did not 

operationalise CSR, their experiences of building relationships with society, and 

the implications for MSR.  It discusses motivational drivers, personal values, the 

ethos of the organization, or a combination of determinants and how these fit in 

with Follettôs view for building a relationship with society.  This is followed by 

examining what factors would support managers operationalising MSR.  These 

include the assistance that professional organizations, might contribute in 

developing managers and the use of separate organizations such as charities to 

act as a conduit to engage with MSR.  In addition, an assessment is made of the 

practicalities and skills needed to educate the public about what business 

management can potentially contribute to society.  Follettôs concepts of integration 

and coordination are used to analyse respondentsô experiences of CSR and 

evaluate the feasibility of adopting the same concepts to develop and implement 

MSR.   

The format of this chapter comprises two main sections each ending with a 

summary followed by an overall conclusion.  The first section begins by assessing 

broad views on managementôs role in society and its capability to advance society 
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by building relationships with stakeholders.  Included in this section are aspects of 

motivation and values that influence the inclinations and capabilities to implement 

MSR.   The focus narrows onto the mechanics of methods used in policy and 

practices and the capabilities inherent or acquired that may be used for MSR and 

the part that could be played by professional organizations.  In the second section 

the executive function and its role in CSR is assessed and the implications for 

MSR are interpreted.  Finally, a conclusion is presented which leads into the next 

chapter with its focus on Follettôs concept of power-with.  The main points covered 

are as follows: 

¶ Interest, capability and incentives for business management to contribute to 

the advancement of society 

¶ CSR and social issues in management policies 

¶ Reactive and proactive approaches to social responsibility 

¶ Motivation and values to engage with and implement CSR 

¶ Professional organizations, collaborations and relationships with 

stakeholders  

¶ Training, skills and capabilities for CSR and MSR 

¶ Educating the public and assurance schemes 

6.2  Business management central to the advancement of society 

This section examines how managers have demonstrated social responsibility and 

if their methods are compatible with Follettôs view on how and why managers 

should build a relationship with society.  

6.2.1  Policies, procedures and objectives  

The notion that management was central to the advancement of society was one 

of Follettôs concepts outlined to the respondents as a point for discussion (Follett, 

1941:146).  The topic arose from the research question which was what CSR 

meant to them as managers, how they implemented it and the ways in which they 

had built relationships with wider society.  The responses to this idea covered a 

range of examples as to how each manager saw their role in the advancement of 

society and the skills that managers and leaders possessed to implement socially 

responsible behaviour.   The majority of managers were of the view that, 
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regardless of the part they played in CSR, their main priority was ótheir jobô 

[PR8;PR12; PR22].  Of those respondents in the most senior positions with 

authority to implement CSR the head of a company with a turnover of £47m 

(2013) said that his priority was óreputationéthe wider community is important to 

us from that point of viewénot much more than thatô [PR15].  A director in a 

defence contracting company was certain that other managers agreed with him 

and ómostly care about their jobô [PR22]; CSR was something for ótwo or three 

employees whose full time job wasô community engagement and was not a 

management issue [PR22].  According to the CEO in the NHS it could be deemed 

unreasonable and stressful to extend a managerôs duties to building community 

relations as part of CSR or MSR responsibilities. This was because ómanagers are 

extraordinarily anxious, they can feel, theyôve got very difficult jobs to do and 

theyôre always worriedô [PU1].  One respondent suggested that community 

engagement could be included in óa managerôs job description and be part of the 

companyôs objectives so that they are all linkedô [PR8].  This linking of 

organizational and personal objectives formalised into an organization-wide 

commitment would demonstrate to employees a standard that could be expected 

by all stakeholders and would be similar to methods used to operationalise 

equality and diversity (Kandola, 2004; Priest, et al, 2015).  

In the NHS where standards and ethical behaviour are heavily formalised the CEO 

explained that some policies sometimes produced an atmosphere of fearfulness 

rather than cooperation.  He had witnessed anxiety among managers who were 

óalways being told theyôre accountable and theyôre worried about failing to performô 

[PU1].  It would be understandable, therefore, if managers felt unable or were 

unwilling to take on responsibility for CSR given the abstract nature of the concept 

and concern they might ónot get it rightô [PR8].  The executive in the accountancy 

firm explained that company and professional regulations ensured that managers 

were ódoing the right thing and sticking with what our policies areô [PR15].  

However PR15ôs interpretation of a CSR policy was a ócode of ethicsô with which 

employees óhave to complyô because óultimately the concern is retaining that 

professional qualificationô [PR15].  This reliance on policies meant that there was a 

tendency to have reactive CSR engagement usually as a result of a member of 

the company having an interest in a particular cause.  Therefore, in the case of 
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PR15, the main CSR activities tended to be concerned with the óinfrastructure of a 

cityô and ólocal charitiesô that employees nominated and to ósupport them in terms 

of their time and financiallyô [PR15].  This was often a óone-offô with some 

opportunities for ónetworkingébenefitting the communityô and the companyôs 

reputation but with limited results for building enduring relationships [PR15].  

Although relationships were not developed by using Follettôs methods to pool 

expert knowledge, PR15 told of involvement advising community initiatives and 

óother services that we can contribute expertise toô [PR15].  Looking at the 

feasibility of Follettôs idea for business management to build relationships and to 

use its skills to develop society, the examples given by PR15 offer some 

encouragement. Overall, however, PR15 was motivated by having the firmôs 

integrity and reputation as his priority.  This priority was underpinned by 

professional codes of conduct which informed the firmôs CSR policy.   

In contrast, the food-store owner [PR10] said that having a CSR policy was 

detrimental to its implementation [PR10].  In his view a policy meant that CSR was 

óhived off to a separate departmenté so itôs not in the whole organizationô with the 

result that individuals were not motivated to create a relationship with society and 

be part of socially responsible and sustainability activities [PR10].   For PR10 the 

way in which he motivated his 100 employees to making óa contribution to societyô 

was not to óhave a policy; we just are CSRô [PR10].  As such, CSR in PR10ôs 

company was highly proactive, taking on a leading role in sustainability forums to 

campaign for a ódifferent [business] proposition where you care about the 

communityô and óthen you can competeéwith the likes of Tescoô [PR10].  Of all 

the respondents PR10 was the most proactive; he visited schools and gave talks 

on food waste and sustainability.  The óroof gardenô he installed on his shop was 

for óthe communityô to enjoy and to grow vegetables.  He used his marketing 

expertise to coordinate businesses to share their skills and experiences about 

sustainable and ethical business practices.  A similar approach was explained by 

the entrepreneur who deployed his business skills and contacts to form 

relationships to ócreate synergyô and óadditionalityô for the wider community [PR16].  

He explained how he óset up a project that would advise community based 

aspiring entrepreneurs to set up businessesô.  He went on to describe how he 

enabled people óto present the idea, the business concept, then askéa group of 
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peopleéand one of those, or many of those would offer to helpô [PR16].  This 

example applies Follettôs philosophy of making the most of resources and 

expertise available.  It, therefore, supports the proposal that capabilities exist in 

management to advance her ideas and build fruitful relations between business 

and society (Follett, 1941:71). 

6.2.2  Reactive and proactive approaches to CSR 

Apart from PR10 and PR16, all other respondents who had autonomy to initiate 

community relationships for CSR [PR9; PR11] described their engagement with 

the concept as óreactiveô [PR17] (Matten and Crane, 2005).  This was surprising 

given the nature of two of the companies in the study that appeared to seek out 

supporting communities in the way that Follett would urge.  In both cases the firms 

ï a financial services company and a manufacturer - had been involved with 

charities as a response to approaches.  The sponsorship of óschool places in 

South Africa because [the CEOôs] lecturer from university got him involved and 

now him and [others from the firm] go out there and help with their financial 

planning and thingsô [PR12].   In this example, the continuance of the sponsorship 

had emulated Follettôs concepts by sharing financial expertise to help develop the 

school and its projects.  The commitment to CSR in the company evolved from a 

number of sources.  These, like PR15ôs example had been sparked by personal 

experiences of members of staff ï usually connected with fundraising for health 

charities.  Similar to PR15, the MD in the manufacturing company, PR17, believed 

that accommodating fundraising approaches from employees helped staff morale 

by producing a ófeel good factorô [PR18].  It was as a result of business and 

community relationships that PR17 had become involved in a local young personôs 

charity and later a national charity with similar aims [PR17; PR18].   

All the managers interviewed who were employed in the two firms described in the 

previous paragraph were fully supportive of their companyôs commitment to CSR 

[PR12; PR13; PR14; PR18].  However the HR director in PR17ôs company 

expressed reservation that occasionally some employees queried ówhy do we do 

certain things?ô [PR18].  In this respect PR18 echoed Follettôs call to constantly 

reiterate and reinforce socially responsible management.  The food-store owner, 

PR10, who had received awards for sustainability gave the most exceptional 
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account of his journey to embracing social responsibility and applying philosophies 

similar to those of Follett [PR10].  After working for many years in the ócorporate 

world as a consultantô, he became disillusioned with the culture associated with 

óshareholder valueô and decided that the ógreed model doesnôt workô [PR10].  

Buying into a supermarket franchise, PR10 presented his óvision for ñheartfulò 

businesséputting people and planet first and trusting that profit will followô [PR10].  

This led to setting up an organization to build relationships and to promote this 

view among other businesses.  In these examples, the triggers to develop 

relationships and implement CSR varied. However, they all displayed a capability 

to integrate their interests with a wide group of stakeholders and realise Follettôs 

ambition for business to function as a social enterprise as well as an economic 

one.   

6.2.3  Motivation and extending CSR to MSR 

Whilst the majority of respondents welcomed ómore CSRô [PR20] and a 

demonstrable commitment to it, two were unenthusiastic [PR8; PR22].  

Furthermore from what they had witnessed in their long careers they considered 

that other managers felt the same in that they did not óreally care one way or the 

otherô [PR22].  Nevertheless, both saw the need to drive up ethical business 

standards, which could prevent corporate scandals and bail-outs from the public 

(Kemper and Martin, 2010).  However, both PR8 and PR22 thought that the main 

problem was ógreedô and whilst there was a ócase that ethics is good for businessô 

[PR8], neither respondent was convinced that CSR was the answer.  This was 

because companies would simply become ócleverer at stepping round itô, which 

was the view of the senior executive with several yearsô experience in MNCs 

[PR19].  Even so, PR8 and PR22 said that theoretically CSR would be to their 

individual advantage by protecting their ópension, income, healthcare,ô [PR8] and 

jobs, if higher ethical standards were the norm.  Here is an illustration of the way in 

which even the most sceptical respondents identified a personal motivation for 

them to engage with CSR and is an aspect of implementing CSR that has had little 

scholarly discussion devoted to it.   
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6.2.3.1 Motivation theories  

Theories of motivation concerning job enrichment (Herzberg, 1964) and 

achievement needs (McClelland, 1961, 1987) do not address the deeper 

motivation envisaged by Follett of changing society through oneôs work regardless 

of the field.  In addition, incentives for managers to engage with CSR appear only 

in peripheral references in scholarly literature as a motivator for CSR (Hemingway 

and Maclagan, 2004).  Out of the 23 managers interviewed three displayed the 

most distinct, achievement motivational characteristics in relation to CSR and 

appeared to gather others around them who were achievement oriented types 

[PR10; PR16; PR17]   (McCLelland,1961:36).  In the case of PR17, he had 

autonomy over his firmôs CSR strategy which placed him in the dual role of chief 

decision maker guiding his investors and as the manager charged with the 

implementation of CSR.  His view was that he did not óunderstand why these large 

companies donôt put anything back in because it is just so ethically wrongô; 

everyone should óstrengthen society and try and increase the worth of itô [PR17].  

This idea echoes Follett as well as early scholars of CSR (Barnard, 1938; Bowen, 

1958).  Even so, the respondent in question, an MD in a successful manufacturing 

company, believed that his views were highly radical and unlikely to be realised 

without a major change in attitudes in management.   

Giving encouragement that a change in attitude was possible, the work done by 

PR10 in his food-store and PR16, the entrepreneur, offers hope.  Both PR10 and 

PR16ôs initiatives would bolster Follettôs belief that business management could 

develop a relationship with society that would prove beneficial to the prosperity of 

all for the long term.  In the case of PR10 his shop stocks óproper frozen meals 

that arenôt full of loads of artificial stuff and wonôt make people obese.  These are 

less profitable but sustainably and ethically these are the products I want to sellô 

[PR10].  Using his political and entrepreneurial skills, PR16 had created a network 

that ócomes together and builds houses ï community CSR, if you likeékey 

movers and shakers amongst the community, the business world, the public 

sectorô [PR16].  In each of these cases, Follettôs concepts of integration, 

coordination, power-with, the law of the situation and the invisible leader were 
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identifiable.  Illustrated also is the feasibility of MSR and the practical application of 

Follettôs ideas.    

Respondents who were owner/managers [PR9; PR11; PR16; PR21] and senior 

executives with decision making authority on CSR [PR15; PR17] were motivated 

by óachieving; just saying you have seen something throughô and ósucceedingô 

[PR21].  Moreover, they all expressed the view similar to the owner/manager of a 

manufacturer that they were ónot that money mindedô [PR21].  Looking at 

achievement in relation to CSR, the entrepreneur claimed that he was not 

motivated by a concern for ówealth, businessé but about other peopleô and ówhat 

am I going to leave to this worldô [PR16].  Three respondents shared the idea of 

the importance of their ólegacyô [PR16; PR19; PR20] and their desire that their 

lives made a positive difference to the future and ónext generationô [PR10; PR19].  

This idea of legacy, albeit to differing levels, was held by the majority of 

respondents who were more inclined to promote CSR than to oppose it.  From her 

experience as a management consultant, PR9 had witnessed how engaging with 

CSR had enriched job satisfaction and was óhugely motivationaléto the people 

involvedô [PR9] (Herzberg, 1964).  She expanded this to explain that the benefit to 

companies, individuals and society was óthrough their creativity in providing 

opportunitiesô [PR9].  Two management consultants, PR9 and PR11, who were 

familiar with theories of motivation, compared the implementation of equality and 

diversity policies to CSR.  PR11 recalled the difficulty  

óégetting other people and organizations to embrace [equality and 

diversity] because they couldnôt immediately see the value of it. The 

motivations varied ï it was a case of finding out their particular interest and 

appealing to them as well as getting them to understand the value of it.  But 

underneath it all the message was the same ï yeah, it was right and proper 

[PR11]. 

The sentiment that equality was óright and properô, was held to be immutable by all 

respondents.  Furthermore, all respondents gave accounts of understanding the 

relevance and importance of equality and diversity in their role as managers and 

as members of society and several equated equality policies to CSR.  One 

respondent suggested that the message to be óacquisitive and consumingô was 

ótriggeredô by ósubliminal marketingô and wondered if the same methods could be 
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used by government to motivate managers óto be more socially responsibleô and 

ócommunity mindedô [PU2].  Giving evidence that motivation for CSR came from 

the leadership, the manager in the financial company told how she was motivated 

by the ógood exampleô of her óbossesô [PR13].  PR13ôs óMD and CEOô, had a 

personal commitment to ódoing good things for societyô [PR13], which was similar 

to the food-store owner óbeing a force for good in societyô [PR10].  In the process 

PR10 and PR13ôs employers, ensured that his workers were doing the same and 

building mutually beneficial relationships with the community. 

Sentiments of community enhancement resonate with Follettôs view that in order 

for management to advance society, the wider interest must be made personal 

(1941:270).  This philosophy is the basis of expectancy theory (Vroom, 1964), 

which was later employed to examine motivations or óWhatôs in it for me?ô 

incentives for stakeholders to engage with projects (Purvis, et al, 2015).  

Conversely, PR8 and PR22 were respondents who could see ólittle in CSRô for 

them, operationally or philosophically [PR22].  Although PR8 had objectives linked 

to his firmôs environmental policy óas it saves us moneyô he had could not envisage 

CSR as having any appeal for him.  He said óI pay taxeséIôm a good citizen and 

neighbouréif I wanted to work for social services, I would have doneô [PR8].  In 

the same vein, PR22 considered that his role was to ensure that technical and 

procedural issues were efficient óto make the company growô [PR22].  His 

motivation came from products that created value for his company and he 

considered that CSR was for óthe type who like to volunteerô and so the órole of the 

manageréis to sort of steer thisô [PR22].  Along with promoting ódiversity in 

leadershipô, PR22 saw such activities as the limit of his involvement in CSR 

(chapter, 5).  Furthermore, he said that he and others, did not ómind helping 

people but they are not going to go out of their way to do itô [PR22].  At the other 

end of the spectrum of motivation for CSR was PR17.  He had followed a similar 

career path to PR 22, both beginning as engineers, and moving into management 

on promotion. The examples of PR10, PR16 and PR17 are of strong leadership, 

which leads managers to take on CSR as their responsibility (this topic is explored 

further in chapter 7).  However, it was not an easy route; some doubt was 

expressed by the head of HR [PR18] in PR17ôs company.  Whilst PR18 

subscribed to the firmôs ethos and was highly proactive in community engagement, 
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she explained that the CSR philosophy had to be continually emphasised.  She 

went on to acknowledge that some managers did not see it as part of their duty to 

be óhelping anyone else and it isnôt their cup of teaô [PR18]; this was in spite of a 

commitment to CSR being part of the órecruitment criteriaô [PR18].   

Although PR10, PR16 and PR17 were actively seeking ways to be more socially 

responsible and aware, the majority of respondents also held views more aligned 

to promoting CSR than opposing it and considered that ówe need something so 

that peopleéthink about the consequences of their actionsô [NP5].  Using PR10, 

PR16 and PR17 as examples, the key to any transformation in attitudes will 

involve creating the motivation for managers to take on CSR for wider social 

reasons in keeping with Follettôs vision.  An indication of the level motivation for 

CSR was PR17ôs acceptance that it óbecomes running the company alongside 

running the companyô and as such was a major commitment of time and 

resources.  However, although PR10, PR16 and PR17 perceived economic 

advantages they were not motivated by the business case for CSR but by óethical 

valuesô [PR17], óspiritual valuesô [PR10] and an óinstinctéto make a difference in 

this worldô [PR16].  These comments emphasise one aspect that emerged in the 

interviews and corresponds with scholarly works is the role of values.   

6.2.4  Managersô values and operationalising CSR  

Respondentsô reported that the main driver for CSR was leadership (chapters 5 

and 7).  However, following Follettôs advice for engaging in relationships to 

advance society was viewed as being more dependent on personal values and 

the óstrength of the individualô [PR9].  When defining values, Follett explained that 

they were óeventual thingsô brought about by experience (1924:151).  Such an 

opinion is in line with leading scholars who attribute the formulation of values to 

the influence of events and experience, which inform beliefs and standards used 

when making choices (Schwartz and Bilsky, 1990).   In terms of management 

values and CSR, Hemingway and MacLagan (2004) express opinions similar to 

those of one respondent who saw the importance of the creation of óchampions of 

CSRô [PR11].  One respondent who considered her employer to champions of 

CSR comprehended her personal values in relation to her companyôs and her 

wider social values.   
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óéwe are here to make the company successful but we need to ensure that 

the people we deal with in debt management arenôt putting themselves in a 

bigger mess.  We genuinely want to help those in debt, to help the firms 

they owe money to and to grow the business.  So itôs a balance really and 

making sure that everyone is treated fairly.  So our values, each of us 

managers, we share them and we share them with [CEO and MD] and 

thatôs how we live our livesô [PR13].   

This view on personal values resonates with Follettôs advice to identify ólesserô and 

ógreaterô values and to understand their impact on the ótotal pictureô of wider values 

of society (Follett, 1970:9).  Understanding the total picture was an important 

factor in developing individuals ówith right moral valuesô and give them ósome 

greater understanding of what CSR is aboutô [PR11].  The respondentôs view was 

based on many years of experience as a prime mover managing the 

implementation of equality and diversity in major organizations.  He concurred with 

Follett and attributed the advance in social issues in management to creating 

supportive relationships.  He conceded that ólegislationô had been a key factor but 

an additional factor was the impact of certain businesses going beyond adhering 

to minimum standards of social responsibility by building community relationships 

[PR11].   

Drawing comparisons with bullying PR11 noted that there was óno legal framework 

for bullying but there is almost a self-policingô [PR11].  This óself-policingô had 

grown from the values and experiences of champions and how óthe impact of the 

bullying affects an organization.ô  In the view of PR11 ósooner or later the lack of 

CSR between an organization and wider society will have quite a direct impact on 

organizationsô [PR11].  The way that Follett viewed this development of social 

values was similar to PR11 insofar as she wrote that legislation was óan integral 

part of the social orderô but not the whole story (1924:291).  This view was 

endorsed by a senior HR executive with over 30 years international experience.  

He had witnessed many developments emanating from legislation, individuals, 

and groups and considered óthat change [in] their values doesnôt really come from 

legislationô [PR19].  Again, his view was that there had been óa shift in values as to 

whatôs acceptableéover 10 yearsô [PR19], which resonates with Follettôs view in 

that she described creating ónew valuesô and not simply rearranging existing ones 

by methods such as legislation (1941:113).  Whether new values would come 

about by legislating that companies adopt óa code of practice and stop the 
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secrecyô [NP6] or if it is ódown to the individual levelô [PR9] is a dichotomy most of 

the respondents identified. 

6.2.5  Developing relationships  

Overall respondents were of the view that values were becoming more relevant as 

part of businessô relationships with society, which was an opinion that was 

endorsed by PR14.  As a manager in a finance company which had won awards 

for ethical practices, PR14 explained that she had witnessed that óFor businesses 

to thrive and prosper, they need to concentrate on relationships.  Relationships 

within work, with customers, with wider communityô [PR14].  The majority of 

respondents agreed with Follett, that CSR was a process of ever evolving 

ósuccessive stagesô rather than a final outcome (1924:10).  The successive stages 

of building relationships was expressed by two advocates of CSR as a óprocessô 

[PR16] and óa journeyô [PR10].  As such this was similar to PR11 who saw the 

óprocessô as engaging with ówider society and then a natural return to the 

organizationô [PR11].  Part of the evolving process of interweaving and absorbing 

experiences led to being óinvigorated, speaking to someone who is a completely 

different cultureô and background [PU2].  In terms of the contribution of the 

individual to society through relationships , Follett considered that social 

advancement was due to the interweaving and evolution of experiences that 

would lead to a óricher lifeô (1924:293).  The youngest respondent expressed a 

similar view when he discussed his óexperiences within the framework of this kind 

of code of conduct which requires you to be a responsible and beneficial member 

of societyô [PR23].  He went on to relate how people should ócontextualise their 

actions beyond themselvesébeyond their interests and on society as a wholeô 

[PR23].  PR11 drew on lessons from equality and diversity that could be used for 

relationships leading to MSR by creating óeducatorsô and óchampions who spawn 

championsô [PR11].  In the past he had seen that these created a movement of 

inter-relationships within organizations to which others subscribed and were later 

extended to wider society.  This is the same method that Follett advocated when 

she called for individuals doing more than protecting rights but creating them 

through group relationships (1918:138).  The possibility of building relationships 

through ósocial mediaô was cited by PR23 as a way in which MSR could be 

ónormalised as a management practiceô.  He described how ósocial media can act 
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as this echo chamberô which can be filled ówith positive voicesédemanding 

responsible behaviourô [PR23] (Penney and Dadas, 2013).  As PR10, PR11, PR16 

testified, these positive voices can unify organizations and produce an ethos that 

champions social responsibility, which goes beyond the workplace and builds 

relationships with a wide range of stakeholders.  According to Follett this unifying 

of needs and desires would be achieved by management using its skills to 

integrate interests and coordinate knowledge and expertise to create a continually 

evolving relationship to advance human welfare (Follett, 1941:297).  

6.2.6  Internal and external relationships  

In the food-store and the valve manufacturing company a way in which CSR was 

made into a mainstream management activity was to reinforce internal 

relationships linked to external collaborations.  These were built into staff 

development programmes.  The method that these two companies used was 

similar to the way in which the financial company ensured its CSR values were 

adhered to throughout the firm.  This was through óa PR exercise but an internal 

one to keep the idea going that this [ethics and CSR] is central to what we doô 

[PR13].  In the public sector this was replicated by the community centre manager 

where individuals were helped to work towards óthe benefits to the people around 

youô [PU4].  This approach of understanding links and inter-relationships could be 

considered as a way to make MSR a part of a managerôs job and embedding it as 

a management function.  Illustrating that this was possible, PR10 was committed 

to ópeople and planet firstô and putting ósomething back to the environment 

[then]éprofits will followô [PR10].  He described óa scale of 1 ï 10ô in terms of 

commitment, with himself at 10 ófully committedô and his managers óaround 

sevenéwith the remainder of his 100 workforce óat four to sevenô [PR10].   This 

illustrates that embedding social responsibility is a progression of stages requiring 

considerable personal commitment to see it through to completion [PR10; PR16].   

Within the workplace the six respondents who were in companies that were pro-

active in their engagement with CSR [PR12; PR13;PR14; PR16; PR17; PR18] 

displayed a strong affiliation with the positive values and policies of the company.  

Whether this had attracted them to the organization or whether they had acquired 

these values during their careers, was not possible to discern.  However, all 



177 
 

respondents had a minimum of six yearsô in their job and reported that their values 

were in line with those of their employer.  In the financial firm with a strong CSR 

ethos, managersô values were shared with the company [PR12;PR13; PR14].  The 

three respondents said that ómaking sure that everyone is treated fairlyô was óabout 

our valuesô [PR12].  For PR13 a major consideration was the wider benefit of 

CSR, which she had seen.  She believed that if it were adopted elsewhere óall 

businesses would be better off, employees would be too and so would the 

surrounding areaô [PR13].  In terms of PR13ôs values, her employerôs values made 

her feel óproud of what you do and not be in something that is bad for societyô.  In 

the process of having óworked their way upô into management, PR13 and other 

managers saw their role as having óto set an example and be seen to practice 

what we preachô [PR13].  Whether those who joined the company and had left 

were more inclined to the views of PR8 and PR22 is something that it was not 

possible to investigate.  In contrast, the values of PR8 and PR22 appeared to be 

in line with their employers in that they ójust donôt really care particularlyô about 

CSR [PR22].   

6.2.7              Cultural differences and CSR 

Whilst there has been some debate about whether a corporation can have a 

conscience (Goodpaster and Matthews, 1982), PR8 and PR22ôs view was that it 

was up to the leadership to define the values and ethics of an organization.  

However, like objectives relating to ethics PR8 explained that these values 

óchange as requiredô.  As far as PR22 and PR8 were concerned their role in their 

companies was not advancing society, but achieving economic survival and 

growth within the law.  A further element in the mix is the national cultural values 

of the organization.  Of the 23 respondents in the study, two worked for USA 

owned companies.  Both PR19 and PR22 had been born, brought up and 

educated in the UK.  PR19 was based in Paris and PR22 had lived and worked in 

the USA for almost 40 years.  The attitude of PR22 was in keeping with what 

Hofstede identified as the óindividualistô culture that predominates in the USA 

(Hofstede, Pendersen and Hofstede, 2002:59).  As addressed in chapter 2 the 

individualistic culture has been cited as one of the reasons why Follett, whose 

approach was collectivist and centred on reciprocal relationships, has been 

relatively neglected in management theory in the USA (Graham, 1995:xvii).  For 
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PR22 the top levels of the hierarchy were the ones to decide on CSR or to óstart 

putting money into the local communityô a fact that neither aligned nor clashed with 

his personal values.   

In contrast to PR22ôs attitude, the HR director in PR17ôs company initiated a 

psychometric testing programme that included socially responsible values to 

ensure that recruits ófit into the company and the culture that we are creatingô 

[PR18].  This ethical culture was reinforced through training and led to óour 

relationship with the community and our social responsibilities [being] second to 

noneô [PR18].  It is difficult to say if during his early years, PR22 would have fitted 

into this culture and absorbed its values.  He viewed his role as primarily an 

engineer even though as a director, he was responsible for the management of 

over 100 employees ójob assignments, task leadershipô [PR22].  He believed that 

he absorbed his companyôs values which were about óproducing our products and 

doing them properlyô [PR22]   

6.2.8  Summary of section one 

The issue is how these have been developed in response to their organization and 

to what extent they are down to their cultural background.  By developing a 

framework for MSR and fostering stakeholder relationships important elements 

need to be considered.  These elements concern the values that people possess 

before entering an organization and go on to develop, and identifying 

organizational values and cultural impacts.   

Thus Follettôs notion that management can advance society by socially 

responsible activities and building relationships may concern three significant 

elements.  The first one involves identifying and tapping into the motivational 

drivers of managers, as identified by McClelland (1961, 1987).  The second 

consideration is whether organizational culture and associated values are 

conducive to managers using their skills to build relationships in order to 

operationalise MSR. The third factor concerns equipping managers and leaders 

with the skills to influence others. The approaches of PR10, PR16 and PR17, in 

addition to echoing Follett, is similar to William C Frederickôs view that business 

people óshould enhance total socio-economic welfareô (1960:60).  Furthermore, if 

the approaches of PR10, PR16 and PR17 guide other managers to take on CSR 




