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ABSTRACT
Corporate Social Responsibility has become partthef overall corporate strategy

incorporating various stakeholders in the businesssystem to ensure success and
attainment of objectives. Companies are aligniyy t6SR strategies with their corporate
strategy to offer unique solutions to the world®idems. The main objective of this
research was to evaluate the challenges to aligli&R to corporate strategy in
Safaricom FoundationThe study employed a case study approach to ewealtlnst
challenges of aligning CSR with corporate strateyy.interview guide was constructed
and interviews conducted with strategists and fatiod personnel who have utilized
CSR and corporate strategy initiatives in Safaricboundation in order to elicit
responses for an in-depth understanding and asabydtey aspects of the research and
the data analysed using content analysis.

Findings of the study established that Corporate@ab®&esponsibility was found to be a
fundamental part of corporate strategy. Globalaratias not affected implementation of
CSR strategy as it is a reflection of the compaty$ on its strategy and the stakeholder
rather than global benchmarks. Political and regwyaenvironment is key to ensuring
successful completion of CSR projects.SafaricomnBation CSR policies are aligned
with the Vodafone policies which are the parent pany and are not impediment in the
planning and execution of the CSR strategy. Asmemendations, the management and
the cross-functional teams of Safaricom Foundatiere encouraged to also benchmark
the CSR program against global standards withoaéessarily losing the focus on its

corporate strategy. This will facilitate adoptidinbest practice where applicable.
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CHAPTER ONE

INTRODUCTION

1.1 Background of the Study

Corporate activities create both positive and negagxternalities for both the society
and the environment in which the corporations dgenaith the social expectation that
businesses should generate more positive exteesaliand minimize negative
externalities. This social expectation has incrdasehe last few decades and businesses
have responded with a set of activities given tlkeegic name of Corporate Social
Responsibility (CSR). Strategic CSR refers to thesteof CSR activities that help social
and environmental causes as well as benefit thedas but a framework which guides
CSR managers so that they can decide which CSRtim#s makes strategic sense to the
firm remains elusive. Further, globalization andrke& liberalization has altered the way
firms compete within and interact both with its twmsers and suppliers. In response to
these increasingly dynamic developments in the n@ssi environments, business
executives are gradually being confronted by theessity to broaden their strategic
options.

The current globalized world has also witnesseigisocial inequalities, disparities in
income, global environmental problems, and the autsng of increasingly skilled
operations, leading to demands for protection agaihe repression of unregulated
market forces (Levy and Kaplan, 2007). Such demaonds numerous challenges for the
private sector, as businesses are under intenssupeeto take responsibility for their
impact on the societies in which they operate,taecdenvironment. Moreover, the private
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sector is increasingly perceived to make active @ogitive contributions to development
of the society. This calls for responsible businasstices and corporate contributions in
terms of CSR (Visser, 2006). This research wiluon the challenges of aligning CSR
to corporate strategy (CS) as its main theme, enwlake of the tough local telecom
business and regulatory environment. It sets thesd within which the research will

achieve this objective by presenting the backgrooinithe study, the problem statement,

the study objectives as well as the value of thdyst

1.1.1 Corporate Strategy

The concept of corporate strategy has attractedttieation of business consultants and
scholars a like (Zabid and Paramjeet, 1995), wibhparate strategy emerging as a
subfield of management studies (Ansoff, 1988). Rude remarkable growth in size and
complexity of modern-day businesses, there has lzed¢remendous increase in the
segmentation of management responsibilities, |epiira tendency to loose sight of what
is the best for the overall business. A relatedjam to this is the difficulty to optimally

allocate resources to the different corporate aies/(Hillier and Lieberman, 2001). This

then calls for corporate strategy. According to §litiet al. (1996), corporate strategy is a
strategy formulated for the overall corporationjletoyle (1994) posits that typically, a

large corporation will have a corporate strategyiciisets the broad direction of the

corporation as a whole.

On the other hand, Porter (1980) claims that tlaeeefour generic market strategies a
corporation can choose from when crafting a comeorstrategy, and four generic

technology strategies a corporation must choos®a,frtamely: cost leadership, product



differentiation, cost focus and differentiation @#@c According to Doyle (2004), a
strategy can be, and is, planned by corporatiomseviMintzberg (1994), on the other
hand, concludes that strategy cannot be plannetirafegy can be planned, Gould et al.
(1994) identifies three broad styles of corporat@tegy planning, namely strategic

planning, financial control and strategic control.

It is noted that successful companies are ableatwstorm societal and environmental
hazards into business prospects, integrating timontheir business strategies. This then
lets them to achieve a strategic advantage ovér ¢benpetition, and at the same time
contribute to the society by helping forestall feticrises. A company can also use such
social initiatives to improve its competitive coxtteenhancing the quality of the business
environment it operates in. Consequently, the cawypainitiatives should be directly

linked to its core business so as to make the pfdbeese actions.

1.1.2 Corporate Social Responsibility (CSR)

CSR captures the dynamics between business andtysd€lavis, 1988). CSR as a
concept means being ethical towards stakeholdeed@dtk, 2004; Hopkins, 2003), it
represents voluntary company activities (Van Maijev2003) and it means at minimum
being legally complaint to the rules of the landa ®ll, 1999). Overall, CSR has a
dominant goal to better the condition of variouskeholders e.g. the broader society,
communities and the natural environment (Hopkin@)3 and has been seen as a
continuous process of engagement of the firm vhth dtakeholders (Boatright , 2000).

Accordingly, strategic CSR moves further than geodporate citizenship and lessens



injurious value chain impacts, incorporates soara ethical concerns into core business

operations and strategy, and lowers costs, crgatas, and better serves customer needs.

The strategy decision-making process of large comegainvolves social as well as
economic consequences, which are intimately relateaking social responsibility a
strong and binding component of corporate decismaking. The dimensions of studies
on CSR are fairly varied and include the study aflimateer work (Almeidaet al, 2005),
the dissemination of information on CSR initiati{€arroll, 1999), corporate citizenship
(Hemphill et al, 2004), the interaction between corporations &edcommunity (Fonseca
et al 2005), corporate giving and philanthropy (Amato A&mato, 2007), the
institutionalization of CSR (Ventura, 2005) and ralsdof social and environmental
management (Pasa, 2004). Corporate responsihilitylveseconomic, legal, ethical and
philanthropic responsibility whereas CSR is angraged part of business strategy that

creates value for both the business and the society

The emergence of corporate giving can be tracel twathe 1920s when large corporate
bodies began purposely launching publicity campaigniabel themselves as trustees of
the public. They sought to change the society' sgmion from moneymaking machinery
to communal institutions for the purposes of gagnpublic endorsement (Marchand,
1998). The field of CSR has grown rapidly during thast few decades, both in industry
and scholarly circles. Long gone are the days varearganization could do business for
the sole reason of earning revenue. If the orgénizaoes not take the environment into
account in doing business, or if the community \eht@is organization is situated or does
business, feels “abused” or that their needs are bhaing attended to, then the

organization’s future sustainability cannot be guéeed. A few studies have considered
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the association between CSR initiatives and busiagategy and found fairly reasonable
evidence on the existence of a positive relatigngRorteret al 2006; Pearce and Doh,
2005). The academic discourse in the literatur@andigg the interaction between CSR
and strategy management, notwithstanding, thegfmsts do not fill all the theoretical,
methodological and practical gaps. The present werks to enrich the discussion on
CSR, business strategy and competitive advantage, cantribute to the existing

literature on their associations, in the localisgtt

1.1.3 Overview of Safaricom Foundation.

The Safaricom Foundation was established in Aug@88 and is a registered charity
funded by Safaricom Limited and the Vodafone Grdupundation. The work of
Safaricom Foundation is an expression of the Coipdfassion for the World around
Us”. The Foundation provides a formal process fdraritable contributions to
communities, community groups and Non GovernmeQaganizations (NGOs) in
Kenya who are key partners in responding to scaia economic development issues
(Safaricom foundation, 2011). It supports initiagyprojects that provide sustainable
solutions to the most pressing social challengesspecific focus areas are Education,
Health, Economic Empowerment, Environmental Coretéra, Arts and Culture, Music

and Sports. The Foundation also responds to disamtel humanitarian emergencies.

So far, the Foundation has implemented more th@cbhmunity projects spread across
the country at a cost of KShs over 1 billion in thst seven years. Culturally, the services
are all geared towards growth. Safaricom Foundatgmeks to make positive

contributions to communities in direct ways througiiue added services and financial
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support for community projects. It has partneredhwéommunities and community
groups to implement activities that contribute todgatheir economic self sufficiency by
supporting income generating projects such as dmeaaing and small scale industries

and by working with the disabled to generate incdéone¢heir livelihoods.

The Foundation seeks to support the achievemenedacation for all by equipping

educational institutions. Due to the emergence tbkero sources of funding like the
Constituency Development Fund (CDF), which has avipion for the funding of

schools, the Foundation has in recent years focisedpport towards schools providing
learning opportunities for children with speciakde and the girl child. The Foundation
aims to contribute towards reducing illiteracy lpporting the enroliment and retention
of children in schools, including children with dislities. This effort contributes towards
the Millennium Development Goal of increasing asceseducation at the primary level.
The Foundation has supported the construction gagheing of classrooms, libraries and

laboratories in order to provide a satisfactoryn@sy environment for children.

The Foundation’s support in environmental cons@&waentails supporting innovative
community projects, like protecting and fencingefsts, tree planting, protecting and
conserving wildlife, mitigating against human/wifdl conflict and community clean-up
campaigns. The Foundation has supported the “Sav&lephant” project to implement
an innovative elephant tracking project and hasnpaed with the David Sheldrick
Wildlife Trust on a de-snaring project. These parships are some examples of
initiatives that contribute towards ensuring thaanmlives in harmony with his

surroundings. There have been numerous tree piamitnatives in the Aberdares, Ngare



Ndare and other communities. These CSR initiativege also helped to improve the
perception of the company among its staff, pardidulwhen staff becomes involved

through payroll giving, fundraising activities andmmunity volunteering.

1.2 Statement of the Problem

In the recent past, both scholars and policy atalyave devoted a great deal of attention
to the implications of CSR policies and initiativas well as their relation to corporate
strategy (McWilliamset al 2006; Porter and Kramer, 2006). In aligning CSR t
corporate strategy, several challenges are enaadahtSome researchers asserted that
this type of CSR initiatives seemingly addressiagheand every social problem were
neither good for business nor good for the orgaioms, since the initiatives were not
properly aligned to business strategies. Anotheallehge was identified as lack of
expertise to find effective and efficient solutidos social issues, thus firms were seen as
wasting valuable shareholders resources (Druck@9l Thus, the next emergent
thought in CSR, was that CSR apart from betterlng gociety should make strategic
sense since it was difficult to distinguish strate@SR from the core business activities
(Fukukawa and Moon, 2004). Likewise, CSR practeeshaped by internal strategic
dynamics mandating that corporations focus on emin@erformance and managers’
remuneration being tied to that performance as wasgllother structural pressures and
perceived barriers to a more integrated employrae@6ISR (Adams, 2002).

Strategic Management in Safaricom Ltd is a functidrose primary role is to ensure that
the company remains focused on the long term piwmfity, consistently deliver results in

a constantly changing environment and to optimieeresources available to obtain the

highest value in the long term. Safaricom has c@teostrategy and a separate corporate
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social responsibility (CSR) strategy. It believasthe commitment to behave ethically
and contribute to economic development while imprgvthe quality of life of its
workforce, their families as well as of the localhmmunity and society at large. It seeks
to make positive contributions to the communitiesuad it in direct ways both through
financial support for community projects and thrbwgyvn involvement Safaricom is not
sparing no effort in integrating its environmenfadlicies with the existing business
strategy and operations manual. it operates a soorpbrate environmental policy that
seeks to meet and surpass laid down environmenrakeations.

Locally, Ufadhili Trust (2004) revisited the subjeaf Corporate Social Responsibility
and Development in Kenya and found that CSR wagelgras a result of failure by the
government on its development agenda. Gathii (2808)eyed on the real meaning of
CSR in the Kenyan context, indicating the rolele Kenya Bureau of Standards (KBS),
ISO standards and volunteer CSR in shaping the imgarfi CSR in Kenya. The World
Bank Institute (2003) considered CSR and Respansibll Sustainable Development in
Kenya. Njenga and Smit (2007) appraised Corporaiga$ Investment in Kenya and
found that it includes areas of development, healtlucation, training, environment, arts
and culture and sport. On the other hand, Mwaud@%p studied Corporate Citizenship
in the light of the developing constitutional chaagn Kenya. Kivuitu and Fox (2005)
conducted a study on Perspectives on Corporate oRsiility for Environment and
Development, highlighting where and how businesBviac can best contribute to
sustainable development. Dolan and Opondo (200&)edaout a study on Emerging
CSR and Ethical issues in Kenya’s cut flower industhile Barako (2006) examined

factors influencing Voluntary Corporate Disclosimg Kenyan Companies. Also, Hale



and Opondo (2005) reviewed the realities of FloRewduction for Workers in Kenya.
However, the course of CSR has been influenced iby society organizations
campaigning against poor labour practices and enmientally damaging production
processes.

The present study takes cognizance of Kenyan publicern over adverse impact of
businesses on society. Indeed, the recent emergénvesious NGOs and environmental
pressure groups in Kenya for example the Green Beltement headed by the Nobel
Peace Prize Laureate Wangari Maathai suggeststtiatholders are concerned with the
manner in which corporate are responding to saesponsibility concerns. None of the
studies surveyed has exclusively dealt with thgesitwf challenges facing alignment of
CSR activities to corporate strategy, especiallythe telecom sector, presenting a
knowledge gap that this study seeks to achievecéienis required to build a framework
which can guide organizations to undertake strat€@$R. This needs to be researched
further for a comprehensive theoretical considemati Further, managers need a
framework upon which they can decide which CSRvégtto undertake and which not
to. This study attempts to fill this gap in litareg by proposing a CSR- Strategy-
Framework. This leads to the question: what are c¢hallenges facing Safaricom

Foundation in aligning CSR with corporate strategy?

1.3 Objectives of the Study

The main objective of this research is to evaluh&echallenges of aligning CSR with

corporate strategy in Safaricom Foundation.



1.4 Significance of the Study

The management and the cross-functional CSR/syratsgms of Safaricom Ltd will

benefit from this study as it will look at the clegiges to aligning CSR to CS and how to
address the same and thus the company’s compe&sse Further, the study will assist
the management in realizing the challenges reltadestrategic CSR and also provide
important information that will be of great releeanto the management in making
decisions that will help in organizing and diregti@mployees towards efficient strategic
CSR initiatives. In anticipation, the study resudtsould generate discussions among
board members and result in institution of releyaolticy framework and organizational

competencies for better strategic CSR practices.

Apart from the Company using the results of thisdgtto improve on strategic CSR
initiatives, especially in areas where challengerewpreviously experienced, other
organizations and business entities, especiallthentelecommunications industry can
also use this document as reference material isuguof efficient strategic CSR
initiatives in their organisations. This concermasognition that like many other sectors,
the telecom operators are confronted with incrgasomplexity and business turbulence,
yet strategic CSR affects their competitivenesse $tudy results should enlighten the
business executives on strategic CSR initiativest their firms’ competitive
positioning.By investigating the challenges to miiy CSR to CS, the study findings will
enrich the discussion on CSR, corporate strategy esmpetitive advantage, and
contribute to the existing literature on their asatons. Other scholars can also use the
information gathered to expound on areas not yelremded in CSR and corporate

strategy. The study’s findings will act as referengaterial for them while replicating the
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study elsewhere. Furthermore, although CSR and ocatp strategy literature
proliferates, there is a recurring criticism thiataicks empirical support, thus weakening

its validity.
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CHAPTER TWO

LITERATURE REVIEW

2.1 Introduction

This chapter reviews relevant literature relatetheaspects of corporate strategy and CSR. In
particular, journal articles, theses and past etudarried out on the subject matter are reviewed
together with other works relevant to the subjéatody. Other official documents and reports

on the subject will also be reviewed in this chapte

2.2 Corporate Strategy

Strategy is a word with many meanings and all eithare relevant and useful to those
who are charged with setting strategy for theipooations, businesses, or organizations.
Porter (1980) defined competitive strategy as adformula for how a business is going
to compete, what its Strategy, Strategic PlannBigategic Thinking, Strategic goals
should be, and what policies will be needed toycaut those goals. Mintzberg (1994)
argues that strategy is a plan, a pattern, a posiéi perspective but can also be a ploy, a
maneuver intended to outwit a competitor. Brysd®9g) defines strategy as a pattern of
purposes, policies, programs, actions, decisionsgspurce allocations that define what

an organization is, what it does, and why it does i

The concept of corporate strategy has attractedittieation of business consultants and
scholars a like (Hillier and Lieberman, 2001), withrporate strategy emerging as a

subfield of management studies (Mintzberg, 1994je o the remarkable growth in size
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and complexity of modern-day businesses, therebbas a tremendous increase in the
segmentation of management responsibilities, |epiira tendency to loose sight of what
is the best for the overall business. A relatedjam to this is the difficulty to optimally
allocate resources to the different corporate aies/(Hillier and Lieberman, 2001). This
then calls for corporate strategy. In view of tlaad according to Wright et al. (1996),
corporate strategy is a strategy formulated foraerall corporation, while Doyle (1994)
posits that typically, a large corporation will legaa corporate strategy which sets the

broad direction of the corporation as a whole.

In whole, a strategy to an organization is, amorajser things, a plan of how the
organization can achieve its goals and objectilzawies, 1973; Mintzberg et al, 1996),
i.e. a commitment of present resources to futurpeebtations. The aim of strategic
management is to decide on organizational goatspians of achieving those goals, and
ensuring that the organization is sustainably pwoeed in order to pursue these goals.

Furthermore, the strategies developed provide a fomsnanagerial decision making.

2.3 Corporate Social Responsibility (CSR)

There are many arguments that CSR is a fairly neanpmenon, but it can be traced
back many hundreds of years. Aristotle, a Greelkopbpher and scientist who lived
around 380 B.C. was quoted as saying: “We do niotigiatly because we have virtue or
excellence, but we rather have those because we &eted rightly.” Henry Ford, the
great American industrialist from the late™®entury went on to say: “A business that
makes nothing but money is a poor kind of businegbus, the notion that business has

responsibilities to society is not contemporaryr(ics, 2001). The modern notion of CSR
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is often attributed to Howard Bowen whose semimalkySocial Responsibilities of the
Businessman (19533 considered by many to be the first definitiveblzation on the
topic (Carroll, 1999). The following years, as dleih by Carroll (1999), witnessed the
expansion and proliferation of the CSR concept. fibkel of CSR has grown rapidly
during the past few decades, both in industry alarly circles. If the organization
does not take the environment into account in ddinginess, then the organization’s
future sustainability cannot be guaranteed.

The scope of activities included in CSR programnsesvide and subject to debate;
however, most definitions include three key pillas economic growth, ecological
balance, and social progress (WBCSD, 2007). An nitested definition of CSR is yet to
appear in the academic discourse (Maignan andd?al2002; Dahlsrud, 2006). Rather,
CSR is multifaceted, dynamic and context spec#is. a result, an overabundance of
definitions has emerged over the past five dectmlegpress the role and responsibilities
of business in society. Furthermore, an appraitdh® literature reveals that there are
several terms in currency designed to capture thetipes and norms of new business-
society relations These different and yet relagrths include but are not restricted to:
corporate social responsibility (Bowen, 1953), cogbe citizenship (Maignan and
Ferrell, 2000), corporate accountability, corporstdeial performance (Wood, 1991), and
corporate social responsiveness (Ackerman and B&8@6). In this study, the term CSR
will be used as an umbrella term incorporating otienilar conceptions of business-
society relations.

Swanson (1995) delineates three motivations dritliegcommitment to CSR, which this

study adopts. Firstly, following a utilitarian ppective, CSR is seen as a useful
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mechanism for a company to achieve performancestarGwanson, 1995). Secondly,
taking a negative duty standpoint, companies impl@NCSR initiatives to conform to

stakeholder norms defining appropriate social bighay based on the notion that the
society grants legitimacy and power to businessvid)d 973), thus viewing CSR as a
legitimacy tool. Thirdly, the positive duty staneglvocates that CSR may be self-
motivated rather than a response to social pressttewever, these motivations have
been categorized by Maignan and Ralston (2002) petéormance-driven, stakeholder-
driven, and value-driven which correspond with wtiBtarian, negative duty and positive
duty approaches respectively. To implement CSR prtaatical level, there must be an
action dimension to complement the normative andivational component of social

responsibility (Jamali and Mirshak, 2007).

Without a doubt, the strategy decision-making pssaa large companies involves social
as well as economic consequences, which are irglyjnatelated, making social
responsibility a strong and binding component ofpocate decision-making. The
dimensions of studies on CSR are fairly varied ematude the study of volunteer work
(Almeida et al, 2005), the dissemination of information on CSRiatives , corporate
citizenship (Hemphillet al 2004), the interaction between corporations ahd t
community (Fonsecat al, 2005), corporate giving and philanthropy (AmatoAénato,
2007), the institutionalization of CSR (Ventura,08) and models of social and
environmental management (Pasa, 2004). Corporafeomsibility involveseconomic,
legal, ethical and philanthropic responsibility wées CSR is an integrated part of

business strategy that creates value for bothubabss and the society.
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CSR captures the dynamics between business aretys{@avis, 1988) and as a concept,
it means being ethical towards the stakeholdersd@ek, 2004; Hopkins, 2003), it
represents voluntary company activities (Van Maijevi2003) and it means at minimum
being legally compliant to the rules of the landa ®ll, 1979). Overall, CSR has a
dominant goal to better the condition of variouskeholders e.g. the broader society,
communities and the natural environment (Hopkin@)3 and has been seen as a
continuous process of engagement for the firm withstakeholders (Boatright , 2000).
Accordingly, strategic CSR moves further than geodporate citizenship and lessens
injurious value chain impacts, incorporates soara ethical concerns into core business

operations and strategy, and lowers costs, crgatas, and better serves customer needs.

2.4 CSR and Corporate Strategy

The emergence of corporate giving can be tracell ttathe 1920s when corporations
began to purposely launch publicity campaigns tmelldhemselves as trustees of the
public. They sought to change the society’s perfoagdtom moneymaking machinery to
communal institutions for the purposes of gainingl endorsement (Marchand, 1998).
A few studies have considered the association l@tweSR initiatives and business
strategy and found fairly reasonable evidence enettistence of a positive relationship
(Porteret al 2006; Pearce and Doh, 2005). Lately, CSR performdras been placed
under scrutiny by various players; thus, CSR hasine a widely-applied concept and is
an increasingly essential concern in business ideeimaking process (Cochran, 2007).
Pertaining to the various conceptions of CSR, HapKR003) sums up a popular theme
in CSR research. Essentially, CSR refers to the oblbusiness in society. Due to the

diversity of societies, cultures, values and moeasoss countries, the nature of CSR
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depends on where it is operating. Hence, it is s&y to understand the multi-level,
broad, and diverse nature of CSR in order to ifieatiset of themes for research and to
provide a clear and justified methodology (Jamall &Mirshak, 2007). Studies of the
financial performance of companies with CSR progres have highlighted a
particularly useful dissimilarity between the etfeeness of altruistic CSR initiatives
(such as social issue participation) and strat€@& (such as stakeholder management)
(Hillman & Keim, 2001). Hillman & Keim (2001) furér posit that strategic CSR has a
positive correlation with financial performance andegative correlation with CSR that
is altruistic biased.

It is worth noting that the thought of StrategicRC®as an answer to the discontent with
conventional CSR practices. Ricks (2005) says shategic philanthropy was that type
of corporate philanthropy, which helped attain bass cause as well as serve charitable
purposes. Most researchers view Strategic CSR &8 &Sivities that are good for
society as well as good for the business (Car20l1; Lantos, 2001; Porter and Kramer,
2006). From the initial stages, only Strategic G&Ryvities that both create value for the
society as well as enhance company’s business ssigoere seen as sustainable in the
long run (Bruch, 2005). In essence, Strategic CStie philosophy of integrating CSR
into a company’s strategic perspective and operat{@erther and Chandler, 2006); the
more companies integrate CSR into their corporagdegy, the better companies will be
able to satisfy the demands of the various stakiehnsl Strategic philanthropy is expected
to grow in the years ahead (Lantos, 2001).

Further, corporations are using charitable donatias a part of strategic plan for the

purpose of gaining competitive edge and Saiia .et28I03) found that giving (donation)
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was strategically intuitive and empirically docurtesh Likewise, Brammer and

Millington (2004) investigated changes in the paiteand determinants of corporate
charitable contributions between 1989/1990 and M¥M® for a broad range of

stakeholders and concluded that charitable coritobs are becoming more of strategic
value. Also, Garone (1999) wrote that philanthrigyncreasingly becoming integrated
with corporate strategy plans and Crawford and é@al2005), based on the KPMG'’s
International Survey of CSR Reporting 2005, highiegl the top ten motivators driving

corporations to engage in CSR for competitive reaso

Also, Neville et al. (2005) asserted that stratdgjccompetitive intensity and reputation
management capability moderated the CSR-corpotattegy relationship. On the other
hand, Fombrun (2005) posits that Corporate Citizgnkas become a strategic tool to
manage reputation risks from stakeholders and bssimexecutives are executing it to
enrich and enhance business opportunities. Marg2l@d0) stated that large firms are
detaching from corporate philanthropy towards docrevestment geared towards
expected measurable outcomes and are further takingpcial issues related with the
company business. All in all, Porter and KramerO@0set the stone rolling in Strategic
CSR literature, when they wrote that for CSR tstrategic CSR, it should contribute to

firm value chain practices and/or improve the centé competitiveness.

2.5 Challenges of Aligning CSR to Corporate Strateg

Since the 1990s, there has been an increased esphaaligning CSR activities to the
corporate goals (McAlister and Ferrell, 2002), aminpanies practicing strategic CSR

expect to enhance business success and long-téenests of the company. More and
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more, there are evidences of businesses havintgdgtangaging into CSR initiatives

which are benefiting the organizations as well,steategic CSR.

2.5.1 Globalization

The complexity of operating in a global societygals new demands on organizations
and their leadership. In the new age of CSR, tlegls®f the stakeholders, consumers,
employees, national as well as international regtda watchdogs, NGOs, and activist
groups have to be satisfied Porter and Kramer (R@f#htifies the opportunities and

limitations of strategic CSR, namely: the businesage, legal background, job-market
situation, corruption and the correlates of ecomostagnation and social decline, and the
CSR rhetoric, which includes the blurred boundade€£ SR, the underdevelopment of
the civic society, economic reality, ethical stamida and the attempts at self-regulation
of the business. McGaw (2005) considers the biggeaslienge in the field of strategic

CSR implementation to be the development of exeestior a sustainable global society,
asking what kind of leader is needed for buildinguatainable global society and how we

can best develop individuals with these capalbslitie

2.5.2 Management Leadership

According to Mc Williams (2006), responsible busiadeadership is the art of building
and sustaining relationships with all relevant oigational stakeholders, and it requires
socialized, not personalized, business leaderse,Htdre challenge is to develop
executives who can relate in different ways, whe alble to align different values into a

common vision, who can listen to and care for cthend ultimately serve them. In a
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survey conducted by Times of India group (20078, ritain challenges to strategic CSR
included: lack of community participation in CSRtiaities, lack of consensus on
implementing CSR issues, non-availability of cle@SR guidelines and narrow
perception towards CSR initiatives. According taudg (2006), the greatest challenge
facing CSR practitioners and academics is to ealresirategic CSR as an accepted
management function. However, to date, much ofGB® literature has been focussed
on what CSR practitioners do, as opposed to thiness drivers for CSR initiatives

(Gower, 2006).

2.5.3 Organizational Culture

Organization culture refers to a system of sharesammg held by members that
distinguishes the organization from other orgaionst This system of shared meaning is
on close examination a set of key characterigtiasthe organization values (Portetlal,
2006). The culture of an organization is ofteni&é to the personality of an individual.
For us to communicate and co-operate, we must Smane common assumptions about
the world we live in and some common standards bighvto judge our own and each
other’s actions. Culture is reinforced through #iystem of rites and rituals, patterns of
communication, the informal organization, expegiatierns of behavior and perceptions of
the psychological contract. The lack of knowledgetlwe impact of main organizational
factors affecting SCM practices and difficulty tecognize the specific areas to be
developed for improving these practices, colledyiierm an organizational dilemma,
which should be resolved in order to overcome teidrs against effective alignment of
CSR to corporate strategy.
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From a strategic standpoint, the research doneaosolC(2001) reviewed a sample of the
literature relating to the organizational integratiand implementation of strategic CSR
practices. The literature is examined from threespectives. Firstly, strategic CSR
integration covers issues relating to integratibrcare processes across organizational
boundaries through improved communication, parmpss alliances and cooperation.
Secondly, strategy and planning examines CSR #&stegic matter for trading partners,
along with factors relating to the amount of planxghrequired. Thirdly, alignment issues
concern organizational factors critical for sucé@senplementation, as well as issues
specific to inter and intra-organizational aspedtgsorporate strategy. All three need to
inform and underpin each other in order for manag@nto be able to deliver on the

promise of benefits for the organization.

2.5.3 Organization’s Industry

An organization’s industry is the first externalaibnge affecting alignment of CSR to
corporate strategy, since the industry affects hbeiness strategies adopted. Further,
competition in the marketplace affects implementatf strategic CSR initiatives to a
large extent. The competitive landscape exertsffurence on corporate structure, in turn
affecting organizations’ abilities to align theilSB structures with their strategies. In
2006, balanced scorecard experts Robert S. KaptanCavid P. Norton looked at
structural change and resource alignment to sug@tiegic execution, making the point
that the advent of global competition heralded &t sh corporate structure from
centralization around products or locations to aranprocess-centered and flexible

model. Porter and Cramer (2006) note that todag{mmzations are challenged by the
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fact that intangible assets, such as research emelapment, are playing an increasing
role in corporate success, and by the fact thabajiwation has dispersed those assets
worldwide. These factors are driving companies &b lgetter at aligning both physical

and intellectual resources, internally and extéynaround the globe.

2.5.4 Employee Empowerment

Research has found that employee empowerment teaasruly nurturing environment
where the employees can learn, grow, improve andareze their functioning or
performance abilities. Employee empowerment alswiges for creating an environment
of trust, importance in the eyes of the employeaes @ince it enhances the capability of
the respective employees; the same also leads eoctdation of a positive work
environment within the organizational structure. daganization of skilled and capable
problem solvers will have a distinct competitivevantage over an organization that only
has a few key personnel and an array of loaferan(i@r 2006). Thus, empowered
employees will drive the process of aligning CSRagoorate strategy. It is worth noting
that employee empowerment can be achieved througiming, learning and
development, with the major purpose of trainingoismprove current performance and
provide suitable trained staff to meet the orgaimorés performance targets and
objectives (Cochran, 2007). Empowerment is theeetokey element of strategic CSR

initiatives as it increases the level of individaald organizational proficiency.
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2.5.5 Technological Progress

The realities of today's digital economy are reiggiland enabling dramatically improved
levels of efficiency and effectiveness in strategi@nagement. The business-to-business
(B2B) or extended digital corporate strategy, eedbby internet technologies, is
specifically being offered as the next competitiveeapon. Technology and an
organization’s CSR strength are strongly intertdin@Ackerman, 1976). The late
historian Alfred Chandler showed how various tedbges (e.g. the railroad and the
cable) allowed companies to expand into enormotex@mses that required professional
management in order to perform well. Also, economstorian Paul David has shown
how new technologies can make organizations muckhe rpooductive, but only after
they’'ve learned how to best utilize those techni@®dCarroll, 2001). Thus, the level of
technology will influence how an organization wekthave in aligning CSR to corporate

strategy.

2.5.6 Political and Regulatory Environment

Finally, and most importantly, is the influence tie political and regulatory

environment. As most business executives understamnd and regulations can have a
major impact on their businesses. But it isn't jueggulations that affect organizational
behaviour towards CSR initiatives. In a global nedpkace, the political makeup of
nations can often determine success or failure given business aspect. In actual fact,
political instability topped the list of risks ttatening global organizations on AON
Corporation’s 2006 Political & Economic Risk Map,ranking of countries based on

factors including politics, civil unrest, terrorismegulatory issues, and other matters. The
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firm ranked legal and regulatory issues immediataiyind political concerns (AON
Corporation, 2006). Sociopolitical issues acrogsworld have also become increasingly
important to businesses for two reasons. Firglabalization itself. Second, some argue
that political issues are more dynamic today threay twere several decades ago, and the
global media bring them to the world’'s attentionrenquickly. Moreover, the relations
between and among nations have become more compldgke recent past. This
demonstrates the strong correlation between angnargtion’s initiatives (e.g. strategic

CSR practices) and the political and regulatoryaldes.
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CHAPTER THREE

RESEARCH METHODOLOGY

3.1 Research Design

The present study employs a case study approa@vatoate the challenges of aligning
CSR with corporate strategy. A case study can lserieed as finding out what is
happening and asking questions and assessing pbeaam new light. The case study
adopted in this research will be of experience sy nature which will involve seeking
information from persons experienced in the areatofly. It will involve seeking the
opinions of strategists or the foundation personwieb have utilized CSR and strategy

initiatives in Safaricom Foundation.

3.2 Data Collection

In this study primary sources of data will be usedbtain information through interview
guides. The researcher will conduct interviews wiite head of department , Safaricom
foundation , the team manager of the foundatiah seven managers from the strategic
management functions, since their interactions titomss the application of CSR as a
strategic tool. Thus the data will be of qualitatiin nature. The data will be
complemented and triangulated with other sourcesvmfence such as internal company

documents and company websites.

3.3 Data Analysis

Content analysis of qualitative data will includsxtt analytics and document analysis.
The data collected will be mostly qualitative inture and hence after fieldwork, there
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will be coding of the qualitative data, after chiegkfor completeness and consistency as
well as for various omissions, incomplete resporaas$ other obvious inconsistencies.
Data analysis will involve reviewing, categorizirigbulating, and recombining evidence
to ascertain meaning related to the study’s indiah and objective, research questions

and issues.
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CHAPTER FOUR

DATA ANALYSIS, PRESENTATION AND INTEPRETATION

4.1 Introduction

This study was intended to evaluate the challergjealigning CSR with corporate
strategy in Safaricom Foundation. To achieve tHigedive, a total of 9 interviewees

were targeted for the study but only 5 of them waerailable for the interview.

4.2 Demographic Profile of Respondents

The respondents were profiled based on charadtsrigiated to the position, department

and the number of years worked in the company.

The interviewees comprised of the Head of departi@emnporate Responsibility, Team
Manager-Safaricom Foundation, General Manager- @ues Business Unit, General
Manager- Enterprise Business Unit and General Mamagnancial Services Business
Unit. The highest number of interviewees was in strategic management functions
consisting of general managers in the consumemessiunit, enterprise business unit
and financial services business units. The safaritmundation was represented by two

interviewees who included the head of departmedtteam manager.

The duration that the interviewees had served enctmpany was included in the study
as it was thought to have an impact on the respuisdkenowledge on corporate social
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responsibility in the company-our of the interviewees had worked in the orgaiona
for a duration ranging between 5 to 10 years wbike of them had been with the

organization for less than 5 years.

4.3 CSR and Corporate Strategy

The interviewees were asked about the choice of &i&Regies that Safaricom employs
and what informs such decisions. They were of thmion that the CSR strategy is
informed by societal needs and supports initiataed projects that provide sustainable
solutions to the most pressing social challengbesyThighlighted its specific focus areas
as education, health, economic empowerment, enwieotal conservation, arts and
culture, music and sports, disasters and humaaitaimergencies. The head of corporate
responsibility said that the strategic directionswi contribute towards Kenya's
development agenda and the Millennium Developmendl$s The CSR strategy also
aims at influencing innovation and best practicetie broader Corporate Social

Responsibility agenda.

All the interviews were in agreement that therested a corporate strategy with respect
to corporate social responsibility and aware ofoitgectives. The interviewees also in
agreement of the existence of a Corporate Socigbétesibility (CSR) policy. One
member of the strategic management function tearfirated that Safaricom foundation
is the custodian of corporate social responsibil§SR) Policy. Corporate Social
Responsibility was also found to be a fundamentat @f corporate strategy. The

interviewees considered the association between iGERtives and corporate strategy
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and found evidence on the existence of a posi@a&tionship. This was through CSR
programs developing corporate reputation and legity, customer and invest@lations
programs andmplementation of cost and risk reductions which part of the corporate
strategy. Interviewees said that Safaricom had ramua budget on corporate social
responsibility. The interviewees said that sinceRO8as part of Safaricom’ s goals,
objectives and mission statement it had an allonati the Safaricom annual budget that
is normally approved by the top management. IAdl interviewees were in agreement

that Safaricom policies had corporate social resinility component.

According to the interviewees, Safaricom Foundaf@®R program is at the heart of
corporate strategy: The Head of Corporate SociapBesibility said, ‘At the heart of our
corporate values is the notion of pursuing our mrgsvision, and customer promise of
personal service with a passion for integrity, peed ownership, teamwork, and
excellence. Our approach to giving back is franmethis context. We believe that part of
doing what is right involves helping the commurst@ound us’. The Team Manager,
Safaricom Foundation said that Safaricom approacieR in terms of environmental,
people and social elements and concluded by stétiaig‘if we go to the bottom line,
Corporate Social Responsibility is about doing anting well in every aspect of your
business, in every single thing that you do’. Slas wherefore of the view that the CSR is

part and parcel of corporate strategy and is faliggrated in it.

The General Manager, Financial Services said tmat@orporate CSR is a strategy of

combining business with the community where CS&reflection of the changing nature
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of work and relationships with the community. Thiea allows CSR to give structure for
individuals to fulfill their duties to the otherShe also viewed CSR as the interaction
between the corporation and its community and wffean opportunity for the business
to give back to the community what the communitg blready given to the business. A
further input suggested that CSR represented aWAmWin situation through a triple

bottom line of Profit (for stakeholders) combinedharesponsibilities to People and the

Planet

4.4 Challenges of Aligning Corporate Social Respoitulity to Corporate

Strategy

As it became evident from the literature, there ehallenges of aligning CSR to
corporate strategy such gkbalization, management leadershiggganizational culture,
employee empowerment, and technological progresslitical and regulatory
environment. The interviewees were however of ghi@ion that despite the challenges,
they have been able to align and incorporate CSRstiategy formulation.The
interviewees confirmed success at the strategydtation, analysis and implementation
stages of corporate strategy with respect to irmatpn and alignment of corporate

social responsibility (CSR) and corporate strategy.

4.4.1 Globalization

The interviewees were asked whether the CSR puolay global or national or industry

with respect to its outlook. The interviews showidt it is very much dependent on the
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organization and its long-term strategy rather thaimg global or industry focused. The
interviewees said that CSR policy is an essentidl @f the overall corporate strategy and
was not necessary benchmarked against industryobalgstandards. The interviewees
were also of the opinion that globalization has afiected implementation of CSR

strategy. This was seen as a reflection of SafariEoundation focus on its strategy and

the stakeholder rather than industry or global herarks.

The relationship between CSR activities and thebaloeconomic situation was
highlighted briefly and interviewees revealed tlthé economic turndown had not
impacted on CSR at Safaricom Foundation. AccordmgHead of Corporate Social
Responsibility ‘It did not, and we’ll continue toeliver it'. She said that during the
periods of global economic crises, that's when peapeed support, more than ever
before”. The interviewees were also of the viewt tBafaricom was also represented
globally by its sister company under the Vodaforreup and did not feel limited by
geographical location. The interviewees were howevé¢he view that globalization has
changed corporate social responsibility throughlhegring of the boundaries between
domestic and parent companies as well as betweleouse and outsourced activities that

has led to the view of the corporation as both@memic and political actor.

4.4.2 Organizational Structure

The interviewees were asked about the focus of @8Ry, both social and otherwise.
They responded that the Foundation focused on ewsgcnempowerment, education,

environmental, conservation , health, disasteefeWater, arts and culture and sports.
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The interviewees highlighted that there exists@lggtween the provision of free primary
education and inadequate infrastructure and thatfahndation was working towards
addressing that gap. They also highlighted theau$oon support towards schools

providing learning opportunities for children wipecial needs.

The interviewees said that they were addressingsssf climate change, reduced forest
cover, depletion of fresh water basins, pollutidrpught and famine and the need to
restore balance within the environment and its ystesns. With regard to health, they
emphasized the need to reduce maternal mortalhliyd anortality and combating

HIV/AIDS, malaria and other diseases. It was resealhat the foundation supports
projects that conserve water sources and explone methods of harvesting rain and
underground water. They also highlighted their mpenhg with non-governmental

organizations, community based groups and ingtitgtito promote innovative ideas that
highlight Kenya's talent in music, arts and cultuhe the area of sports, the interviewees
view it as a means of promoting cohesion amonggigg and communities, supporting a
healthy population, providing alternative opporties for young people, and the
integration of education and life skills into spag well as building Kenya’s national

pride. Finally, the interviewees said that theyagagin disaster relief in order to respond

to disasters and humanitarian emergencies.

With regard to organizational structure and hidrgrit was revealed that the foundation
is governed by a board of trustees and there isamagement team The stakeholders
include communities, implementing partners, mesiaff participants. According to the

interviewees, internal disorganization within th8RGstrategy cross-functional teams in
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Safaricom has not affected the efficacy of strat€ifpR initiatives. The human resources
dedicated to CSR strategy development and impleatientinclude the Foundation team,
and some external partners. The foundation has mumsources dedicated to CSR
strategy development and implementation. This ohesuthe Foundation team and some
external partners. Safaricom members of staff inewotfunctional areas also offer

volunteer services in the various CSR projectsttmfFoundation engages in.

4.4.3 Management and Leadership

The interviewees said that there is CSR and styategnagement work hand in hand.
There was uniform view that Safaricom used othelstm strategy management and they
are designed by the various strategic business @amidl directorates together with the
Executive Committee led by the Chief Executive €Hfi The heart of the strategy was
said to be the customer. It was also said thaFthendation in its policy ensures that the
strategies developed and implemented take the amwEnt and the society into
consideration It was revealed that CSR is integrate® Customer Delight Index as a key
performance indicator for Safaricom. The compampgctive was said that it was not
only to satisfy customers’ needs and wants but I&m greserve or enhance the
consumer’'s and the society’s well-being. It appeatieat there were no particular
challenges or difficulties encountered in using C®Rnatch the Safaricom long term
objectives and the action plans to ensure thets#tgic targets and goals are achieved.
The interviewees said that it depended on proerhg and documentation of the CSR

policies so as to guide the process.
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In the area of strategy development and implemiemtathe interviewees said that there
was no particular challenge in the strategy devekqm since there was focus on the
objective and clear guidelines in the CSR policlge Tnterviewees said that there were
challenges in the implementation as there manyastguthan the foundation capacity at a
given time. There were however no particular rasis¢ incidences faced by the team
involved in the strategy development and implem@ma There were views that lack of
resistance was attributed to engagement by the watnthe relevant stakeholders on the
objectives of the CSR programs and that commuwicatias key in the process. The
interviewees were also asked to highlight challengjee Foundation faced in the
implementation of CSR initiatives. One area thatswaeery prominent was that of
capacity. The Foundation was on a regular basisdfagith too many request than it

could possibly handle.

The interviewees were of the view that the Safaniceeeks to uplift the lives its
customers. The General Manager, Consumer Businegssald “we seek to uplift the
lives of our customers— even if just for a few monse’ This shows that it strives to
make a difference in people’s lives by providinggenuine “human connection”. This
further emphasizes the view that Safaricom custeraes at the heart of its operations
and this is delivered through its products and isesv and its corporate social

responsibility program.
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4.4.4 Employee Empowerment

With regard to employee empowerment, there waseusal opinion that were there
sufficient resources for implementing strategic C8f that there were relevant systems
and infrastructure for CSR activities. The intewees were also asked whether lack of
rewards and recognition for staff was a constrairthe implementation of CSR. There
was the view that staff was encouraged to partieipa the CSR activities and many
were willing to give their expertise and time foetactivities. The interviewees were of
the view that availability of empowerment initiags for staff was not a barrier to
integration of CSR in strategic management. Thesgree of a poorly motivated
workforce was also not a constraint whereas lovelewf employee commitment to
organizational initiatives was not seen as a kallehge to the application of CSR as a
strategic tool. The interviewees also said thatethgas no evidence of low levels of
employee commitment to organizational initiativesaakey challenge to the application
of CSR as a strategic tool and unclear employeeolvement framework in
organizational tasks. It was revealed that CSRoperince is not included in all
employees’ performance appraisals. However it vead that it used to be part of the

staff annual appraisal in the past.

The Team Manager, Safaricom Foundation, talked tatheuorigins of CSR in Safaricom
and how it related closely to the rapid expansibisafaricom Foundation to having a
footprint in every part of the country. She linkéte CSR philosophy with that of the
Safaricom and emphasized the need to have indilgdidheir locations responsible for

coordinating and documenting CSR activities anchiszeThe emerging themes from the
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interviewees with the Team Manager were, a pas@ar@nmitment from Safaricom to
CSR, strong CSR related communication to staffldeels, encouragement and support
for staff to both participate and take leading sale CSR and the need for policies and

procedures with CSR to avoid potential conflictsnérest.

The consistency of the CSR message to staff ofri8afa Foundation was considered
vital with repeated references made to the actgnfiig back to the community’ and
‘making a difference in peoples’ lives’. The Gendvlanager, Consumer Business Unit
described it as “a corporate initiative to contirtoeengage employees in volunteerism
and financial commitments. It increases the moralthe employees and definitely
contributes to the communities that it does businegh.” The consistency of CSR
messaging communicated from various employeesdugmphasizes that CSR is a key
component of the corporate mission. Safaricom eyaae are also referred to as
“partners” to emphasize that Safaricom wants itplegees to be passionate and treat
each other with respect, ie. as partners. All titerviewees mentioned that the CSR
initiatives and engagement was a source of prideeyTsaid when they see what
difference the they make for the society they feedt they are part of something
important. The Head of Corporate Responsibilitytestathat the CSR initiatives have
made the employees feel more loyal to Safaricomtla@ednanagement. She also said that
perhaps it is even more important to create a sehpeide among the employee as an

important strategic aspect for employee motivation.
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4.4.5 Technology

The interviewees were of the view that low levdlsechnology and skilled manpower in
the economy had no impact on the CSR programssafodus was on economic
empowerment, education, environmental, conservatiawalth, disaster relief, water, arts
and culture and sports. The interviewees were lewef the view that technology has
contributed to the way information is stored, psssxl, and disseminated to relevant
stakeholders. The advent and progress of the igttéras made it possible to disseminate
this information almost instantaneously. They wals® of the view that technology has

led to the establishing and maintaining satisfactmrporate governance practices.

In addition to Safaricom Mission Statement, it commicates its CSR strategy and
activities through a variety of communication meamduding: Safaricom Foundation
website, newsletters, Community Boards in its R&abps, and Annual Reports. Both
the Safaricom corporate website and the Safaricamnéfation website contain the
sustainability report, projects dedicated to CSRI amchive of past CSR activities.
Employees learn about Safaricom CSR and Commuictiyittees through a quarterly
internal newsletter distributed to all employeebsere are also community boards in
selected Safaricom shops in the region which dysplastings of local community
activities conducted by the employeeBhe SafaricomSustainability Report that
incorporates its CSR initiatives covers aspectSafaricom CSR, from partnerships and

engagements with stakeholders including NGOs tal loceammunity activities.
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4.4.6 Political and Regulatory Environment

The interviewees said that political and regulatenwironment was key to ensuring
successful completion of the CSR projects sinceGB& projects are undertaken in an
environment with different stakeholder needs andrpies. They were also asked to
comment on the unstable political atmosphere incthentry, in view of strategic CSR
initiatives. They pointed to their engagement wahl stakeholders especially in
government for support especially in areas thatpareeived to be politically volatile as
the country approaches general elections. Withrdsg poor economic conditions in
the country, the interviewees said there were dppdres for synergies and
contributions to improving economic conditions. TlReundation was even focused in
areas to do with economic empowerment, educatidrhaalth to address pover#ysked
whether CSR gives the organization social andipalitegitimacy the interviewees were
of the view that there was no benefit with regapolitical legitimacy but the focus

was to help socially and economically.

In addressing the issue of regulation of CSR dawsj the Head of Corporate
Responsibility emphasized the need for Safaricomifferentiate its humanitarian CSR
activities from the it's commercial business. Tirstfcriterion the Safaricom applies is
that it only works with registered aid organizascend NGOs. ‘You need to work with
the registered humanitarian non-monetary instinggjdhe reason for that is because we
are not specialized as a company in doing commumtgrk. We are a
telecommunications company, so you know we alwagekwith experts. So we work

with registered organizations as partners and whatge do have to be humane, neutral
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and impartial. Meaning we cannot discriminate’ Theerviewees were however of the
view that government regulation on CSR was unnacgssd counter-productive. It was
agreed that CSR should be a voluntary thing andithbere needed to be any controls
placed upon it those controls should be in the fofna government or internationally
supported accreditation body. There was unaninfigt the communication industry
regulatory environment was not a hindrance to tpplieation and use of CSR as

strategic tool for the business.

4.4.7 Organization Industry

Asked whether corporate strategies by the parentpaoy (Vodafone UK) was a
hindrance to CSR, the interviewees were of theiopithat the Safaricom CSR policies
are aligned with the parent company policies anduaf were not an impediment in the
planning and execution With regard to the telecomigations sector experiencing cut-
throat competition, the interviewees were askedhighlight how this undermined the
application of CSR as a strategic tool. There weas \tiew that the Safaricom CSR
programs were not dependent on nature of competitiothe industry and that it
continued with its CSR focus irrespective of thdemsity of competition. The
interviewees also said that suppliers, dealersodimer business partnerships do not affect
CSR-Strategy practices in Safaricom Ltd and theeetto not present any limitation on

the application of CSR as a strategic tool.

Resistance to change was not viewed as a key nball® the application of CSR as a

strategic tool. The interviewees said that engageérmed communication with different
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stakeholders was very important to enable buy-thlance there was minimal resistance
on the application of CSR. Finally office politjdsoth unresolved and long-standing was
not an impediment in the application of CSR ag@eagic tool. The interviewees were of
the view that organizational culture and leaderstag enabled the employees and other
stakeholders in the ecosystem to focus on the broaganizational goals. The General
Manager, Enterprise Business said that the Safaricas raised the level of focus on
CSR to include to internal CSR that addresses ¢leel mnd well-being of employees, as
well as job seekers, by encouraging diversity, tpnmting health and well-being in the
work place, and by providing rewarding employee dig¢s. She said that policies
supporting diversity and improved work conditionsere instituted recently. This
approach provides an unique combination of botkrea and internal CSR as a unique
ethical concept. Safaricom does not support thisrdity simply because they are under

obligation to do so by law, but as part of a geheffart to be responsible.

The interviewees also indicated that commitment wasical when it comes to

implementing a CSR strategy. In order for the CIRbe successful, both the
management and the employees must share confidgencdedication to the CSR. The
Head of Corporate Responsibility said ‘This hasb& communicated throughout the
whole company and be part of the Safaricom cultwe.strongly believe that this is a
key ingredient in order to work effectively. If tf&afaricom feels forced to implement
CSR from external factors, which today is a comrmpbenomenon, we believe that the

strategy rarely becomes successful’.
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CHAPTER FIVE

SUMMARY AND CONCLUSIONS

5.1 Introduction

This study set out to achieve one objective: ThHeatlve of this research was to evaluate
the challenges of aligning CSR with corporate stygtin Safaricom Foundation. An
interview guide based on available literature wasduto gather the data. The data
collected was analyzed using content analysishigndhapter, the findings of the research
are summarized and conclusions drawn. This chaglsp includes a section on

suggestions for further research.

5.2 Summary

Safaricom has five staff member that are closeligdd to CSR strategy. They include
Head of department-Corporate Responsibility, Teamna@er-Safaricom Foundation,
General Manager- Consumer Business Unit, Generablr- Enterprise Business Unit

and General Manager- Financial Services Business Un

Safaricom CSR strategy is informed by societal seadd supports initiatives and
projects that provide sustainable solutions torttest pressing social challenges. It has
Corporate Social Responsibility (CSR) policy whosestodian is the Safaricom

Foundation. The specific focus of the CSR stratisggpecific focus areas as education,

41



health, economic empowerment, environmental coasiery, arts and culture, music and

sports, disasters and humanitarian emergencies.

Globalization has not affected implementation oRCSrategy as it is a reflection of the
Foundation focus on its strategy and the stakehadlaher than global benchmarks.
Global economic situation has not affected CSRadr&om Foundation as it is during
such periods when people need support, more thembebore. It has also led to blurring
of the boundaries between domestic and parent coepas well as between in-house
and outsourced activities that has led to the \oéthe corporation as both an economic
and political actor.

CSR at Safaricom Foundation focused on economic oampnent, education,
environmental, conservation , health, disasteefelvater, arts and culture and sports.
CSR is managed by Safaricom Foundation which ieeg®d by a board of trustees a
management team. The stakeholders include comresnithplementing partners, media,
and staff participants. The human resources destidat CSR strategy development and

implementation include the foundation team, andesexternal partners

Safaricom Foundation uses strategic tools desibggetle various strategic business units
and directorates together with the Executive Cotemitled by the Chief Executive

Officer. CSR policy ensures that the strategieselbped and implemented take the
environment and the society into consideration. TI&R strategy implementation faces

challenges as there many requests than the foondedipacity at a given time. There is
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engagement by the team with the relevant staketwlde the objectives of the CSR

programs and that communication is key in the mece

Safaricom Foundation has sufficient resources rfgglémenting strategic CSR and that
there are relevant systems and infrastructure 8R @ctivities. The staff are encouraged
to participate in the CSR activities and many ailéng to give their expertise and time
for the activities. Safaricom Foundation initiatiseto continue to engage employees in
volunteerism and financial commitments. Safaricompleyees are referred to as
“partners” to emphasize that the company wantsniployees to be passionate and treat

each other with respect, i.e. as partners.

Low levels of technology and skilled manpower i #iconomy has no impact on the
Safaricom CSR programs as its focus is on econasm@owerment, education,
environmental, conservation , health, disasteefelvater, arts and culture and sports.
Technology has contributed to the way informatiosm stored, processed, and
disseminated to relevant stakeholders CSR straaegyactivities through a variety of
communication including Safaricom Foundation wefsinewsletters, Community

Boards in its Retail Shops, and Annual Reports.

Political and regulatory environment is key to emsy successful completion of CSR
projects since the CSR projects are undertaken ninemvironment with different
stakeholder needs and priorities. Safaricom Fouma&SR has no benefits with regards

to political legitimacy but the focus is to helpetilsociety socially and economically.
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Safaricom differentiates its humanitarian CSR &togis from the company’s commercial

business and only works with registered aid orgations and NGOs.

Safaricom Foundation CSR policies are aligned withVVodafone policies which are the
parent company and are not impediment in the phgnm@ind execution of the CSR
strategy. The CSR programs are not dependent amenat competition in the industry
and have continued irrespective of the intensity competition. Engagement and
communication with different stakeholders are iergortant to enable buy-in and hence
there was minimal resistance on the applicationrC8R. Organizational culture and
leadership has enabled the employees and othehstialers in the ecosystem to focus on

the broader organizational goals.

5.3 Conclusion

Corporate Social Responsibility has become partthef overall corporate strategy
incorporating various stakeholders in the businesssystem to ensure success and
attainment of objectives. The main areas of focagehbeen in the social and economic
issues affecting the society in which the businegsts. Companies are aligning their
CSR strategies with their corporate strategy rdten focusing on the industry or global

practices.

In order to realize a CSR strategy the commitmerdritical, both the management and
the employees must share confidence and dedicttitile CSR strategy. Furthermore,

this has to be communicated and educated throughewhole company and be part of
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the company culture. The attitude should be theesasiwhen integrating any other

company enhancements, a genuine belief that itoeillefit the company and the society.

Leadership and organization of CSR programs isngis$¢o its success and the inclusion
of the relevant stakeholders ensures that all esterare catered for. The operating
environment that includes the political, econonmd aegulatory is also very key to the
success of the CSR programs as the initiativesuadertaken within the same society

that businesses operate in.

5.4 Recommendations

The following recommendations were made to vari@svant stakeholders concerning
the challenges of aligning corporate social resyiitg to corporate strategy. These
stakeholders are namely: The management and tls-firoctional teams of Safaricom
Foundation and other organizations and businessiesntin the telecommunications

industry

The management and the cross-functional teams fafi&am Foundation should also
benchmark the CSR program against global standaitfe®ut necessarily losing the
focus on its corporate study. This will facilitasdoption of best practice where

applicable.

Other organizations and business entities in tlee@exmunications industry on the other

hand should not narrow the divide between corpatateegy and corporate social
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responsibility but should commit to align them foeir environmental sustainability,
dedication to charities, competitiveness and taesidbroader and stronger standards of

social and global accountability.

5.5 Suggestion for further research.

It is generally a truism that no research is aniantself. From the insights gained in the
course of the study, the researcher suggests @ studhallenges of aligning Safaricom

CSR strategy to global standards.
5.6 Limitations of the Study

The study was inhibited factors. First, some ofititerviewees were not easily accessible
as they were engaged in their daily business dpestAnother constraint was fear of
loss of confidentiality of information given butethresearcher gave them assurance that

the information was strictly for academic purposé/o

5.7 Implication of the study

This study has attempted to contribute to the bofliknowledge by exploring the

challenges of aligning corporate social resporigytib corporate strategy. The findings
are that indeed there are possible challenges beih SR policies are well aligned with
corporate policies, they are not impediment in plenning and execution of the CSR
strategy and that the alignment has strategic captins in achieving organizational
objectives such as sustainability and making tharenment they operate in a better
place, therefore organization should ensure thaR @Ses on the corporate strategy

agenda.

46



REFERENCES

Ackerman, R., & Bauer, R. (1976¥ orporate social responsiveness: The modern
dilemma Reston, VA: Reston.

Adams, C.A. (2002), Internal organizational factamfuencing corporate social and
ethical reporting: beyond current theorizinghccounting, Auditing and
Accountability Journal 15(2223-250.

Almeida, S. L., Lins, S. A. G., & Oliveira, R. R{05, September), Beneficios do capital
social: a experiéncia da escola de voluntariosCe¢pe. Anais do Encontro
Nacional da Associacdo Nacional de Pds-Graduacao Pesquisa em
AdministracdoBrasilia, DF, Brazil, 29.

Amato, L. H., & Amato, C. H. (2007), The effectsfom size and industry on corporate
giving. Journal of Business Ethics, (B}, 229-241.

Ansoff, H.l (1965), Corporate Strategy: An Analy#pproach to Business Policy for
Growth & Expansion. New York: McgrawHiill.

Barako DG, Hancock P, Izan YH (2006), “Factors ueficing Voluntary Corporate
Disclosure by Kenyan Companies” Corporate Govezeamnt. Rev. 14(2):107
125.

Boatright John R. (2000)k:thics and the Conduct of Busing$¥rentice-Hall: Upper
Saddle River, NJ.

Bowen, H. R (1953)Social Responsibilities of the Businessmidarper & Row:New

York.

47



Brammer Stephen and Andrew Millington (2004), ThevBlopment of Corporate
Charitable Contributions in the UK: A Stakehold@nalysis, Journal of
Management Studies, 41:8 December 2004 1412 — 1434

Bruch Heike,(2005), The Keys to Rethinking Corperd&hilanthropy, MIT Sloan
Management RevieWwALL, VOL.47 NO.1,pp-49-59.

Bryson, John M,(1995)trategic Planning for Public and Non-profit Orgaations —A
Guide to Strengthening and Sustaining OrganisaioAchievement (Revised
Edition), Jossey Bass Publishers, San Francisco.

Carroll, A. B. (1999), Corporate social responsizil Evolution of a definitional
constructBusiness and Society, (33, 268-295.

Carroll, A. B. (2001) Ethical challenges for business in the new millarmi Corporate
social responsibility and models of managementaiitgr In J. E. Richardson
(ed.), Business Ethics 01/0 (Guilford, CT: DushkitcGraw-Hill, 200-203).

Cochran, P. (2007), The evolution of corporate alaasponsibilityBusiness Horizons
50, 449-454.

Dahlsrud, A. (2006), ‘How Corporate Social Respbitisy is Defined: an Analysis of 37
Definitions’, Corporate Social Responsibility and Environmentangdgement
Vo. 15, No.1, pp. 1-13.

Davis Keith, William Crittenden Frederick, James Fost, and William C. Frederick
(1988),Business and Sociefilhe McGraw-Hill Series in Management.

Davis, K. (1973), ‘The Case for and Against BusmeAssumption of Social

Responsibilities’ Academy of Management Journebl. 16, pp. 312-322

48



Dolan, C.S. Opondo, M., (2005), ‘Seeking Common uBcb Multi-stakeholder
Initiatives in Kenya’'s Cut Flower IndustryJournal of Corporate Citizenship on
Africa, Vol.18, pp. 87-98.

Doyle, P. (1994), Marketing Management and StratBggntice Hall, Essex, England.

Drucker Peter F, (2008¢cial impacts and social ProblemBhe Essential Drucker,
Butterworth Heinemann Publication: Oxford.

Fombrun Charles J. (2005 ), RI Insights A WorldR&putation Research, Analysis and
Thinking Building Corporate Reputation Through C3ftiatives: Evolving
StandardsCorporate Reputation Review/ol. 8, No. 1, 2005, pp. 7-11.

Fonseca, G. M., Moori, R. G., & Alves, M. A. (2005peptember), Cooperacéo
intersetorial (empresas privadas e organizacOesecdh@iro setor): uma viséo
baseada em valoAnais do Encontro Nacional da Associagdo NacioralPds
Graduacao e Pesquisa em Administrag8masilia, DF, Brazil, 29.

Fukukawa Koyoko and Jeremy Moon (2004), A Japamdedel of Corporate social
responsibility, A study of website reporting@urnal of Corporate Citizenship,
16, Winter, Page-45-59.

Gathii, J. T. (2008), ‘Kenya: What Does CSR Redllgan?’, Business Daily6 May,
Nairobi.

Gower, K. K. (2006), Public relations research la¢ trossroadsJournal of Public
Relations Research, B, 177-183.

Grunig, J. (2006), Furnishing the edifice: Ongoirggearch on public relations as a

strategic management functidlmurnal of Public Relations Research(28 151.

49



Hemphill, T. A. (2004), Corporate citizenship: tbase for a new corporate governance
model.Business & Society, 1(®), 339-361.

Hillier, F. and Lieberman, G. (2001), Introductitm Operations Research. New York,
NY: McGraw-Hill Higher Education.

Hillman, A., & Keim, G. (2001), Shareholder valistakeholder management, and social
iIssues: What's the bottom lin&trategic Management Journal,,225-139.

Hopkins Micheal , (2003),The Planetary Bargain Corporate Social Respondipili
Matters Why Corporate Social Responsibility,Earth scasndon

Jamali, D. Mirshak, R. (2007), ‘Corporate Socialspansibility (CSR): Theory and
Practice in a Developing Country ConteXdurnal of Business Ethic¥ol. 72,
pp. 243-262.

Kivuitu, M. Fox, T. (2005), ‘How can Corporate SalcResponsibility Deliver in Africa?
Insights from Kenya and Zambiderspectives on Corporate Responsibility for
Environment and Developmehlp. 3, London: IIED.

Lantos Geoffrey P, (2001), The boundaries of sfiateorporate social responsibility,
Journal of Consumer Marketinyolume 18 Number 7 , pp. 595-632.

Maignan, |. Ralston, D. A. (2002), ‘Corporate Sodresponsibility in Europe and the
U.S.: Insights from Businesses’ Self-presentatjodsurnal of International
Business Studig¥ol. 33, No. 3, pp. 497-514.

Marchand, R. (1998)Creating the corporate soul: The rise of publicatebns and

corporate imagery in American big businelssndon: U of California Press.

50



Marsden Chris, (2000), “The New Corporate Citizgpsof Big Business: Part of the
Solution to Sustainability,Business and Society Revig#@b(1), 9-25.

McAlister, D. and Ferrell, L. (2002), “The role strategic corporate philanthropy in
marketing strategy'E.uropean Journal of MarketingVol. 36 No. 5, pp. 689-708.

McWilliams, A., Siegel, D. S., & Wright, P. M. (268}, Corporate social responsibility:
strategic implicationslournal of Management Studies(#3 1-18.

Mintzerg, H. (1994), The Rise and Fall of StrateBianning. Prentice Hall, Harlow,
England.

Mwaura, K. (2005), ‘Reality and Prospects of thegeised Constitutional Changes in
Kenya’, in Huniche, M. Pedersen, E. R. (ed€drporate Citizenship in
Developing Countries: New Partnership Perspectiv@enmark: Copenhagen
Business School Press.

Neville Benjamin A, Simon J. Bell & Bu’lent Mengu(2005), Corporate reputation,
stakeholders and the social performance-finanpaiformance relationship,
European Journal of Marketingol. 39 No. 9/10, pp. 1184-1198.

Njenga, S., and A. Smit (2007),eading the Way through CSI: A Guidebook for
Corporate Social Investment Practitionédosebank, Johannesburg: Knowledge
Resources).

Pasa, C. R. R. (2004ECP-Social: um modelo de avaliacdo da performanceias
empresarial. Tese de Doutorado, Universidade Federal de Santarida

Florianopolis, SC, Brazil.

51



Porter Michael E. and Mark R. Kramer, (2006), $ggt& Society: The Link Between
Competitive Advantage and Corporate Social Respibitng Harvard Business
Review,December. Vol. 84, Issue 12,pp-56-68.

Porter, M.E. (1980)Competitive Strategy: Techniques for Analyzing $tdes and
Competitors Free Press, New York.

Ricks Jr Joe M. (2005), An assessment of stratamgieorate philanthropy on perceptions
of brand equity variabledournal of Consumer Marketing/olume 22, Number
3,121-134.

Saiia, D.H., Carroll, A.B., and Buchholtz, A.K. @8), 'Philanthropy As Strategy: When
Corporate Charity "Begins at HomeBusiness and Societyol. 42, No. 2, pp.
169-201.

Swanson, D. L. (1995), ‘Addressing a TheoreticaldRekm by Reorienting the Corporate
Social Performance ModelAcademy of Management Revi&me|. 20, No. 1.

Ufadhili Trust (2004), Corporate Social Respongipiland Development in Kenya,
Ufadhili; Nairobi.

Van Marrewijk, M. (2003), Concepts and definitiaafSCSR and corporate sustainability:
Between agency and communidournal of Business Ethiégl:95-105.

Ventura, E. C. (2005), September). Institucionaldaa responsabilidade social: arranjos
estruturais no campo das organizagfes bancamass do Encontro Nacional da
Associacdo Nacional de Pés-Graduacdo e Pesquisaddministracado Brasilia,
DF, Brazil, 29.

Waddock Sandra (2004), Parallel Universes: Compaiieademics, and the Progress of

Corporate CitizenshipBusiness and Society Revi#09:1 page 5-42.

52



Werther, William B and David Chandler, (2008)je Strategic Context of CSR, Strategic
corporate social responsibility: stakeholders in ghobal environment Sage
Publication: London, p-49.

Wood, D. (1991), Corporate social performance mads Academy of Management
Review, 1), 691-718.

World Bank Institute (2003), ‘CSR Launch in Kenydew Training Initiative in East
Africa’ CSR Update: Responsible and Sustainable Develogméwation,Vol. 1,
Issue 2, pp. 1-2, Geneva: World Bank Institute.

Wright, P., Kroll, P. and Parnelll, J. (1996), $gic Management Concepts and Cases.

New Jersey (NY): Prentice Hall, Inc.

53



APPENDIX

An Interview Guide

DEMOGRAPHIC

1. What is the name of your department?
2. How long have you worked in Safaricom?
3. What is your position and how long have you beethis department/position?

CSR AND CORPORATE STRATEGY

4. What would you say informs the choice of strategjie¢ Safaricom Ltd employs?

5. Do you have a CSR strategy?

6. Do you have a corporate social responsibility (CB&icy?

7. Is CSR a fundamental part of your corporate stygteg

8. Does the company provide an annual budget for @8Rtives?

9. Do all your company policies have a CSR component?

10. How difficult has it been in incorporating CSR inagegy formulation?

11.Has it been the same case with strategy analydisngplementation in Safaricom

Ltd?
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GLOBOLIZATION

12.Would you say this is a global or national or indp&SR policy?

13.Has Globalization affected your implementation &RCstrategy in any way?

ORGANIZATION STRUCTURE

14.What issues, social or otherwise, does your CSR\ptarget?

15.How is CSR organized in your company, in termstafcture and hierarchy?

16.In your view of the organization’s operations, whoe the most important

stakeholders in CSR stakeholder management?

17.Would you say internal disorganization within th8FRGstrategy cross-functional

teams in the company has affected the efficach@ttrategic CSR initiatives?

18.Do you have human resources dedicated to CSR gyratevelopment and

implementation?

MANAGEMENT LEADERSHIP

19.What is your impression about CSR and strategy gemant?

20.What other tools does the organization use aparin frCSR in strategy

management?

21.What consideration has the company put in placeensure the strategies
developed and implemented take the environment #rel society into
consideration?
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22.Has it been easy using CSR to meet the Customeigtbelndex (CDI)

benchmark? If not, what have been the impediments?

23.What difficulties have been encountered in usindR@8 match the company’s
long term objectives and the action plans to enslugeset strategic targets and

goals are achieved?

24.What challenges does the organization face in eglyatdevelopment and

implementation process?

25.Does the team involved in strategy development angdlementation face

resistance to the process? How do you manage eaidtance?

26.What are the challenges Safaricom Foundation fatdke implementation of

CSR initiatives?

EMPLOYEES EMPOWERMENT.

27.Are there sufficient resources for implementingitggic CSR?

28.Do you have relevant systems and infrastructur€fRR activities?

29.Do you think lack of rewards and recognition foafftis a constraint in the

implementation of CSR?

30. Availability of empowerment initiatives (e.g. tramg and development programs)
for staff can be a barrier to integration of CSRSinategic Management. What is

you view?

31.Is the presence of a poorly motivated workforcetlagoconstraint?
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32.1n this set up, where would place low levels of &agpe commitment to
organizational initiatives as a key challenge ®application of CSR as a
strategic tool?

33.How about unclear employee involvement framewor&rganizational tasks?

34.Have there been cases of poor people managemdst akiong the workforce

affecting CSR and strategy initiatives?

35.1s CSR performance included in all our employeesfgrmance appraisals?

TECHNOLOGY

36.What about low levels of technology and skilled pamer in the economy?

POLITICAL AND REGULATORY ENVIRONMENT.

37.What is your comment regarding the unstable palitatmosphere in the country,

in view of strategic CSR initiatives?
38.How about the poor economic conditions in the cotht

39.Do you think CSR gives your organization social gofitical legitimacy?

40 Due to the stiff competition, the industry regula@CK) has initiated wide-

ranging regulatory measures. Has the tough indusgylatory environment

undermined the application of CSR as a strategi@to
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ORGANIZATION INDUSTRY

41.Are unfavorable corporate strategies by the pacemipany (Vodafone UK) a

hindrance?

42.The local telecommunications sector is experiencirtethroat competition. How
has this undermined the application of CSR asadegjic tool?

43.Suppliers, dealers and other business partnerghaasly affect CSR-Strategy
practices in Safaricom Ltd. Does this present &dition on the application of

CSR as a strategic tool?

ORGANIZATION CULTURE

44.Would you say resistance to change is a key clggdlen the application of CSR

as a strategic tool?

45.Would you say unresolved and long-standing coupteductive
office/organizational politics in the company hadbersely affected application

of CSR as a strategic tool?
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