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Abstract The Sustainability Balanced Scorecard (SBSC) allows companies to track
organizational operations and measure their impact on company objectives. To mon-
itor the impact of Corporate Social Responsibility (CSR) activities and ensure its
alignment with the company’s strategy, CSR elements need to be integrated into the
organization’s dashboards. The main goals of this study are threefold: (1) identify the
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main CSR elements and the proposal of an analysis scheme for CSR’s strategies; (2)
assess local and regional CSR implementations using the previously identified ele-
ments, and (3) incorporate the identified CSR metrics into a management dashboard
based on the findings of the previous steps. Both a systematic literature review and
in-depth analysis of case studies were used in this study. The results show that four
elements: principles, dimensions, stakeholders, and means can be applied to analyze
CSR strategies consistently. In addition, a structure for a management dashboard
that incorporates subcategories and indicators for the assessment of sustainable CSR
strategies aligned with the company goals is proposed.

Keywords CSR - CSR elements + Sustainability balanced scorecard - CSR
management dashboard

1 Introduction

Corporate Social Responsibility (CSR) was conceived as a response to emerging
social concerns regarding organizational behavior. From its origins, this concept has
gradually evolved to address different economic, social, political, and environmental
contexts, which has led to the absence of a single definition.

Initially, CSR definitions focused mainly on social issues [44]. Subsequently, in
the 1970s, the evolution of the CSR concept was influenced by different types of
events, such as population growth, pollution, resource depletion, and social move-
ments related to human and labor rights, and environmental responsibility [27]. At
about the same time, the concept of “sustainability” appeared, emerging from eco-
logical movements with an emphasis on environmental issues and has evolved to
include three dimensions: economic, social, and environmental.

In 1994, John Elkington steered CSR approaches toward economic prosperity,
environmental quality, and social equity, linking business and CSR with the triple
bottom line of sustainability [5, 25]. Since then, many companies have included
sustainable aspects of CSR practices [24, 28]. However, the main barriers for CSR
implementation and reporting remain to be the lack of agreement on its definition
and its core underpinning [37].

A large number of sustainability assessment (SA) initiatives and methodologies
have been developed to cope with the complexity of the implementation of the sus-
tainability paradigm [32, 36]. In this sense, the Society for Environmental Toxicology
and Chemistry (SETAC) and the United Nations Environment Program (UNEP) cre-
ated the Life Cycle Initiative (LCI) [26] to promote “life cycle thinking” (LCT) in
the mindset of decision-makers.

Thus, LCI contributes to the achievement of the Sustainable Development Goals
(SDG). LCT is defined as a holistic approach that considers sustainability factors
throughout the entire life of a product or process, from conception to use and disposal
[13, 14, 31, 36, 46]. Its primary goals are to reduce environmental impacts, improve
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the socioeconomic performance throughout the life cycle of a service/product, and
avoid transferring harmful effects to other phases in its life cycle [29].

A series of life-cycle-based methodologies have been developed to achieve the
LCT objectives, such as Life Cycle Costing (LCC), Social Life Cycle Assessment
(SLCA), and Environmental Life Cycle Assessment (E-LCA). These methodologies
were designed to support decision-making at all levels of the value chain, offering
the possibility to examine a wide range of key impact categories and indicators.
Life cycle-based methodologies are recognized worldwide as one of the best ways to
assess sustainability. LCT helps companies to look beyond their economic interest, to
transfer environmental awareness along supply chains, to create incentives for envi-
ronmental, economic, and social improvements, and consequently play a significant
role in CSR implementations [40].

Management dashboards are essential to companies to promote, measure, and
profit from implementing sustainable development strategies. They allow decision-
makers to link business information to business objectives, thus supporting the design
and implementation of business strategies [6]. One of the most popular management
dashboards is the Balanced Scorecard (BSC) [12]. BSC is divided into four main
dimensions: finance, customers, internal processes, and organizational learning [33].
These dimensions allow controlling the effects of actions, improving the vision of
the company’s performance, and anticipating its future performance [7].

When BSC incorporates economic, social, and environmental aspects in imple-
menting business strategies, it is called Sustainability Balanced Scorecard (SBSC).
This integration can be achieved either by adding CSR metrics in each BSC dimen-
sion restructuring the existing strategy maps and indicators or creating a specific fifth
CSR dimension [30].

Although many studies related to CSR can be found in the literature, its imple-
mentation continues to be a challenge for companies that are overwhelmed by the
lack of agreement on the CSR elements that should be considered to embrace sus-
tainable practices. Furthermore, to monitor the impact of CSR activities and ensure
alignment with the business strategy, CSR metrics need to be designed and integrated
into the organizations’ dashboards, allowing companies to monitor their activities
and impacts.

The aim of this study is threefold. Firstly, to identify the main CSR elements to
organize and understand their fundamental basis under the lenses of the sustainability
paradigm. Secondly, to use the specified components to analyze CSR implementa-
tions through five case studies in Ecuador and Latin America. Lastly, to propose the
structure and indicators of a management dashboard that includes the sustainable
CSR elements identified.

The remainder of the article is structured as follows. Section 2 describes the applied
methodology divided into three stages: the CSR literature review, the analysis of
local and regional CSR implementations, and the incorporation of sustainable CSR
elements into a management dashboard. Section3 describes the results obtained,
organized in the same three stages presented in the methodology. Finally, Sect.4
presents the discussion and conclusions drawn from the study and opportunities for
further research.
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Fig. 1 Methodological scheme for the study

2 Methodology

This study was developed in three stages, as shown in Fig. 1. First, a systematic
literature review on the CSR concept was carried out, and an analysis scheme was
proposed. Second, local and regional CSR implementations were analyzed with the
proposed scheme. Finally, based on this scheme, a structure of a management dash-
board incorporating sustainable CSR elements is developed.

2.1 CSR Literature Review

A systematic literature review was developed based on Fink’s methodology to explore
the CSR concept. This methodology considers seven steps: (1) Formulation of the
research questions; (2) Selection of source databases; (3) Selection of research terms;
(4) Application of practical screening criteria; (5) Use of methodological selection
criteria; (6) Review of documents; and, (7) Summary of the results. For the initial
step, the approach and scope of the investigation were established.

The following research questions were formulated: (1) What are the elements of
the CSR concept? (2) What methodologies or tools are used to implement CSR in
companies? (3) How are the impacts of CSR strategies evaluated? And, (4) How
is sustainability considered in CSR strategies? The second step corresponds to the
database selection. This study was focused on digital resources in the following
databases: ProQuest, Science Direct, SCiELO, Springer Link, and Google Scholar.
As a third step, research terms were determined: “CSR definition”, “CSR elements”,
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“CSR evolution”, and “CSR context”. The fourth step was applying the practical
screening criteria as a publishing period from 2009 to 2020, and the language as
only the articles published in Spanish and English.

The fifth step was the application of the methodological screening criteria. This
step required using a “Findings Matrix”, which contains information such as the pub-
lication year, author’s name, document title, content information, and the abstract.
These elements were used to perform a content analysis to determine if the arti-
cles contain relevant information for the research. After applying the practical and
methodological screening criteria, an initial sample containing 47 articles was estab-
lished (Appendix A). Moreover, life-cycle-based methodologies’ guidelines docu-
ments and a CSR guideline were also included to incorporate the sustainable approach
(e.g., Life Cycle Assessment—LCA, Organizational LCA—OLCA, Social LCA—
SLCA, Social Organizational LCA—SOLCA, Ethos). The final sample of 47 articles
and 5 guidelines for the literature analysis was determined.

The sixth step corresponded to the study of the selected literature. Each article
was read, and its elements were identified and coded using an analysis scheme.
This scheme was divided into four codes, i.e., Principles, Dimensions, Stakeholders,
and Means, which were defined based on the results of the findings matrix of the
previous stage. The Principles refer to the fundamental basis for decision-making
or for determining behavior [22]. The Dimensions correspond to complex variables
that can be individually analyzed using elements that indicate their response, i.e.,
through indicators [4]. Stakeholders refer to individuals or groups interested in any
decision or activity of the organization [22]. Finally, the Means correspond to the
method or manner of doing something [15].

Finally, the last step formulates the results. For this, quotes within each code
were analyzed. Thus, a set of principles and stakeholders for the analytical scheme
was obtained. Special treatment was given to the “Dimensions” code because this
element included subcategories and indicators. In this context, the three sustainability
dimensions, Economic, Social, and Environmental, were first considered a reference
because they have a broader approach and provide methodologies for evaluation.
However, after discussions with the research team, the Economic dimension was not
considered. This decision was made because CSR practices are mostly related to
financial performance, which does not require CSR practices for its development.
Likewise, many economic aspects are included in the Social dimension. The analysis
of the Economic dimension in CSR is open to further debate in future research. The
study was performed with particular emphasis on strategies described in the Ethos
guidelines to identify Means, Ethos is a widely used management tool that supports
sustainability and CSR implementations [11].

This tool is structured in five organizational levels: 4 dimensions (strategic vision,
governance, and management, social and environmental); 8 topics; 18 subtopics; 48
indicators, and 741 sub-indicators. Due to a large number of specific Means found,
they were classified into macro activities to facilitate the presentation of results.

The LCA and OLCA guidelines were coded to identify subcategories and indica-
tors of the environmental dimension. The results were then contrasted with impact
categories and quantitative indicators subcategories of Ethos using a comparative
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matrix. Thus, a set of environmental subcategories and indicators was obtained.
LCA is a methodology that assesses environmental performance throughout the life
cycle of a product or service considering its potential contribution to the categories
of environmental impact, such as climate change, human and eco-toxicity, ionizing
radiation, and resource depletion [39].

The benefits of this approach can be expanded to the organizational assessment.
OLCA evaluates the inputs, outputs, and potential environmental impacts of an
organization [42]. A broadly used environmental assessment method within LCA
is ReCiPe, a method that transforms the long list of life cycle inventory results into a
limited number of indicators. These indicators show the relative severity of an envi-
ronmental impact category [34]. It determines indicators at two levels: 18 midpoint
indicators that focus on individual environmental impacts, such as climate change
or acidification, and 3 endpoint indicators that show environmental effects at three
higher levels of aggregation: human health, biodiversity, and resource scarcity [20].

Ethos, SLCA, and SOLCA guidelines were used to identify the subcategories
and indicators of social dimensions. SLCA is defined as a methodology to assess
the positive and negative social and socioeconomic impacts of products and services
throughout its life cycle, focusing on people [40]. SLCA has links to the SDGs and is
considered the best tool in social sustainability. SLCA assesses the social impact by
classifying stakeholder groups as workers, consumers, local communities, children,
society, and value chain actors [41]. These stakeholders are linked to 36 subcat-
egories, which are measured by 205 social indicators. SOLCA has been recently
developed as a complement to SLCA with a perspective beyond the product, i.e., the
organization as a whole [43].

This methodology assesses the social performance of the organization, consider-
ing a life cycle perspective. While SOLCA is organized based on the subcategories,
indicators, and stakeholders used in SLCA, Ethos is organized into dimensions,
sub-dimensions, indicators, and sub-indicators. The strategic vision, governance,
and social dimensions of Ethos (37 indicators) and SLCA (36 subcategories) were
selected as inputs for the social dimension. Three types of relationships were iden-
tified between the SOLCA subcategories and the Ethos indicators. That is fully
matched, partially matched, and entirely new subcategories. A set of subcategories
was obtained to consider these relationships and to measure the social CSR dimen-
sion.

2.2 Analysis of CSR Implementations of Local and Regional
Cases

The second stage of the study consisted of analyzing CSR implementations in local
and regional case studies. To do this, five case studies were selected, three local
(Ecuador) and two regional (Latin America), considering service and production
enterprises. The selection criterion for the local case studies was the position (best,
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Table 1 Local and regional CSR reports analyzed

Country Local cases Regional cases

Ecuador Chile Mexico

Company Pronaca Adelca CNT BCI Grupo Bimbo

Product/Service Food Steel Telecommunications Financial Food

Year of creation 1979 1963 2008 1937 1945

Number of 7905 1573 8941 11209 133824

employees

Year of report 2018 2017 2017 2019 2019

average, and worst) held by Ecuadorian enterprises in the “Ranking of Corporate
Reputation in 2019” [30].

For regional cases, the position (best and worst) occupied by the Latin
American countries in the “Sustainability Goal Development Index and dashboard
2019 report” was used. Then, from these countries, an enterprise was selected accord-
ing to its “Ranking of Corporate Reputation in 2019”. For local cases, the enterprises
Pronaca (ranking two), Adelca (ranking 51), and the National Telecommunications
Corporation-CNT EP (ranking 83) were selected. For regional cases, Chile and Mex-
ico were selected as the best- and worst-performing countries. Consequently, the
companies Chile’s Credit and Investment Bank (BCI) and Grupo Bimbo from Mex-
ico were chosen. Table 1 shows general information on comparative analysis [2, 9,
16, 18, 35]. Then a verification matrix was built from the sustainability reports of
the case studies and the analysis scheme established in the first phase.

2.3 Balanced Scorecard

Finally, the third stage of this study consisted of integrating the elements identified
in the analysis scheme in a management dashboard. To this end, the following steps
were performed. Firstly, a literature review similar to that described in Sect.2.1 on
BSC and SBSC was conducted, focusing on their architectures, generic objectives,
and indicator categories. Four research questions were formulated: (1) What are the
general objectives of a BSC? (2) What are the metrics used in a BSC? (3) What are
the architectures behind an SBSC? (4) How can a CSR perspective be integrated
into a BSC? To answer these questions, the following databases, Science Direct,
Springer Link, and Google Scholar, were used. Likewise, the subsequent search
terms were utilized: “SBSC architecture”, “BSC indicators”, and “BSC objectives”.
Additionally, the same practical and methodological screening criteria described in
Sect.2.1 were used to obtain a final sample of 12 articles (Appendix B).

Each selected article was reviewed and analyzed. Two summary matrices were
developed. The first matrix contains the main SBSC architectures and their charac-
teristics, while the second matrix includes generic BSC objectives and indicators.
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Secondly, elements for the social and environmental evaluation of CSR were incor-
porated into the generic goals and indicators categories found in the literature of
four traditional BSC perspectives, i.e., Financial, Customer, Internal Process, and
Learning and growth. For the perspectives of Social and Environmental sustainabil-
ity, the subcategories of indicators were taken from the element called “Dimensions”
identified in the proposed analysis scheme. Their generic objectives were presented
according to these indicators. Finally, based on the definitions and characteristics of
the other CSR elements identified, and the discussions with the research team, the
principles, means, and stakeholders were also incorporated into the proposed SBSC
structure. It is essential to mention that the interactions among indicators, objectives,
and perspectives were not yet considered in the SBSC.

3 Results

The results are presented in three parts. First, the outcomes of the literature review
and the proposed analysis scheme are presented. Secondly, five case studies of CSR
implementations in Ecuador and Latin America are analyzed. Finally, based on the
findings in the literature review, the CSR elements are incorporated into an SBSC
structure.

3.1 CSR Literature Review

The resulting literature review of CSR showed that although a large number of studies
focused on CSR were found, most of them offer different conclusions about its defi-
nitions and core underpinning. However, it is possible to identify a group of four ele-
ments with similar characteristics. The identified factors are Principles, Dimensions,
Stakeholders, and Means, which can be employed to analyze CSR implementations.
In addition, it was found that the Means are the link between Principles, Dimen-
sions, and Stakeholders. They describe the actions that enterprises take to achieve
CSR goals. Many enterprises implement CSR strategies by using tools such as Ethos
or the Global Reporting Initiative (GRI), which provide metrics for evaluating CSR
strategies and incorporate some aspects considered in the sustainability assessment.
Finally, an analysis scheme was proposed to organize and analyze the CSR informa-
tion found. In this context, 18 principles, 11 stakeholders, and 18 subcategories of the
social dimension were identified. Regarding the environmental dimension, 7 subcat-
egories and 24 means were identified for the analysis scheme. Figure2 presents the
CSR elements organized into three groups: principles, stakeholders, and dimensions
(subcategories and indicators). In turn, each element is divided into three categories:
only present in CSR, only present in Sustainability approaches, and present in both.
Figure 3 presents the macro activities identified as commonly carried out for CSR
implementations.
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Fig. 3 Commonly suggested means

3.2 Analysis of CSR Implementations of Local and Regional
Cases

The review of the local and regional case studies showed that most of the elements of
the analysis scheme were identified in the CSR implementations. Additionally, the
principles, stakeholders, and social and environmental subcategories and indicators
can be classified into two levels, explicit and implicit. “Explicit” when they were eas-
ily identifiable in the reports and considered priority in the actions of the company.
“Implicit” when they were found only in some specific practices described in the
reports. Figure4 shows the principles identified in the case studies, distinguishing
both implicit and explicit. Findings indicate that 15 out of the 18 principles iden-
tified in the analysis schema were mentioned at least once in the business reports,
and companies consider, on average, five principles. In addition, the principles of
Legitimacy, Scientific robustness, and Applicability were not identified in the case
studies.

Principles
Implicit Explicit
15. Materiality ] T Local cases
14. Not harm the environmeant T — Pronaca
13. Respect Labour rights EET— | Adelca
12. Avoid human rights abuses and violations | S CNT
11. Comparability T TE— Pronaca
10. Promote better societies o
9. Ethical behavior S E——— e
8. Financial stability e p— MCNT
7. Clarity T —
6. Reliability L . Regional cases
5. Accessibility i mBCI
4. Voluntariness T = Grupo Bimbo
3. Life Cycle parspective iz uBCI
2. Transparency e = Grupo Bimbo
1. Integrity T

Fig. 4 Principles identified in the case studies
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Stakeholders
Implicit Explicit Local cases
" Pronaca
10. Consumers T — —
t Adelca
9. Workers E—T— ——
A C CNT
8. Owners, investors, pariners T I
7. Government e — — Pronsca
6. Local community L — = Adelca
5, Academy or research laboratories T — — sCNT
4. MNon-governmental organizations o
3. Value chain actors  — Regional cases
2. Society T — = BCI
1. Media —— = Grupo Bimbo
) uBCI
m Grupo Bimbo
Fig. 5 Stakeholders identified in the case studies
Social Subcategories
Implicit Explicit
17. Behavior towards layoffs e memmmsssss Local cases
16. G i i ip and D Pronaca
15. Labor Relations Adelca
14, R i if
Supplier e?ailonmn.ps CNT
13. Anti-comuption practices
12. Promation of diversity and equal opportunities Pronaca
11. Health and safety =] BN g Adelca
10, Privacy and co communication channels 1 B CNT
9. Human rights e e——
8, Promoting Social Responsibility e
7. Human development EEE— Regional cases
&, Technology development and transfer ——— uBCI
5. Extended producer responsibility — u Grupo Bimbo
4. Pravention of Conflicts — mBCI
3, Responsible political participation — B Bimb
2. Commi 1o achieve ! p goals i PO ARG
1. Respect Intellectual Property right e

Fig. 6 Social subcategories identified in the case studies

Figure 5 shows the stakeholders identified in the case studies. Results indicate that
10 out of the 11 stakeholders proposed in the analysis scheme were found in the case
studies. Consumers and Workers were identified as explicit in all enterprises; while,
Future generation was not detected in any case. Other stakeholders, such as local
community, government, owners, investors, and partners, were explicitly identified in
four enterprises, and implicitly in one. Important to notice is that stakeholders Society,
Value chain actors, and Non-governmental organizations were explicitly identified in
regional enterprises, i.e., BCI and Grupo Bimbo. On the contrary, they were implicitly
in local enterprises (i.e., Pronaca, Adelca, and CNT). Finally, stakeholders academy
or research laboratories, and media were explicitly identified in four enterprises.

For the social dimension, 17 out of the 18 subcategories were found in the business
reports, as shown in Fig. 6. Health and safety, Promotion of diversity and equal oppor-
tunities, Anti-corruption practices, Supplier relationships, Labor relations, Commu-
nity relationships and development, and Behavior toward layoffs were identified
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Enviromental Subcategories

Local cases
Implicit Explicit Pronaca
. Adelca
7. Waste Generation e )
i i CNT
6. Materials Use or Consumption e e— ]
: —
5. Water Use or Consumption e ) s
4. Energy Consumption u Adelca
- | — e} —
E )’ P mCNT
3. Emissions = —]
2. Efluents e —
Regional cases
1. Biodiversity —— i

aBCI
= Grupo Bimbo
mBCI
uGrupo Bimbo

Fig. 7 Environmental subcategories identified in the case studies

as the most common social subcategories explicitly measured. Less common sub-
categories include Respecting intellectual property rights, Commitments to achieve
SDGs, Responsible political participation, Conflict prevention, and Extended Pro-
ducer Responsibility. Interestingly, Human development, Promoting social responsi-
bility, and Human rights were explicitly identified in regional enterprises and implic-
itly in locals. Technological development and transfer and Privacy and communica-
tion channels were identified as explicit in three and four enterprises, respectively.
The subcategory Due diligence of the resettlement was not detected in any enterprise
analyzed.

Finally, for the environmental dimension, all seven subcategories proposed in
the analysis scheme were identified in the five case studies, as shown in Fig.7. The
consumption of Energy, Water, and Materials, and Waste generation were determined
as explicit environmental subcategories in all enterprises. Emissions, Effluents, and
Biodiversity were explicitly identified in four, three, and two enterprises, respectively.
Furthermore, Emissions and Biodiversity were also identified as implicit in Adelca,
and Pronaca, respectively.

3.3 Sustainable Balanced Scorecard

In the BSC and SBSC literature review, 12 general architectures were identified,
describing different manners on how the social and environmental perspectives can
be integrated. Nevertheless, the “A0Q architecture” was considered as the most suitable
option to incorporate the identified elements of CSR in an SBSC. The reasoning
behind this is that the AO architecture maintains the traditional BSC perspectives and
includes two independent sustainability perspectives, social and environmental. This
allows maintaining its objectives and indicators, letting interactions with different
new perspectives to be omitted in the first instance. Therefore, it was decided to use
the AQ architecture, since this study did not analyze the formulation of strategies
and interactions between the different BSC perspectives. Within the analysis, 45



Toward a Sustainability Balanced Scorecard for Managing ...

Table 2 Generic objectives and indicator’s categories of traditional BSC

291

Financial perspective

Customer perspective

Process perspective

Learning and growth
perspective

Generic objectives

Improve profits
Reduce operational
cost

Gain financial budget
Environmental cost
savings

Costs related to social
impact

Labor cost savings
Increased revenue

Increasing the market
share

Improve customers’
loyalty

Improve the quality of
services offered

Link enterprise to
Sustainability

Expand the market
niche

Improve the
customer’s perception
of

product

Customer attraction
and retention
Improve response time
Provide new products
Achieve customer
satisfaction

Improve the image of
the enterprise
Improve client
management

Improve the quality of
services and products
Reduce the time of a
process

Develop new products
Increase investment in
new products
Modernize the
administrative
structure

Improve safer
warehousing and
transportation

Provide an efficient
process

Improve human
resources management
Increase productivity
Improve delivery
system

Improve product
design process
Promote continuous
improvement

Develop the support
system

Improve the skills of
employees

Improve security
Improve infrastructure
Ensure employees
well-being

Efficient resource
planning

Obtained certifications
Develop the support
system

Improve employees’
retention

Improve employee
productivity
Strengthen IT Culture
Improve competencies
Improve worker
motivation

Improve teamwork

Generic indicators categories

Revenue grows
Productivity grows
Asset utilization
Return on Investment
Annual cash flow
increase

Sales growth
Payback period
Cost of fines
Energy costs
Operating
expenditures

Cost of employee
benefits

Costs legal actions
Total tax paid
Total sales

Market share
Customer acquisition
Customer retention
Customer satisfaction
Customer profitability
Percentage of sales to
new customers
Customer referrals
New product offers to
customers

Product attributes
Customer relationship
Average annual
number of customer
complaints

Customer involvement
in decision making

Innovation process
Operations process
Post Sale service
process

Cost indicators
Quality indicators
Time indicators
Time to process the
customer order
Annual number of
stock-outs for an order
Percentage of all
deliveries

Time of launch new
products to market

Employee retention
Employee productivity
Employee satisfaction
Employee potentials
Technical
infrastructure

Climate for action
Employee turnover
Research &
development
Employee knowledge
sharing

Labor force skills
Effectiveness of
training
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generic objectives and 38 categories of generic indicators of the traditional BSC
were identified and reported in Table 2.

The literature indicates that the Financial perspective focuses on improving profits.
The Customer’s perspective is focused on achieving customer satisfaction, improving

Vision and strategies of enterprises

[ T i e o e T =)
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e U Fim g e e -
@R
Perspectives Strategic objectives Measures |
|
Financial Financial generic objectives Finaneial generic indicators categories |
|
Customer Customer generic objectives Customer generic indicators categories :
[ Internal process generic indicators |
Internal process Internal process generic objectives z cate:ories |
' |
Learning and . . Learning and growth generic indicators
growth Learning and growth generic objectives & gcategnfies :
N e e e e i A s Tt s i !
| Improve social performances | |
Social contribution to communities in need |
| Improve the working conditions I I
| Promote equal opportunities and prevent ;‘eahh and 5?5‘?'0’ A |
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| Take prevention and mitigation measures of gm":"‘"menlts to Ia‘:hlm sustainable | g
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|
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Fig. 8 Proposed SBSC framework
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the quality of the services offered, and increasing market share. The Internal process
perspective focuses on providing efficient processes.

And the Learning and growth perspective focuses on improving workers’ knowl-
edge, skills, and competencies. For the social and environmental aspects, 16 and 6
objectives were proposed, respectively, according to the subcategories and indica-
tors identified in the CSR elements. In general terms, the Social perspective focuses
on the well-being of stakeholders, and the Environmental perspective on improving
business environmental performance. Principles were incorporated as a baseline of
the enterprise vision and strategies since they are considered as the fundamental basis
for decision-making.

Stakeholders were included across the six SBSC perspectives because they are
deemed to be interested in any decision or activity of the organization. Eventually,
the Means were incorporated at the end of the SBSC structure as it is considered
a manner to operationalize and achieve business objectives. The resulting SBSC
framework is illustrated in Fig. 8.

4 Discussion and Conclusions

The literature review on CSR showed no clear definition of CSR and its core under-
pinning [17]. However, the CSR elements identified in the proposed analysis scheme
significantly facilitated the analysis of CSR approaches. In this sense, the analysis
scheme corresponds to a first proposal to support CSR understanding and homog-
enization that needs to be further developed in future studies. Further investigation
should be performed to create an analysis framework that facilitates the evaluation
of CSR practices and strategies through the lenses of sustainability. The literature
reviewed also showed that more and more businesses use sustainability dimensions to
develop and report CSR practices [1]. Sustainable dimensions, i.e., Social, Environ-
mental, and Economic, establish links between resources and the impacts associated
with the use of these resources by particular sectors or production locations along
the supply chain to the final consumer [45].

However, the role of the economic dimension is not exact in the CSR approach,
as it is mainly related to financial indicators. The economic dimension refers to
achieving business efficiency by providing goods or services without violating social
or environmental values. On the contrary, financial performance refers to improving
the company’s profits [10], which are achieved with or without CSR practices. Some
sustainable elements are already considered in current CSR approaches; however,
they have a different application level. LC methodologies incorporate indicators to
assess and report the social and environmental performance of products and services
[41].

CSR approaches present indicators focused on improving their performance in
enterprises through specific practices related to their interests but not with the mea-
surement of impact categories and long-term practices [3, 21].
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Additionally, several conventional implemented means are based on legal and
philanthropic compliance, whereas many CSR means only translate into basic legal
requirements and charitable activities. Moreover, it was found that the six stakeholder
groups are considered in both the sustainability and CSR approaches. However,
similarly, as with principles, dimensions, and means, each approach contemplates
them differently; i.e., CSR considers stakeholders in specific practices, while the
sustainable approach measures the impact associated with each stakeholder category.

Second, the analysis of five case studies at the national and regional level showed
that several CSR elements identified are already implemented by enterprises and,
therefore, evidence that these case studies also incorporate sustainability aspects.
However, the CSR practices implemented in enterprises are focused on achieving
an excellent performance of the specific indicators. They do not take into account
the integrated impact in the social and environmental dimensions. As a result, these
actions have a low impact level. Both local and regional enterprises considered dif-
ferent principles, stakeholders, indicators, and means that showed the CSR imple-
mentation according to their specific context.

This implies that some CSR elements can be disregarded or considered following
the enterprises’ interests that commonly focus on promoting the corporate image.
As a result, the application level of CSR in local and regional enterprises remains
unclear. Moreover, CSR reports are commonly used in large enterprises, which have
the resources to incorporate programs, projects, and other actions related to CSR.
However, this does not represent the reality of other companies of different sizes.
Future research is needed to identify the main differences in the CSR application
among regions and diverse corporate sizes.

Finally, the SBSC is considered an essential tool to design and achieve the key
objectives of corporate sustainability management and represents a suitable tool to
incorporate CSR strategies. From both the social and environmental dimensions, the
subcategories and indicators identified in the analysis scheme facilitated the proposal
of the strategic objective and the inclusion of the sustainability approach.

The operationalization, visualization, and monitoring of indicators are crucial for
corporate information with added value and transparency and for establishing strate-
gic objectives that help companies implement an efficient sustainability strategy.
However, it is necessary to consider the interactions between all perspectives of an
SBSC [21]. According to Goldratt, the AO structure leads the corporate strategy to
improve profits now and in the future and includes two new Social and Environmental
perspectives that establish sustainability criteria. In this manner, the AO architecture
maintains the traditional BSC hierarchy, as described in several studies, such as [8,
21, 38]. Italso supports decisions that require trade-offs, considering a suitable design
to integrate other perspectives, without changing the strategic maps of the companies
[23]. Nevertheless, some authors believe that an adequate manner of implementing
the sustainability approach corresponds to less traditional architectures that include
this perspective transversely in all BSCs [19].

Thus, to determine a suitable option, it is necessary to analyze the specific objec-
tives of each enterprise and their interactions with the indicators. Given that this study
theoretically links CSR with sustainability indicators to structure an SBSC that man-
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ages CSR, the selected architecture was adequate for this first version; however, more
specific analyses should be carried out in future research.

In conclusion, in this study, the main CSR elements were identified, and the first
version of an analysis scheme with a sustainability approach was proposed. It was
found that the four CSR elements identified: Principles, Dimensions, Stakeholders,
and Means help to analyze sustainability aspects in regional and local case studies.
This finding shows that there are sustainability aspects embedded in the analyzed
CRS implementations. However, CSR practices are specific to each enterprise and
typically have limited impact. Additionally, the identified CSR elements were incor-
porated into a management dashboard structure. The results showed that the subcat-
egories of social and environmental indicators contribute to the strategic objectives
of the business formulation. The other elements identified are well adapted to fit the
general structure of the SBSC.

Appendix A—Full list of references read in the literature review for the CSR anal-
ysis scheme The list of sources used in the literature review for the CSR analy-
sis schema can be found online at https://imagineresearch.org/wp-content/uploads/
2020/07/CSR-Appendix-A.pdf

Appendix B—Full list of references read in the literature review for the SBSC scheme
The list of sources used in the literature review for the CSR analysis schema can
be found online at https://imagineresearch.org/wp-content/uploads/2020/07/CSR-
Appendix-A.pdf.
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