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Abstract

Companies committed to corporate social responsibility (CSR) should ensure
that their managers possess the appropriate competencies to effectively
manage the CSR adaptation process. The literature provides insights into
the individual competencies these managers need but fails to prioritize them
and adequately contextualize them in a manner that makes them meaningful
in practice. In this study, we contextualized the competencies within the
different job roles CSR managers have in the CSR adaptation process. We
interviewed 28 CSR managers, followed by a survey to explore the relative
importance of the competencies within each job role. Based on our analysis,
we identified six distinct managerial roles, including strategic, coordinating,
and stimulating roles. Next, we identified per role key individual CSR-related
competencies as prioritized by the respondents. Our results show that
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2 Business & Society

the context, as indicated in this study by CSR managers’ job roles, indeed
influenced the importance of particular CSR-related competencies, because
each role seems to require a different combination and prioritization of these
competencies. Moreover, the results suggest that the relative importance of
these competencies within each role may be driven by business logic rather
than an idealistic logic. The results are presented as a competence profile
which can serve as a reflection tool and as a frame of reference to further
develop the competence profile for CSR managers.

Keywords
corporate social responsibility (CSR), CSR adaptation process, CSR manager,
individual competencies, job roles

In addition to ensuring profits for their shareholders, companies should also
account for their societal and environmental performance. Most companies
address these issues through their corporate social responsibility (CSR) pro-
grams. CSR is often referred to as a company’s continuing commitment to
integrate ecological, social, and economic concerns in company’s operations
and in its interactions with stakeholders; CSR is usually done on a voluntary
basis (Dahlsrud, 2008). Some companies include CSR in their strategic
agenda, as they consider it their moral obligation to ensure economic pros-
perity as well as to contribute to society; others view CSR primarily as a
business opportunity (Banerjee, 2001), engage in CSR in response to external
pressures (Marano & Kostova, 2016), or are motivated by a combination of
these factors (Aguinis & Glavas, 2012). Regardless of the nature of their
decision, a company’s CSR ambition and resulting CSR-related activities can
benefit stakeholders, including the company’s employees, local communi-
ties, and environmental representatives (Nguyen & Slater, 2010; Veldhuizen,
Blok, & Dentoni, 2013). For example, CSR can attract highly competent
workers via the promise of favorable working conditions (Greening &
Turban, 2000) and potentially increase company’s financial performance
(Tang, Hull, & Rothenberg, 2012; Van Beurden & Gossling, 2008). Thus,
understanding how a company can improve its CSR performance is highly
relevant for all stakeholders involved.

For companies that perceive CSR as a strategic objective, adapting to CSR
principles involves more than simply implementing CSR in isolated business
practices (e.g., sustainable procurement) or developing a code of conduct. These
companies need to pay continuous attention to the adaptation process because
CSR challenges are complex, meaning that there is no definite formulation of
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what the problem is because it is ever-changing and context dependent (Maon,
Lindgreen, & Swaen, 2009; Rittel & Webber, 1973). Thus, strategic CSR
requires a continuous adaptation process in which a company’s structure and
competencies are continuously developed to improve or maintain company’s
effectiveness in dealing with the changing needs of internal and external stake-
holders (Moran & Brightman, 2001). As such, it is generally accepted that com-
panies should internalize CSR into business processes, policies, and systems
when aiming to establish CSR practices that are effective in the long run (Holder-
Webb, Cohen, Nath, & Wood, 2009; Jamali, 2008). For many established com-
panies, however, adapting to and internalizing CSR principles remains a
significant challenge (Aguinis & Glavas, 2012; Carroll & Shabana, 2010).
Consequently, many scholars have studied factors that can facilitate the CSR
adaptation process and have proposed CSR change models (e.g., Vidal, Kozak,
& Hansen, 2012).

Scholars have also studied the role and influence of company’s human
capital on the CSR adaptation process. That is, managers and leaders play a
crucial role in change processes, as they greatly influence employees’ work
behavior and because they can increase employees’ commitment to achieving
company’s goals with respect to the change by being visible and supportive
toward the intended change (Burge, 2003; Furst & Cable, 2008). As such,
many scholars study CSR leadership and management by primarily address-
ing the role and support of the CEO. However, Waldman, Siegel, and Javidan
(2006) called for more research on CSR leadership and management at vari-
ous levels within a company, because other professionals within the company
are usually the ones who actually drive and manage the CSR adaptation pro-
cess. This study focuses on these professionals, who are referred here to as
CSR managers.

There is some research available on the job profile of CSR managers.
Several of these studies focus on characteristics such as managers’ cognitive
style (Wong, Ormiston, & Tetlock, 2011) and personality and values (e.g.,
Fernandez, Junquera, & Ordiz, 2006). Most recently, there is an emergent
research area that focuses on the individual competencies that are needed by
CSR managers (e.g., Osagie, Wesselink, Blok, Lans, & Mulder, 2016;
Rieckmann, 2012). These studies provide laundry lists of individual compe-
tencies, including competencies such as “systems thinking” and “anticipatory
thinking.” However, for the proposed individual competencies to be mean-
ingful and useful for practitioners and as such contribute to the company’s
strategic objectives, the competencies must be contextualized in such a way
that they can inform current and future CSR managers about effective behav-
ior in the CSR adaptation process (Delamare Le Deist & Winterton, 2005). To
date, such contextualization is largely lacking. Moreover, there is still the
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question whether CSR managers need to develop all of the proposed indi-
vidual competencies, or whether there are particular competencies that must
be emphasized due, for example, to job roles they have in the CSR adaptation
process. Contextualization can help to prioritize these CSR-related individual
competencies.

An accepted way to contextualize work-related behavior, such as compe-
tencies, is to determine the job roles and tasks needed to reach a specific
objective (Johns, 2006). A job role can be perceived as a set of related tasks
that is assigned to a person. Several roles can be assigned to one individual,
and each role can require a specific set of competencies (Huczynski &
Buchanan, 2007). Therefore, our aim is to contextualize the proposed CSR
competencies within the CSR manager’s job roles. In doing so, this study
adds to the existing literature regarding individual CSR-related competencies
by (a) empirically identifying and exploring the important job roles CSR
managers have in the CSR adaptation process and by (b) exploring the rela-
tive importance of the individual competencies that are proposed in the litera-
ture within these job roles. Gaining insight into these matters will help frame
the context in which CSR managers’ behavior should be interpreted by
researchers and practitioners. Furthermore, this study will provide practitio-
ners and researchers with an initial competence profile which can guide CSR
managers’ personal reflection process and which researchers can use as an
initial step to further develop the competence profile for CSR managers.

The remaining sections of this article are organized as follows. First, we
will elaborate on the concept of “competence” and relate it to the concept of
dynamic capabilities. Next, we will discuss the literature regarding individual
competencies with respect to the CSR adaptation process and the importance
of identifying relevant job roles. Third, we will describe the methods used in
this study. Fourth, we will present our findings. Finally, we will discuss the
study’s theoretical and practical contributions.

Theoretical Framework

Dynamic Capabilities and Competencies

Several scholars have stressed the importance of dynamic capabilities for
strategic CSR. According to the dynamic capability perspective, companies
generate and sustain competitive advantages through their dynamic capabili-
ties. These capabilities refer to a company’s capacity to integrate, reconfig-
ure, renew, and update its resources in response to the changing environment
(Teece & Pisano, 1994; Teece, Pisano, & Shuen, 1997; Wang & Ahmed,
2007). The ever-changing nature of CSR challenges makes such dynamic
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capabilities especially important for companies aiming for strategic advan-
tages through CSR.

Ramachandran (2011) identified two essential dynamic capabilities
needed for strategic CSR success, namely, “sense and respond capability”
and “execution capability.” Sense and respond capability refers to a com-
pany’s ability to sense and identify relevant CSR challenges and to design
an adequate response to these challenges, and execution capability refers
to a company’s ability to integrate internal and external resources into
subcombinations and new combinations of resources (Ramachandran,
2011, p. 288). By making explicit that the dynamic capability perspective
includes the ability to sense changes within the environment,
Ramachandran addressed a critique of this perspective on CSR, which is
that little attention is paid to the ability to sense and identify environmen-
tal changes (here CSR challenges; see Day, 1994). However, a company’s
dynamic capability originates, at least in part, from the individual compe-
tencies of its members; individuals within the company utilize, adjust,
and improve their competencies through feedback processes, and share it
with others to embed the competencies within the organization and make
it an organizational capability (cf. Heugens, 2006). This learning process
can transform superior individual competencies of key actors with deci-
sion-making and boundary-spanning job roles into “sense and respond
capability” and “execution capability” (Ramachandran, 2011). In other
words, the individual competencies of CSR managers, as important deci-
sion makers, may be an important source for a company to develop the
capabilities to effectively deal with changing societal demands with
respect to CSR. Therefore, this study focuses on CSR managers’ individ-
ual competencies.

The Concept of Individual Competence

As described in the previous section, individual competencies of CSR man-
ager may stimulate the CSR adaptation process. The concept of individual
competence has a relatively long history in business literature. It became
popular in the business literature due to the disconnection between formal
education and professional practice (Grant et al., 1979). Competence profiles
were created to ensure a good fit between the individual competencies devel-
oped in school and the individual competencies required for effective perfor-
mance in practice. The profiles provide a structured overview of the critical
elements required for effective performance. However, the way in which
individual competence is conceptualized largely determines the way in which
essential work behaviors are described.
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One can distinguish three dominant perspectives for approaching the con-
cept of competence (Delamare Le Deist & Winterton, 2005). With the behav-
ioral approach (Neumann, 1979), one focuses on atomized behaviors and
knowledge elements required to perform specific tasks. With the generic
approach (Eraut, 1994), one focuses on underlying personal characteristics
(e.g., knowledge, skills, attitudes, and/or personal attributes) that separate
successful performers from less successful performers and that are applicable
in multiple contexts. Nowadays, most researchers use a more comprehensive
approach that takes the complexity of the practice into account without
resulting in fragmented behavior requirements—to identify competencies
and develop competence profiles (Delamare Le Deist & Winterton, 2005). In
the comprehensive approach, which we also used in the present study, one
focuses on the work, on the professional, and on contextualizing the compe-
tencies. Here, individual competence can be defined as a professional’s inte-
grated performance-oriented ability to achieve specific objectives. This
ability is a cohesive combination of knowledge elements, skills, and other
elements of being (e.g., attitudes; cf. Sandberg & Pinnington, 2009). Each
element can be seen as a specification of a competence and is situated in the
context in which performance must be successful (Mulder, 2014).

Contextualizing Individual Competencies for CSR

Many scholars denote the importance that context has on work behavior (e.g.,
Griffin, 2007; Johns, 2006; Robert & Fulop, 2014; Whetten, 2009). In its
broadest definition, these so-called context effects refer to “the set of factors
surrounding a phenomenon that exert some direct or indirect influence on it”
(Whetten, 2009, p. 31). Considering the role of these effects on work behav-
ior is important (Johns, 2006; Whetten, 2009) because it shapes our under-
standing and evaluation of effective work behavior, which is of particular
relevance in the current study. In other words, a specific work behavior (e.g.,
using medical terminology) can be highly effective in one context (e.g.,
among surgeons) yet largely ineffective in a different context (e.g., with
patients).

According to Johns (20006), there are two broad levels of contextualiza-
tion, commonly referred to as the “omnibus-level” and the “discrete-level.”
With the omnibus-level, the focus is on a broad consideration of the context
as a whole. For example, one is interested in questions such as who (e.g.,
profession) or what (e.g., work behavior) has been studied, as well as ques-
tions such as when (e.g., an absolute or relative period of time), where (e.g.,
the country), and why the phenomena were studied. With the discrete-level of
contextualization, the focus is on the particular consideration of the context
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that shapes one’s behavior. This level is nested within the omnibus-level, and
examples of contextual factors at the discrete-level include specific job roles
and tasks (e.g., the stimulating role), social components (e.g., values), and
physical components (e.g., physical working conditions).

Studies that attempt to identify individual CSR competencies regularly
use the omnibus-level of contextualizing relevant competencies, thereby
applying the omnibus factor of the CSR profession. Often, these studies are
intended to aid curriculum development in education for sustainable develop-
ment (ESD), making it important that the competencies are broadly applica-
ble. As a consequence, the competencies lose their connection with the
context in which CSR professionals have to operate. Wiek, Withycombe, and
Redman’s (2011) study, for example, identified relevant sustainability com-
petencies for CSR professionals that can guide the development of academic
ESD programs. Based on the results of their literature review, they formu-
lated the following five key competencies: systems thinking competence,
anticipatory competence, normative competence, strategic competence, and
interpersonal competence. Similarly, De Haan (2006) identified 12 individual
competencies (such as foresighted thinking and being able to work interdis-
ciplinary). According to De Haan, these 12 competencies enable active,
reflective, and cooperative participation toward sustainable development.
Conducting a Delphi study among 70 ESD experts, Rieckmann (2012) for-
mulated 12 key competencies that students in ESD programs should develop
when training for a CSR-related profession. Among these 12 competencies,
systems thinking, anticipatory thinking, and critical thinking are considered
to be the most important ones (Rieckmann, 2012).

More recently scholars focused on individual CSR-related competencies
within a business context. In one of the first empirical studies in this context,
Willard et al. (2010) composed six key skills that are needed for success as a
CSR professional. With respect to hard skills, strategic planning, systems
thinking, and project management skills were deemed most important to
enable a strategic approach. With respect to soft skills, communication skills,
problem-solving skills, and inspirational skills were deemed most important.
Using a more comprehensive approach to the concept of competence, Osagie
and her colleagues (2016) conducted a mixed-method study in which they
systematically reviewed CSR-literature on individual competencies; they
also interviewed CSR managers responsible for the CSR adaptation process.
Their analyses resulted in eight distinct individual CSR-related competencies
for the CSR profession (see Table 1 for more detailed description of these
competencies): (1) anticipating CSR-related challenges; (2) understanding
CSR-relevant systems and subsystems; (3) understanding CSR-relevant stan-
dards; (4) CSR management competencies, including (4a) leading CSR
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Table I. Individual CSR-Related Competencies.

Competence label

Competence description

Cognition-oriented competence domain

I. Anticipating CSR-
related challenges

2. Understanding
CSR-relevant
systems and
subsystems

3. Understanding
CSR drivers, CSR
standards, and
CSR regulations.

The CSR professional must be able to mentally construct scenarios
to describe how CSR-related challenges will develop in the
future and how these challenges might affect the company. This
definition includes the ability to think critically and anticipate
potential consequences for future local and global CSR-related
challenges of decisions made by the company today.

Systems thinking is the ability to identify and understand relevant
socioecological systems from different domains and disciplines
and reflect on their interdependency. This competence has
both an internal component and an external component. Here,
“external component” refers to the ability to have a systemwide
perspective on CSR challenges. The “internal component”
reflects the notion that the company is perceived as a system
comprised of several interdependent subsystems (i.e., business
units and disciplines). In this internal perspective, “systems
thinking” refers to the ability of a CSR professional to analyze
CSR-related challenges in an interdisciplinary manner.

When faced with CSR challenges, a CSR professional must
understand how the company should cope with and apply
important industrial regulations (e.g., collective industrial
standards and integrity pacts), national and international
regulations, political processes, and corporate governance (such
as codes of conduct). Moreover, the CSR professional should be
able to contribute to the development of these standards, for
example, by participating in roundtable meetings.

Functional-oriented competence domain

4a. CSR leadership
competencies

4b.  ldentifying and
realizing CSR-
related business
opportunities

The CSR professional must be able to develop a CSR vision and
give the company’s CSR program direction. This includes being
prepared to take risks and seek new ways to pursue CSR (i.e.,
being a pioneer) and thinking about future CSR developments,
as well as how those developments might affect the company’s
current CSR program.

A CSR professional should also have entrepreneurial competencies.
Thus, the CSR professional should be alert to trends in CSR
and should be able to translate and realize these developments
into business opportunities for the company. To do so, the CSR
professional must have at least some business, organizational,
and sector-specific knowledge, and the CSR professional must
be able to make a business case for CSR. At the same time, the
professional must not lose sight of the bigger picture (i.e., tackling
local and global CSR challenges) and should therefore avoid the
trap of thinking in terms of short-term financial gains. Moreover, to
realize CSR-related business opportunities, the professional must
be able to deal with the company’s formal and informal decision-
making processes and its organizational politics and culture.

(continued)
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Table I. (continued)

Competence label Competence description
4c.  Managing CSR These change management-related and program management—
implementation related competencies include the ability to lead the transition

toward CSR, to develop crucial alliances with important
individuals both within and outside the company, and to deal
with “resistance to change” by inspiring and motivating others.
The CSR professional must be able to translate a strategy into
individual milestones, targets, and concrete actions. The CSR
professional must also be able to organize, facilitate, and manage
this process and the people involved, all within the specified
time frame and budget. To do so, the professional must have
good problem-solving skills, and he or she must be able to
prepare reports and present results in a clear and convincing

manner.

Social-oriented competence domain

5. Realizing CSR- The CSR professional must have good social, communication,
supportive and networking skills, as he or she must be able to raise
interpersonal awareness of CSR, as well as challenge and stimulate ownership
processes of CSR in others. Moreover, the CSR professional should be

able to coach and help others integrate CSR into their daily
work. Finally, the CSR professional must be able to work well
in multidisciplinary and multicultural collaborations, and he or
she must be able to represent the company’s interests while
mapping and showing respect to distinctive ideas and inputs of
stakeholders.

Meta-oriented competence domain

6. Employing In implementing CSR in his or her company, the CSR professional
CSR-supportive must deal with various stakeholders, each of whom can have
personal their own unique interests. Moreover, CSR implementation is
characteristics a process of change that involves changing people’s mind-set.
and attitudes Thus, CSR professionals often encounter resistance to change

and will need to possess certain personal characteristics and
attitudes to address these challenges. The most commonly
mentioned features include patience, resilience, flexibility, a
realistic attitude, pragmatism, innovativeness, empathy, and a
positive attitude.

7a.  Ethical The CSR professional is convinced of the urgency of CSR
normative challenges and is intrinsically driven (i.e., intrinsic motivated)
competencies to address these challenges. This competence involves the

ability to apply one’s personal ethical standards and values while
assessing CSR-related issues.

7b.  Balancing This competence is functionally oriented and includes the ability
personal to strike a balance between idealism and pragmatism. Thus, the
ethical values CSR professional must have the adaptive capacity to pursue
and business both financial objectives and CSR objectives without losing sight
objectives of (or overstepping) his or her personal ethical boundaries and
values.
(continued)
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Table I. (continued)

Competence label Competence description

7c.  Realizing This competence involves the ability to apply one’s personal ethical
self-regulated standards and values to CSR implementation. The CSR professional
CSR-related feels personally responsible for behaving ethically and assumes
behaviors this responsibility. The CSR professional is actively involved in
and active the implementation of CSR by being action oriented and decisive;
involvement the CSR professional also serves as a role model for others by

performing CSR-related activities. This competence is functionally
oriented and is interpreted in practice as the congruence between
what you stand for, what you say, and what you do.

8. Reflecting on This competence includes the ability to recognize and challenge
personal CSR one’s own prior ideas, habits, and assumptions, as well as the
views and ability to derive meaning from this self-evaluation. Thus, CSR
experiences professionals use self-evaluation and self-learning approaches

when working on CSR challenges.

Source. Osagie, Wesselink, Blok, Lans, and Mulder (2016).
Note. CSR = corporate social responsibility.

programs, (4b) managing CSR programs, and (4c) identifying and realizing
CSR-related business opportunities; (5) realizing CSR-supportive interper-
sonal processes; (6) employing CSR-supportive personal characteristics and
attitudes; (7) personal value—driven competencies, including (7a) ethical nor-
mative competencies, (7b) balancing personal ethical values and business
objectives, and (7c) realizing self-regulated CSR-related behaviors and active
involvement; and (8) reflecting on personal CSR views and experiences.

As mentioned earlier, an important limitation of the aforementioned stud-
ies is that they all used an omnibus-level of analysis to determine which indi-
vidual competencies CSR professionals need. According to Johns (20006), the
omnibus-level factors only influence an employee’s behavior through dis-
crete-level factors. Thus, competencies contextualized at the level of profes-
sions can only guide actual work behavior when they are interpreted
within—or when they account for—discrete-level factors (e.g., contextual-
ized within specific job roles). This discrete-level of analysis has remained
largely unexplored in the literature as to yet.

In short, previous studies of individual CSR-related competencies have
provided us with valuable insights regarding important competencies for the
CSR manager; however, further specification and contextualization at a dis-
crete-level are needed to provide guidelines for specific behaviors in the
management of the CSR adaptation process and to determine the relative
importance of specific individual competencies that are needed by CSR
managers.
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Job Roles in the Adaptation Process

An accepted and often employed way to contextualize work-related behavior,
such as competencies, is to determine the job roles and tasks needed to reach
a specific objective (Cameron, Quinn, DeGraff, & Thakor, 2006; Johns,
2006; Mulder, 2014). A widely used taxonomy of job roles for management-
related tasks is the competing value framework (CVF; Cameron et al., 2006;
Quinn, 1988; Quinn & Rohrbaugh, 1983). This framework was developed
initially through research on major indicators of organizational effectiveness
but was later also converted into a normative framework of effective leader-
ship behavior (Quinn, 1988). Quinn and Rohrbaugh (1983) identified two
key dimensions underlying organizational effectiveness, namely, the focus of
the manager (internally focused on internal processes and valuing human
resources vs. externally focused on maximizing output and expansion and
adaptation to the external environment) and manager’s preference for struc-
ture (a preference for control and stability vs. a preference for change and
flexibility). The two dimensions are juxtaposed, forming four competing
managerial models which include eight key managerial roles (Quinn, 1988):
the mentoring role, stimulating role, innovating role, networking role, moni-
toring role, coordinating role, producing role, and the strategic role (see
Appendix A for the descriptions of the roles).

The CVF has been criticized mainly for being a simplistic reflection of
reality and for its assumption that the values are competing. Several scholars
(e.g., Belasen & Frank, 2008; Denison, Hooijberg, & Quinn, 1995; Hartnell,
Ou, & Kinicki, 2011) assert that they are neither competing nor paradoxical;
rather they can coexist and strengthen each other. This notion was recently
confirmed by a meta-analysis conducted by Hartnell and colleagues (2011),
showing the limited value of using the CVF to position one’s dominant mana-
gerial value. However, the model describes a broad range of managerial
roles, which can be and is widely used to explore and identify relevant mana-
gerial roles in research and in practice (Cameron et al., 2006; Ostroff, Kinicki,
& Tamkins, 2003).

Scholars have identified similar managerial roles in different change con-
texts as described by Quinn (1988). However, unlike the CSR adaptation
process, these contexts mostly involved discontinuous or incremental organi-
zational changes, which are rapid or successive but limited changes. For
example, Barratt-Pugh, Bahn, and Gakere (2013) conducted a case study and
signified the importance of the role of change agents (which seems to be a
combination of the stimulating and mentoring roles in the CVF) in driving an
organizational merger between two state government departments in Western
Australia. An example in which both discontinuous and incremental change
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processes were studied is the study of Higgs and Rowland (2011). These
scholars interviewed change leaders from 33 organizations and found that
certain leadership behavior (which corresponds to the strategic, coordinating,
stimulating, and mentoring roles in the CVF) supports effective change man-
agement. Belasen, Benke, DiPadova, and Fortunato’s (1996) research directly
studied all eight managerial roles of the CVF simultaneously in the context of
a discontinuous change process (significant downsizing) and found that all
eight roles were considered important during the change process. These pre-
vious studies indicate that the CVF provides a useful framework to identify
the job roles involved in change management. Contrary to the aforemen-
tioned studies, however, (a) we explore the relevance of these managerial
roles within the context of the CSR adaptation process, which has a large
normative component and involves a continuous change. (b) Moreover, we
use these managerial roles to determine which individual CSR-related com-
petencies are needed to perform these roles effectively. Therefore, the follow-
ing research questions were formulated:

Research Question 1: Which of the eight managerial roles described in
the CVF are relevant in the context of the CSR adaptation process?
Research Question 2: Which individual competencies do CSR managers
need in each role to effectively perform that role?

Method

Procedure

We conducted a qualitative study, which enabled us to explore, identify, and
prioritize important job roles (and tasks) with respect to the CSR adaptation
process, as well as the subsequent key individual CSR-related competencies.
The data were collected in two phases. In the first phase, we interviewed 28
CSR professionals (primarily CSR directors and managers; see Appendix B)
over a time span of 3 months (April 2013 through June 2013) to identify key
roles, tasks, and individual competencies.! These 28 CSR professionals were
recruited from 20 Dutch multinational companies, including companies that
are internationally known for their CSR-related practices (e.g., Philips,
Unilever, and DSM). The companies were selected from the 2012
Sustainability Transparency Benchmark.? This annual benchmark provides a
clear indication of how active the included Dutch companies are with respect
to addressing CSR-related challenges. We initially contacted the 100 highest
ranked companies from various sectors as we perceived these companies to
be the most active in terms of CSR. The companies represented the following
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sectors, as categorized by the Sustainability Transparency Benchmark: bank
and insurance (n = 16); construction and maritime (n = 10); consumer prod-
ucts (n = 3); energy, oil, and gas (n = 8); trading companies (n = 2); industrial
(n =5); media (n = 4); services (n = 17); technology (n = 6); transport (n =
11); real estate (n = 3); food and drinks (n = 12); and retail (n = 3). Each
company’s principal CSR professional (i.e., the individual responsible for
developing the company’s CSR policy and strategy and/or responsible for
implementing CSR) was then identified and invited to participate in the
study. Those who did not participate in this study could not be reached or
declined our request due to time constraints, as for many companies the
annual sustainability reporting was due in this period. As a consequence, no
CSR manager from the construction and maritime, trading companies, and
the media sector were interviewed in this study (see Appendix B for more
information about the companies and sector represented in this study).
Moreover, we included only CSR managers from companies that are not
founded on CSR principles to ensure that their tasks and experiences reflected
the difficulties faced by CSR managers in mainstream businesses (e.g.,
potential friction between economic interests and CSR objectives).

The interviews were conducted using a standardized, semistructured inter-
view format, and the interviews were continued until saturation was reached
(Strauss & Corbin, 1998), meaning that after the 28th interview, it was
decided to end the data collection because the last three interviews did not
yield significant new information about the job roles and individual compe-
tencies needed in the CSR adaptation process. One researcher (the first
author) conducted all of the interviews to minimize any potential bias. The
interviewer addressed the following topics sequentially: (a) basic background
information (e.g., education, age, and prior work experience), (b) the job
roles held and/or deemed important in the CSR adaptation process (exem-
plary question: “Can you please describe your role in the CSR adaptation
process?”), (¢) CSR-related competencies that were used by the professional
and/or which the professional deemed effective in the CSR adaptation pro-
cess, and (d) reflection on the CSR-related competencies identified in the
literature (see Table 1).

In the second phase of the data collection, we aimed to show that the con-
text can affect the individual competencies CSR managers need by determin-
ing the relative importance of the individual competencies within each
managerial role. We decided to explore the prioritization of the competencies
among the CSR managers interviewed in Phase 1 and as such provide the first
insights into the relative importance of the competencies for each job roles.
Thus, in the second phase of the data collection and after the interview tran-
scripts were analyzed, the results were sent to the participants via an online
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questionnaire. The questionnaire was completed by 18 of the 28 participating
CSR professionals and consisted of two parts. In the first part, we asked par-
ticipants to provide feedback regarding the list of identified job roles and
individual CSR-related competencies. In the second part of the questionnaire,
we asked the participants to prioritize these individual competencies for each
role. The participants were instructed to rank the three competencies they
considered most essential for successful role performance. The participants
could choose from among the individual CSR-related competencies listed in
Table 1. We ensured diverse perspectives with respect to important compe-
tencies for each role by allowing all of the participants to rank all of the roles,
even if a participant was not directly engaged in that particular role.

Data Analysis

We performed a content and domain analysis on the interview transcripts to
better understand the job roles that are considered important in the CSR adap-
tation process. The software program ATLAS.ti was used to organize and
analyze the transcripts (for a detailed description of this program, see Friese,
2012). First, all interview transcripts were read thoroughly by the first author
to identify and extract meaningful excerpts—those excerpts that explicitly
describe the role, tasks, or responsibilities involved in the adaptation pro-
cess—from the interviewees’ responses. All coders were instructed to read
the transcripts before coding and to check whether all relevant excerpts were
identified. If other sentences were found that were not yet identified as rele-
vant for analysis, they were added following a discussion and agreement
between the coders. Next, the first and second authors independently assigned
codes to the selected excerpts. The management-related roles and tasks were
categorized using the eight managerial roles of Quinn (1988; see Appendix
A). We included a category “others” as an additional code to account for
excerpts that did not fit within any of these managerial roles.

Cohen’s kappa (Cohen, 1960) was calculated for each role and revealed
that agreement between the two coders ranged from good to very good for
seven of the eight roles, with kappa values ranging from 0.62 to 0.87 (see
Altman, 1991, p. 404; Landis & Koch, 1977). Agreement between the two
coders with respect to the “monitoring role” was reasonable (k = 0.48). To
improve reliability for the “monitoring role,” all excerpts coded as such—as
well as differences between the two coders with respect to the other seven
roles—were discussed until agreement was reached. The excerpts coded as
“others” were also discussed. These excerpts mainly represented tasks that are
related to learning and working with peers. We concluded that being a “peer”
is an important role for a CSR manager’s personal development, which can
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affect their individual competence development and consequently influence
the change process. However, we found that within the context of the CSR
adaptation process, it is the exposure to and sharing of best practices that is
directly relevant for the change process; CSR managers can select these expe-
riences through seeking and maintaining contact with peers; as such, these
statements were included in the definition of the “networking role.” The
selected excerpts were then used to define the job roles specifically in the
context of the CSR adaptation process (see Table 2 for exemplar quotations).
We were unable to obtain conclusive results for two of the eight managerial
roles included in CVF (Cameron et al., 2006; Quinn & Rohrbaugh, 1983), as
only a few CSR professionals acknowledged their importance and provided
information regarding these job roles within the context of CSR adaptation;
thus, the “innovating role” and the “producing role” were excluded from fur-
ther analyses.

Next, for each role, we appointed scores to the competencies selected by
the respondents to prioritize and prevent the creation of a laundry list of indi-
vidual CSR-related competencies with respect to the job roles. The compe-
tencies that were ranked by a respondent as being the most, second-most, and
third-most important were assigned 3 points, 2 points, and | point, respec-
tively. Thereafter, we constructed a ranking of key CSR-related competencies
for specific roles in the CSR adaptation process; this ranking was calculated
by summing all of the individual scores given by the respondents for each
competence within a particular role. To clearly distinguish between what
respondent considered more important and less important competencies, we
show here only the top half of the ranking® and we specifically denote the
three highest ranked individual competencies in the “Results and Discussion”
section.

Results and Discussion

Research Question 1: Which of the eight managerial roles described in
the CVF are relevant in the context of the CSR adaptation process?

First, we explored which of the eight managerial roles of Quinn (1988) could
be identified within a CSR adaptation context. Belasen et al. (1996) showed
that in a discontinuous change context (i.e., significant downsizing), all eight
managerial roles could be identified and were considered important for the
management of the change process. In contrast, we found that in the case of
the CSR adaptation process, which involves a continuous change process, not
all roles were considered as important. Six of the eight managerial roles
described in the CVF were supported by the analysis of the interview data.
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Table 2. CSR-Related Roles and Supporting Exemplar Quotations Extracted from
the Interview Transcripts.

Roles Exemplar quotation Source
A. Coordinating “l am responsible for the implementation of CSR within core Interviewee
role business processes. That is, the CSR-related strategic objectives GI, program
formulated by the top management reaches the rest of the manager, CSR

company through me. | lead and coordinate the implementation of
these objectives.”

“From my management role | need to have that helicopter view,  Interviewee
and be alert of all the developments that are put in motion S, director,
to see what needs adjustment, are where people need to be corporate
activated, to ensure that the right objectives are reached. responsibility

Though the actual project and process management is done by
others, it is my task to have that oversight and provide guidance
to officers where and if needed.”
B. Stimulating “Itis a role in which you need to continuously trigger and stimulate  Interviewee |,
role people to set the bars higher, discuss with them what is going CSR manager
well and what can be improved, and link it to the bottom line.
However, you need to be careful as it can come across as pushy,
but what you want and need to be is an inspirer and a motivator.”

“The Board of Directors has formulated strategic CSR objectives, Interviewee K,
which are recognizable throughout the company. It is my task CSR manager
to ensure that we keep up a good performance with respect to
these objectives, and to continuously stimulate the Board’s and the
company’s ambitions regarding CSR, in that the bars are raised each
year. | do the same for the various business units. For them | am their
sustainability business partner and through this role | try to motivate
them to set their own CSR objective and challenge themselves with
respect to CSR while still earning money for the company.”

C. Networking  “You often represent the company’s CSR program. You have to  Interviewee I,
role present your company’s CSR program and objectives to business ~ CSR manager
groups such as Finance and R&D department. But we are also
involved in curricula development of schools.”

“I am the company’s CSR representative for other organizations, so |  Interviewee
am representing my company’s CSR ambitions and program during El, director,
conferences, anchoring our message, our vision and definitely live sustainability
up to our corporate and personal values. And | am in charge of our
communication with external stakeholders so .. .”

D. Strategic role “When you take into account the plan-do-check-act-cycle, then | Interviewee
am responsible for the planning. | have the task to develop CSR N, manager,
policies and programs and provide input for our CSR ambitions sustainability

and strategic objectives. The Board sets the strategic objectives,
but my department prepares and provides the input for the
decision-making process.”

“l am a member of the steering committee that was formed Interviewee O,
based on the PPP idea. We included the financial director to senior advisor
ensure that the projects are profitable, marketing director for and strategist,
communicating and marketing our CSR efforts, and me for sustainability

CSR. Together we formulate the company’s CSR vision, CSR
objectives and CSR agenda.”

“I was also assigned the task to earn money for the company . .. It Interviewee
makes no sense to do all sorts of cool green things, if ultimately HI, director,
you cannot make a business out of it. Such “projects” are not sourcing and
sustainable by definition . . . and that is what | do, | develop new sustainability
and plan sustainability business concepts.

(continued)
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Table 2. (continued)

Roles Exemplar quotation Source

E.  Monitoring “Each year we publish a sustainability report, which includes three Interviewee E2,
role sections, of which the environment is one. It is my tasks to sustainability
collect and verify relevant environmental data, from various sites  manager, supply
and departments and establish a report of the results.”

“It is our tasks to improve and broaden our CSR reporting. As Interviewee F2,
such | also conduct internal audits for the set sustainability- compliance
related key performance indicators. As such it | collect and officer
verify relevant data, and report on the results.”

F.  Mentoring “For example, | am not responsible for sustainable procurement. Interviewee
role The people from the procurement department are. | am not there Q, director,
to determine how they should do their jobs and include CSR corporate
principles in their jobs. They themselves are more knowledgeable communications
in that respect. But | am there to think along and help them, bring and CSR

those officers together so they can learn from each other, get them
in touch with suppliers or stakeholders so they can discuss how to
include sustainability objectives in their procurement activities, or
brainstorm together to find ways to really make a difference, like
using fewer air travels through more efficient logistics.”

“It is my task to train others to integrate sustainability in Interviewee
their dealings with customers. | teach them how to discuss A2, business
sustainability issues with the customers, translate the outcomes developer,

of these interactions into concrete investments that contributes sustainability
to sustainable development and benefits our company
financially.”

Note. CSR = corporate social responsibility.

These six job roles are the coordinating, stimulating, networking, strategic,
monitoring, and mentoring roles. The roles and their interpretation within the
context of CSR adaptation are presented below in descending order based on
the total number of interview participants that identified each role (see Table
2 for exemplar quotations).

Coordinating Role

According to Quinn (1988), managers in this role coordinate the process
through which a set strategy is embedded within the company. Twenty-six
out of the 28 CSR managers who were interviewed described a similar role as
Quinn’s coordinating role within the CSR adaptation process. Based on their
responses, we could define the coordinating role of CSR managers as fol-
lows: The CSR manager in his or her role as coordinator supports the various
business units during the CSR adaptation process. He or she is aware of the
full range of changes that will be set in motion by the company s CSR strat-
egy, and he or she organizes, manages, coordinates, and facilitates people,
processes, changes, and projects. Actual responsibility for integrating CSR
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into the organization's daily activities lies with the various business units and
employees. Nevertheless, the CSR manager provides support and monitors
the progress.

Stimulating Role

According to Quinn (1988), this role focuses on encouraging others and
developing and maintaining a supportive group moral. Twenty-four out of the
28 CSR managers who were interviewed described a job role that resembles
Quinn’s stimulating role. Many interviewees described this role in terms of
activating, stimulating, and inspiring others on a continuous basis because
CSR challenges change over time. These “others” include not only fellow
employees but also the board members. One CSR manager argued in favor of
an “idealistic role,” which he described as “a role in which the CSR manag-
er’s personal ideals and way of living are based on CSR principles. This
individual employs these ideals, authenticity, and engaging attitude in acti-
vating others to engage in CSR behavior.” Because his description fits well
with the role of the “stimulator,” we included this idealistic role in the defini-
tion of the stimulating role. Based on the interviewees’ responses, we could
define the stimulating role of CSR managers as follows: The CSR manager
acts as an ambassador of CSR. His or her personal ideals and way of living
are based upon CSR principles, through which he or she motivates, stimu-
lates, inspires, and activates others to integrate CSR objectives into their
assigned tasks. The CSR manager often does so despite having no formal
authority.

Networking Role

According to Quinn (1988), this role is oriented toward the external environ-
ment in which the manager seeks and maintains a network of contacts.
Twenty-two out of the 28 CSR managers who were interviewed described a
similar job role as Quinn’s networking role. Many stated to be the CSR
spokesperson for their respective companies and described how they repre-
sent their companies in various external CSR events. Some also stressed the
importance of having contact with peers to keep up to date and exchange best
practices. Based on the interviewees’ responses, we could define the net-
working role of CSR managers as follows: In this role, the CSR manager acts
as a representative of the CSR profession and for his or her company'’s CSR
program at external venues (e.g., panels and platforms) or in meetings with
external parties (e.g., stakeholder dialogs). He or she seeks and maintains
contact with external parties, meets with and learns from his or her peers,
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and is responsible for formally communicating his or her company’s CSR
performance (e.g., by giving presentations).

Strategic Role

According to Quinn (1988), in this role, it is the task of the manager to for-
mulate objectives and develop a company’s strategy. Twenty-one out of the
28 CSR managers who were interviewed described a job role that resembles
Quinn’s strategic role. The CSR managers interviewed in this study often
reported directly to the CEO or board of directors (if they were not members
of the board themselves). Based on their responses, we could define CSR
manager’s strategic role as follows: In this role, the CSR manager is particu-
larly focused on developing a CSR strategy and is responsible—at least in
part—for integrating this strategy into the company s general strategy. The
manager establishes and refines CSR-related business models and estab-
lishes CSR initiatives, and he or she is perceived and approached as a busi-
ness partner by other business units.

Monitoring Role

According to Quinn (1988), evaluating and reporting is one of the key tasks
in this role. Twenty-one out of the 28 CSR managers who were interviewed
described a similar job role in which auditing and reporting on company’s
CSR activities was mentioned most often. Based on the interviewees’
responses, we could define the monitoring role of CSR managers as follows:
In this role, the CSR manager monitors and evaluates specific applications of
the CSR strategy and policies (for example, by performing internal audits).
He or she also develops CSR standards, tools, and procedures for promoting
specific CSR activities and internal measurement systems. He or she is also
responsible for—or contributes to—the content of the annual CSR report.
Therefore, he or she collects and analyzes relevant data (e.g., data regarding
the company’s CSR performance and carbon footprint).

Mentoring Role

According to Quinn (1988), the manager acts as a coach and stimulates the
professional development of individuals. Eighteen out of the 28 CSR manag-
ers who were interviewed described a job role that resembles this role and in
which the manager is the CSR expert within the company. Based on the inter-
viewees’ responses, we could define the mentoring role of CSR managers as
follows: In this role, the manager advises, informs, and trains employees, so
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they can achieve CSR objectives in their respective assigned tasks. He or she
collects relevant information and ensures that employees are informed with
respect to CSR in the context of their company. Because employees often
know best how to integrate CSR into their assigned tasks, the mentors task is
to support, counsel, and coach others.

With respect to the “innovating role,” though the support was limited,
some evidence could be found in the interviews to support this role, which
focuses on creating new—or improving existing—CSR activities. For exam-
ple, Interviewee H1 (director, sourcing and sustainability), described how it
is his responsibility to develop new business models:

I was also assigned the task to earn money for the company . . . It makes no
sense to do all sorts of cool green things, if ultimately you cannot make a
business out of it. Such “projects” are not sustainable by definition . . . and that
is what [ do, I develop new and plan sustainability business concepts.

The interview transcripts provided little evidence for the “producing role,”
which focuses on performing the actual execution of specific CSR activi-
ties. Thus, the results suggest that Dutch CSR managers consider these two
roles to be less important for their daily practice in the context of CSR
adaptation. A possible explanation is that the CSR managers were often
positioned as supporting staff members and were therefore not the ones
that were involved in the actual production and R&D process, which are
managed by line managers. Interviewee K and Interviewee Q describe it as
follows:

It is not per se that you are the one that innovates, but rather that you manage
and facilitate innovative ideas from others or organize innovation sessions to
stimulate original thinking. If we want to develop our CSR program even
further we need to set the bars higher and innovate. We therefore try to be
innovating within our sector. (Interviewee K, CSR manager).

For example, I am not responsible for sustainable procurement. The people
from the procurement department are. I am not there to determine how they
should do their job and include CSR principles in their jobs. They themselves
are more knowledgeable in that respect. But I am there to think along and help
them, bring those officers together so they can learn from each other, get them
in touch with suppliers or stakeholders so they can discuss how to include
sustainability objectives in their procurement activities, or brainstorm together
to find ways to really make a difference, like using fewer air travels through
more efficient logistics. (Interviewee Q, director, corporate communications
and CSR)
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These findings confirm that CSR managers may have different roles and
tasks and that six of the eight managerial roles described by Quinn (1988) are
important for driving the CSR adaptation process. In this study, we provide a
definition for these job roles for CSR managers.

Research Question 2: Which individual competencies do CSR managers
need in each role to effectively perform that role?

Following the identification of the roles in CSR adaptation, we explored the
relative importance of the CSR-related competencies within each role. Table 3
shows the ranking for each managerial role. The results show that the CSR-
related competencies are differently prioritized within the six managerial roles.

These results differ somewhat from previous research. That is, studies on
CSR-related competencies have yielded inconsistent results with respect to
the importance of systems thinking competencies (i.e., “understanding CSR-
relevant systems”), “ethical normative competencies,” and foresight compe-
tencies (i.e., “anticipating CSR-related challenges”). Some scholars such as
De Haan (2006), Rieckmann (2012), and Wiek et al. (2011) asserted that
systems thinking, ethical normative, and foresight thinking competencies are
crucial in the CSR profession. For example, Rieckmann (2012) asked 70 sci-
entific and public experts which competencies they thought are needed to
understand CSR-related challenges and to contribute to sustainable develop-
ment. Foresight competencies were ranked as the second most important,
with systems thinking competencies ranking first. Although according to
Rieckmann these competencies are needed by anyone wanting to understand
and contribute to sustainable development, these tasks are according to Wiek
etal. (2011) in particular essential to the CSR profession, indicating that fore-
sight competencies and systems competencies are also important for CSR
managers. In addition to foresight thinking and systems thinking, Wiek et al.
(2011) also stressed the significance of normative competencies for the CSR
profession, through which professionals develop and generate virtues that
constitutes his or her good character, and which forms a basis for decision-
making processes concerning CSR (Blok, Gremmen, & Wesselink, 2016).
Others like Willard et al. (2010) and Osagie et al. (2016), who surveyed CSR
professionals and interviewed CSR managers, respectively, found little
empirical evidence for the importance of “ethical normative competence” in
a business context.

Contrary to the abovementioned studies, our findings enabled us to go
beyond a list of general CSR competencies and better explore the relative
importance of these particular CSR competencies in a CSR adaptation context.
That is, when looking at the three key individual CSR-related competencies for
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Table 3. Ranking of Individual CSR-Related Competencies According to Level of
Importance for Effective Role Performance.

A. Coordinating role

B. Stimulating role

C. Networking role

Managing CSR
implementation (28)

Realizing CSR-
supportive interpersonal
processes (32)

Realizing CSR-
supportive
interpersonal processes
(39

2. Realizing CSR- Identifying and realizing 2. Employing CSR-
supportive interpersonal CSR-related business supportive personal
processes (18) opportunities (15) characteristics and

attitudes (15)

3. Anticipating CSR-related Anticipating CSR-related 3.  Ethical normative
challenges (18) challenges (15) competencies (14)

4. Understanding CSR- Employing CSR- 4. Understanding CSR-
relevant systems (I 1) supportive personal relevant systems (8)

characteristics and
attitudes (13)

5. Realizing self-regulated CSR leadership 5. Anticipating CSR-
CSR-related behaviors competencies (I 1) related challenges (6)
and active involvement
©)

6. Understanding CSR- Ethical normative 6. CSR leadership
relevant standards (8) competencies (6) competencies (6)

D. Strategic role E. Monitoring role F. Mentoring role

I. CSR leadership Understanding CSR- I. Realizing CSR-
competencies (31) relevant standards (35) supportive

interpersonal processes
25)

2. ldentifying and realizing Understanding CSR- 2. Reflecting on personal
CSR-related business relevant systems (23) CSR views and
opportunities (18) experiences (18)

3. Anticipating CSR-related Balancing personal 3.  Employing CSR-
challenges (I 1) ethical values and supportive personal

business objectives (I I) characteristics and
attitudes (17)

4. Balancing personal Ethical normative 4. Understanding CSR-
ethical values and competencies (10) relevant systems (12)
business objectives (10)

5. Understanding CSR- Realizing self-regulated 5. Ethical normative
relevant systems (10) CSR-related behaviors competencies (12)

and active involvement
(10)
6.  Ethical normative Reflecting on personal 6. Anticipating CSR-

competencies (8)

CSR views and
experiences (7)

related challenges (6)

Note. The scores between parentheses are sum scores based on the individual rankings of all CSR
professionals (n = 18). CSR = corporate social responsibility.
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each role (Table 3), we found that systems thinking was only considered crucial
in the monitoring role, foresight competencies is crucial in three out of the six
managerial roles, and ethical normative competencies is crucial only in the
networking role. Thus, although our study was explorative in nature, the results
strongly suggest that it is worthwhile to include discrete-level contextual fac-
tors, and managers’ job roles in particular, when determining the importance of
particular CSR-related competencies, as each role seems to require a different
combination and prioritization of these competencies.

Interestingly, “ethical normative competencies’” was not ranked among the
three most essential individual competencies for the “stimulating role”—a
role focused on activating and inspiring others to integrate CSR principles
into their assigned jobs. During the interviews, the CSR managers were very
passionate about CSR and about their work. We expected that “ethical nor-
mative competencies” and specific personal attitudes would have ranked
higher in terms of prominence in the stimulating role; personal involvement
and authenticity are incremental in stimulating others (cf. Gardner &
Schermerhorn, 2004), and according to the literature, personal values are an
essential determinant of one’s actions at work (e.g., Hay & Gray, 1974;
Swanson, 1999). We were surprised to see that these competencies were con-
sidered less important in the stimulating role when prioritizing the competen-
cies and that the business case logic (i.e., a bottom-line rationale) seems to be
far more prominent than the idealistic logic. The key competencies with
respect to the stimulating role are interpersonal competencies, being able to
anticipate CSR challenges, and being able to translate these challenges into
business opportunities. Here, the business context evidently guides the indi-
vidual competencies that CSR managers must use, suggesting that in the case
of the CSR adaptation process, there might be a discrepancy between CSR
managers’ personal beliefs and the behaviors that they consider effective in
stimulating sustainable work behavior in others. In fact, besides idealistic
logic, one must clarify how the business—and as such, the company—could
benefit from engaging in these initiatives to stimulate others within the com-
pany. The following excerpt from the interview with CSR Manager K illus-
trates this notion:

The Board of Directors has formulated strategic CSR objectives, which are
recognizable throughout the company. It is my task to ensure that we keep up a
good performance with respect to these objectives, and to continuously
stimulate the Board’s and the company’s ambitions regarding CSR, in that the
bars are raised each year. I do the same for the various business units. For them
I am their sustainability business partner and through this role I try to motivate
them to set their own CSR objective and challenge themselves with respect to
CSR while still earning money for the company.
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The discrepancy between CSR managers’ beliefs and their work behav-
ior reinforces Hahn and Aragon-Correa’s (2015) and Hemingway (2005)
suggestion that employees’ personal beliefs about CSR may not be aligned
with what they themselves do at work because a mismatch between
employees’ beliefs and that of their companies may lead them to align their
work behavior with what is acceptable within their companies (Hemingway,
2005); CSR managers particularly use the business case discourse and the
economic language to effectively stimulate others to engage in CSR
activities.

Moreover, the study findings strongly suggest that besides the stimulating
role, the business case logic may even influence the relative importance of
specific individual competencies in the other managerial roles; the results
show that the more general management-related competencies (e.g., inter-
personal competencies, being able to anticipate CSR challenges, and being
able to translate these challenges into business opportunities) are considered
important in multiple roles (see Table 3). This provides support for previous
research that show that business case arguments for engaging in CSR are
dominant and remain directive for employees’ CSR work behavior (e.g., Gao
& Bansal, 2013; Hahn & Aragon-Correa, 2015).

Limitations and Suggestions for Further Research

Our study has some limitations that merit discussion. First, we stressed the
importance of contextualizing reported individual CSR-related competen-
cies. Yet, as discussed earlier, contextual effects can include different fac-
tors at both the omnibus-level and the discrete-level (Johns, 2006). Here,
we contextualized reported CSR competencies within relevant job roles,
an essential yet initial step in contextualizing CSR competencies at a dis-
crete-level, because other discrete-level factors may also have provided
valuable information about the relative importance of the individual com-
petencies for CSR managers’ managerial roles. For example, the social
context in which individuals work can also influence work behavior
(Johns, 2006), indicating that the configuration of relevant CSR competen-
cies can also differ between different social situations. Moreover,
Rieckmann (2012) showed that the relative importance of CSR-related
competencies may differ between cultures. Thus, company’s internal and
external context, which has its specific culture and governance, might also
affect the individual competencies that should be denoted in the CSR
adaptation process. Future studies should include this and/or other factors
at the discrete-level to yield further insight into contextual effects on indi-
vidual CSR competencies.
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A second limitation is that we sent the survey, in which we asked
respondents to prioritize the individual competencies, to the original inter-
view sample. As our aim was not to provide a validated competence pro-
file, but rather to show that the context can affect the individual
competencies and the relative importance of the competencies CSR man-
agers need, we decided to explore this issue by first asking those we inter-
viewed to provide a prioritized list. Moreover, this choice also allowed us
to member check the results that we derived from the interviews.
Nevertheless, to validate the competence profile presented in Table 3, it is
important to assess it in a larger sample. By working together with national
CSR associations, scholars can distribute an online questionnaire with
both closed- and open-ended questions among a larger group of CSR pro-
fessionals. Respondents could be asked to list and explain their three most
important job roles including the individual competencies they need to
master to be effective in those roles. This step is important to validate and
perhaps complement the job roles and competencies identified in the pres-
ent study. Next, respondents can be asked to provide feedback regarding
the list of identified job roles and individual CSR-related competencies as
presented in this study. Here, one can also ask respondents to add their
proposed job roles and competencies that are not yet represented in this
list. Finally, to validate the competence profile presented in this study,
respondents could be asked to prioritize the competencies within each job
role—If technically possible, one could add the competencies and job
roles respondents proposed in the previous step to the list.

Another limitation of the present study is the fact that not all sectors were
represented in this study and that we only included large companies in our
study. It is well documented that small and medium-size enterprises (SMEs)
differ from large companies in a number of respects, aside from simply the
number of employees. SMEs also differ from large companies with respect to
resource availability, organization, and management (Roper & Scott, 2009;
Spence, 1999). More importantly, other factors such as support for CSR, the
company’s view of their role in CSR, their implementation of CSR, and CSR
practices differ between SMEs and large companies (Apospori, Zografos, &
Magrizos, 2012; Castka, Balzarova, Bamber, & Sharp, 2004; Gallo &
Christensen, 2011). Thus, key job roles and individual competencies may
differ as well between SMEs and large companies and between the sectors
included in this study and other sectors. Future studies may provide addi-
tional insight into these matters.

Furthermore, as adapting to CSR principles involves joint efforts of all
employees within the company, future studies may also assess to what extent
the proposed individual CSR-related competencies are useful for others
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within the companies. Because managers play a crucial role in promoting
sustainable work behavior among their subordinates, it might be interesting
to conduct a study among different types of managers (e.g., asset managers),
using a similar research method as was done in the current study. Moreover,
a focus on other managers within the company might be especially interest-
ing, because in an ideal situation, CSR managers are no longer needed as
CSR is fully integrated within core business process. In such situations, the
role of other managers within the company becomes more essential for ensur-
ing CSR.

Conclusion

We present in this study one of the first empirical contextualization of indi-
vidual competencies needed in the CSR adaptation process. We showed that
CSR managers have different managerial roles in the adaptation process, the
individual competencies that are needed to effectively perform these roles
may differ between roles, and the relative importance of these competencies
within each role may be driven by business logic rather than an idealistic
logic.

The limitations notwithstanding, our results have several practical
implications. First, our study addresses a concern that is often voiced by
many CEOs. Specifically, previous research suggests that CEOs of lead-
ing companies express the need to improve the competencies and mind-
sets of their managers to address CSR-related challenges (United Nations
Global Compact & Accenture, 2010). Here, we report that CSR managers
have unique roles in the CSR adaptation process; moreover, depending on
his or her actual role(s) in the adaptation process, different individual
CSR-related competencies might be needed to successfully perform the
role(s). Our study findings are particularly relevant to CSR professionals
and researchers. Our competence profile, though an initial version due to
the exploratory nature of this study, can guide CSR managers’ personal
reflection process. It can especially aid those CSR managers in companies
that are in the earlier stages of the CSR adaptation process; it helps them
understand their role in the CSR adaptation process, reflect on the compe-
tencies they have and perhaps need to develop, and helps them pinpoint
the job roles (including subsequent competencies) that might aid the
advancement of the CSR adaptation process. Researchers can use the
competence profile as a framework to further develop the competence
profile for CSR managers and unravel the micro-, meso-, and macro-level
influences on a company’s CSR adaptation process (cf. Aguinis & Glavas,
2012).
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Notes

1. The current study focuses on identifying relevant job role. See Osagie, Wesselink,
Blok, Lans, and Mulder (2016) for more information regarding the process of
identifying individual competencies for the corporate social responsibility (CSR)
adaptation process.

2. The Dutch Ministry of Economic Affairs uses this benchmark to provide insight
into the quality and quantity of CSR reporting by Dutch companies. The 550 larg-
est Dutch companies and organizations (based on the number of employees and/
or the highest turnover) are included in this benchmark. The 2012 Transparency
Benchmark is at https://www.transparantiebenchmark.nl/resultaat-2012.

3. The complete ranking will be provided upon request from the corresponding
author.
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