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ABSTRACT

This thesis outlines the development and partial validation of a sector-specific corporate social
responsibility (CSR) framework, based on an empirical study using the quantitative method of
analytical hierarchy process (AHP). This study aimed to help shift CSR practitioners in Saudi
Arabia from rhetoric and activity to focus on prioritised needs and ultimately quality in CSR
practices suited to an emerging economy. Building on a synthesis of selected industry-endorsed
CSR indices, this study identified 31 CSR practices in three broad domains: economic, social
and environmental. To help further focus policy and implementation, these practices were then
prioritised using feedback from healthcare professionals who collectively represented the
primary stakeholders in the sector.

Shifting from policy design and implementation to examining results (performance), the utility
of the CSR framework was then tested in three representative private hospitals. Using a
simplified rubric based on four levels of performance and two criteria (relevance and credibility
of information), the framework appeared useful in measuring and reporting results. Further
substantiation of the framework was provided using data from semi-structured interviews to

identify the forces that enable or constrain effective social performance.

The study’s empirical contribution is a CSR index—the Saudi Environmental, Social and
Governance Index (SESGI-h)—that resolves a policy gap for Saudi Arabia, yet is also
potentially suitable for other emerging economies. The associated policy and practice
framework, with formative performance rubric identified, provides a substantive basis to
implement CSR and report performance in the private health sector in Saudi Arabia. The
framework is also suitable for any stakeholder wishing to integrate CSR into corporate planning

and to report performance for strategic and ethical reasons beyond compliance.
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CHAPTER 1: INTRODUCTION

1.1 Evolution of Thought on Corporate Social Responsibility

While corporate social responsibility (CSR) practices vary by country and sector, the concept
is understood broadly as company actions or policies that consider stakeholder expectations
and the triple bottom line of environmental, social and economic performance (Aguinis &
Glavas 2012). Described as a twentieth-century phenomena (Carroll 1999), CSR is shaped by
factors such as the firm’s size, level of diversification, consumer income, labour market
conditions and industry lifecycle (McWilliams & Siegel 2001). In policy terms, there are many
factors driving a heightened focus on CSR. From a business perspective, these include a
concern with brand image and reputation. At a national level, CSR reflects a rising concern for
social needs and access to global markets. Additionally, at an international level, non-
governmental organisations (NGOs) and intergovernmental initiatives have adopted voluntary
codes of conduct and networking activities that have in turn promoted CSR as an integral part
of business (Nasrullah & Rahim 2014).

Reflecting this evolution and multilevel influence, the focus of well-known businesses has
shifted as well—from a sole financial motive towards embracing legitimacy and justice
considerations shaped by financial crises, labour rights, product safety, poverty reduction and
commitment to a low-carbon future (Noronha et al. 2013). Consistent with this broad shift,
organisations are flagging their CSR credentials and related performance (Beck et al. 2018;
Lee et al. 2009), typically in terms of effect on financial performance (Johnson 2003) or value
creation defined by the dominant market logic of competitive positioning or profit (Bondy et
al. 2012). However, there is also an amount of literature on practices beyond the profit motive
(McWilliams et al. 2006; Wang et al. 2018), although it is difficult to integrate social and
environmental performance into core business without a suitable mapping tool (Bocken et al.
2013).

1.2 CSR in Emerging Economies

CSR has a crucial role in emerging economies—a term used to collectively describe countries
making impressive gains in industrial and economic growth. These locations are where
economic growth and business activity can have the most dramatic social and environmental

effects, both positive and negative (Visser 2009). As a result, these countries (and their



economies) represent a specific CSR agenda and a particular set of challenges distinct to more
developed or advanced economies. If CSR practices are generally motivated by strategic and/or
ethical reasons to increase firms’ value and contribute to sustainable development in a country
(Alotaibi & Hussainey 2016; Kolk & Van Tulder 2010; Mishra & Modi 2016), in an emerging
economy context, CSR is seen as central to fighting poverty (Alotaibi & Hussainey 2016; Kolk
& Van Tulder 2010; Mishra & Modi 2016), while remaining sensitive to prevailing historical,
religious and cultural contexts (Visser 2009). Other motives include addressing governance
gaps and social issues, such as unemployment, gender inequality and nepotism—issues that are
all highlighted in Saudi Arabia, where the current study was situated (Ahmed 2019; Alhejji et
al. 2018; Arabi 2018; Bursztyn et al. 2018; Farhan et al. 2016; van Geel 2014).

Consistent with the motives that drive CSR in an emerging economy, the Saudi national
strategic plan Vision 2030, which seeks enhanced company- and country-level
competitiveness, has positioned effective CSR as central to its social and economic objectives
(Lenssen et al. 2006; SAGIA 2008). Similarly, businesses in the Kingdom have turned their
focus towards social contribution and community needs (Aldosari & Atkins 2015; Edgar et al.
2016; Khan et al. 2013). Notwithstanding this interest at national and business level, local
efforts are not helped by the government-endorsed Saudi Arabia Responsible Competitiveness
Index (SARCI), which has attracted considerable criticism. These criticisms include the
SARCTI’s tendency to weigh all CSR activities equally, which effectively encourages activity
over quality in practice (Aldosari & Atkins 2015; Mandura et al. 2012), and failure to consider
stakeholders’ opinions (SAGIA 2008) and social issues, such as increased female workplace

participation, as recently proposed by Vision 2030.
1.3 Study Aim

This thesis outlines the development and partial validation of a sector-specific CSR framework,
based on an empirical study using the quantitative method of analytical hierarchy process
(AHP), which is considered a useful tool to evaluate CSR practices and measure social
performance (Arrington et al. 1982; Ruf et al. 1998; Wokutch & Fahey 1986). Intended to
support Vision 2030—the blueprint for economic change in the Kingdom of Saudi Arabia—
the aim of this study was to help CSR practitioners focus on quality in practice and sustained
performance (Beck et al. 2018). Reflecting on the associated complexities of implementing
CSR in an emerging economy and of measuring and reporting corporate social performance
(CSP)—especially nonfinancial information (Graafland & Smid 2019; Habek & Wolniak



2016)—a secondary aim of this study was to highlight the intersection between quality
management (QM) and CSR objectives, which can offer a tested path towards embedding CSP
into business operations (BSR & ASQ 2011).

1.4 Implementing CSR

Regardless of the motivation for CSR—strategic or ethical reasons, to increase a firm’s value
or to contribute to sustainability (Alotaibi & Hussainey 2016; Kolk & Van Tulder 2010; Mishra
& Modi 2016)—implementing CSR is often viewed as problematic. Described as a grand
challenge (Kolk 2016), in substantive terms, CSR involves a shift from rhetoric and
undifferentiated activity to quality practice—a term that suggests integrating CSR into
corporate planning and aligning subsequent activity based on need and measurable results
(Wickert et al. 2016). One issue in implementing CSR is the absence of a useful mapping tool,
which renders it difficult for managers to understand the overall value proposition in quantified
terms and in terms of differentiation and/or relevance (Bocken et al. 2013). The absence of an
agreed tool or framework also makes it harder to integrate sustainability into core business.
Another issue in implementing CSR is that, while changed societal expectations have made
CSR central to business success and caused an increase in CSR policies and reporting, the
effect of related CSR activity is often uncertain (Graafland & Smid 2019; Habek & Wolniak
2016). Rather, as Graafland & Smid (2019) commented, companies appear to have co-opted
an ethics agenda that supports, rather than questions, business practices, and CSR practices

appear to have been adopted insofar as they align with narrow strategic interests.

Compounding the policy/practice conundrum is the clear divide between CSR as a business
tool and as a development tool. This distinction draws attention to the fact that Western-based
CSR practices may not be effective in a developing world (and thus also an emerging market)
context (Sinkovics et al. 2015), where, for example, CSR reconceptualised as social value
creation or value alleviation could be used to achieve significant development effect. For
example, rather than bypassing or exploiting constraints, companies could design their business
models to absorb social constraints that prevent a system from achieving its goal (Sinkovics et
al. 2015). Thus, the challenge would be to require local producers to meet certain product
quality standards by addressing local constraints, such as a lack of human or financial capital,

and/or poor governance systems (London et al. 2010).



Underwriting CSR in the broadest sense is a social contract between corporations and society
(Crowther & Aras 2008, p. 10). CSR implies that corporations take actions to further some
social good beyond the interests of the firm and that required by law (McWilliams & Siegel
2001, p. 117). However, CSR as essentially voluntary behaviour has also been described as a
smoke screen for deregulation (Hanlon 2008; Shamir 2005) and window dressing for
irresponsible behaviour (Banerjee 2008) or greenwashing through creative reporting of CSR
behaviour (Crowther & Aras 2008). Another view, central to many definitions, is that CSR
activity occurs beyond the requirements of the law (Moon & Vogel 2008) and is a form of self-
governance (Gond et al. 2011). However, this neat separation in terms of markets and politics
is also criticised as unrealistic, given the crucial role exercised by governments ‘indirectly
through the mobilisation of market mechanisms and directly through legal and regulatory
shaping of CSR initiatives’ (Gond et al. 2011, p. 645).

In effect, corporations are relatively embedded in their respective governance systems and thus
are enabled, yet also constrained, by these broader institutional settings (Crouch 2006; Jackson
& Deeg 2007). Reflecting these push—pull influences, some argue that CSR has, in reality,
evolved into a mandatory scheme at national, regional and even transnational levels (Carroll &
Shabana 2010), and that CSR reflects competing requirements from multiple groups of
stakeholders (Dawkins & Lewis 2003; Greenwood 2001; Maignan & Ferrell 2004). For
example, at times, governments may force practices on companies that may not correspond
with the interests of investors or other stakeholders (Beekun & Badawi 2005). Nonetheless,
common to the task of satisfying different groups of stakeholders beyond the main goal of
investors, which is to make profit, is that customers expect to be treated fairly, plainly and with
rationality in marketing or communication. Managing conflicting stakeholders’ expectations is
also helped by building strong connections between groups of stakeholders at different
organisational levels, even if this engagement is difficult to achieve and difficult to assess for
effectiveness (Werther Jr & Chandler 2010).

According to Mintzberg (1983), there are several reasons for implementing CSR practices. The
first reason is what he called ‘enlightened self-interest’, based on the concept that the output of
society affects the business environment positively, so a business will profit from socially
responsible actions. In Mintzberg’s view, socially responsible practices are indispensable if
society and the economy are to succeed. The second reason for implementing CSR is what
Mintzberg called ‘sound investment theory’. His argument was that socially responsible



behaviour increases the firm’s value and leads to more investors or shareholders (Gravem 2010;
Mintzberg 1983). The third and final reason for implementing CSR is that companies must
avoid any conflict with the government. Even if companies reject the idea of acting in socially
responsible ways, there is no escape from government policies or oversight. This latter motive
seems to be behind the international trend to engender enhanced social welfare and
development (Mintzberg 1983).

According to Mintzberg, companies must participate in CSR to protect society from becoming
too regulated and controlled by laws. Conversely, he also regarded CSR as ‘almost impossible
to achieve’. Notwithstanding, placing the onus on corporations, Mintzberg (1983, p. 14) argued
that CSR must succeed ‘if our society and economy are to continue and to succeed’. In Saudi
Arabia, the implementation challenge for CSR can be described as the need to foster a strong
and stable economy within the bounds and norms of the society and wider region. Practically,
it would involve addressing governance gaps and social issues, such as unemployment, gender
inequality and nepotism, which are all prevalent in Saudi Arabia, as aforementioned (Ahmed
2019; Alhejji et al. 2018; Arabi 2018; Bursztyn et al. 2018; Farhan et al. 2016; van Geel 2014).

1.5 Stakeholder Expectations

CSR has been adopted by businesses as an essential component of their overall strategy. One
of the expectations of stakeholders is that organisations act in a socially responsible manner
(Kotler & Lee 2006). A number of studies also indicate that stakeholders persistently seek
information about organisations’ social practices, separate from financial disclosure
(Fernandez-Feijoo et al. 2014; Keeble et al. 2003). Further, there is significant evidence that
stakeholders tend to reward companies when social practices are aligned with their interests
(Marin et al. 2015; Sen & Bhattacharya 2001; Sen et al. 2006). Conversely, stakeholders can
punish companies’ not only for unethical actions, but also for ethical actions, if these actions
are not seen as operating in their interests (Marin et al. 2015). Similarly, CSR can backfire if
consumers feel that the motive behind practices is to increase purchasing intentions, rather than

provide real benefits (Brown & Dacin 1997).
1.6 Study Context

While the Saudi national strategic plan Vision 2030 seeks enhanced company- and country-

level competitiveness, a close examination of private companies in Saudi Arabia reveals a



significant gap between perception and implementation of CSR. The primary explanation
offered for this situation is the lack of regulations and specific measurements that ensure quality
in CSR execution (Aldosari & Atkins 2015; Mandura et al. 2012). In this regard, local efforts
are not helped by the present government-endorsed SARCI, which has attracted considerable
criticism for its tendency to weigh all CSR activities equally, which effectively encourages
activity over quality in practice (Aldosari & Atkins 2015; Mandura et al. 2012). The index has
also been criticised for failing to consider stakeholders’ opinions (SAGIA 2008) and social

issues, such as increased female workplace participation, as recently proposed by Vision 2030.

However, there are a number of other challenges to promoting effective CSR in Saudi Arabia
(Alotaibi & Hussainey 2016; Mandura et al. 2012). Principally, the Saudi community is
described as a masculine society, where men have power and authority over women (Farhan et
al. 2016). As a consequence, women in the Kingdom, and in other Arab countries, are described
as being subject to many more restrictions compared with men (Shen & Khalifa 2010).
Developing this theme, according to the Arab Human Report (‘Creating Opportunities for
Future Generations’) released by the United Nations (UN) in 2002, the Arab World is suffering
from ‘deeply rooted shortcomings’ that are negatively affecting human development. This
report highlighted three key factors: lack of respect for human rights, people not seeking
knowledge and lack of female empowerment. While unemployment rates in the Kingdom are
high, the causes and underlying biases become clearer when employment is examined by age
and gender (El Demerdash 2014). Fundamentally, employment of women in Saudi Arabia is
deeply rooted in cultural assumptions, social norms and local practices that effectively prevent
women from working in numerous vocations (Farhan et al. 2016). Similarly, as Korotayev et
al. (2015) suggested, social norms can be considered a key player in the development of
policies in the Gulf region, although these authors also held the optimistic view that, if social
norms sustain any social practice, little effort should be needed by policymakers to encourage
change. While this may be true at one level, this view arguably also highlights another tendency

in the society to externalise agency and responsibility.

The current study’s focus on the healthcare sector is well justified for two reasons. From an
economic perspective, this sector represents a significant cost to the economy—about one-fifth
of government expenditures, with the private sector representing about 25% of this cost (Yusuf
2014). Moreover, as evident in Figure 1.1, government expenditures are rising
(US$1 = 3.75 SR) for health and social development, relative to the other main sectors (MOF



2019), while related evidence suggests that the sector will be prone to challenges in the future
(Al-Hanawi et al. 2019b; Elachola & Memish 2016). For these reasons, Saudi government
policymakers have gone to great efforts recently to reform the healthcare system in the country,
including work to privatise governmental hospitals (Almalki et al. 2011; Yusuf 2014). The
expected benefits of privatisation include effectively speeding-up decision-making, reducing
overall government expenditure on healthcare services and improving the quality of healthcare
services (Al-Hanawi et al. 2019b; Almalki et al. 2011; Yusuf 2014).

Figure 1.1: Government Expenditures (SR Million)
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However, it worth notice that the Ministry of Health (MOH) is the main government financer
and provider of health care institutions in the Kingdom, with t a total of 484 hospitals. The
share of the Ministry of Health and other government agencies reached 67% of the total of
these hospitals, while the share of the private sector accounted for 33% of them. Governmental
hospitals provide all Saudi residents and healthcare professionals working within the public
sector with totally free access to healthcare services (Al-Hanawi et al. 2019a). There is clearly
high priority given by the government to healthcare services in the Kingdom (Almalki et al.
2011), as evidenced by the fact that the Saudi health system has been rated 26 of 190 healthcare
systems by the World Health Organization, surprisingly ahead of developed countries such as
Canada (30), Australia (32) and New Zealand (41) (Almalki et al. 2011). However, budgetary
pressures linked to a drop in oil prices present a challenge for the health sector (El Bcheraoui
et al. 2015; Jannadi et al. 2008). In combination with Saudi Arabia’s rising population—
approximately 2.4% annually (GASSA 2016) and estimated to reach 39.8 million by 2025 and
54.7 million by 2050 (Almalki et al. 2011)—the combined effect will be to dramatically
increase pressure on services, human resources and related expenditures in the healthcare sector
(Almalki et al. 2011; El Bcheraoui et al. 2015; Elachola & Memish 2016).



A second reason for the focus on the health sector is a social consideration. Effective CSR is
important and arguably even essential for private hospitals, as they are reported to have
enormous potential to strengthen society (Ahmad et al. 2016) and generate necessary social
changes in the structures of a society (Jacobs & Asokan 1999). Despite this potential, however,
CSR has not attracted attention in hospitals and healthcare generally in Saudi Arabia (Ahmad
et al. 2016; Kirchner et al. 2012). (Al-Hanawi et al. 2019b).

These overlapping economic and social imperatives has seen a great shift in recent policy
tendency within in the Kingdom. Shaped by the need to control expenditure in the healthcare
sector, the government is encouraging a shift towards privatization. And in turn, the private
sector is expected to play a major role in the creation of job opportunities, particularly in terms
of employment of women, and in the acceleration of economic growth in the country. These
benefits are at the core of CSR (Al-Hanawi et al. 2019b).

1.7 Research Issues

1.7.1 Implementation Challenges

Putting aside Friedman’s fundamental philosophical premise for CSR of profit without
deception and fraud and a focus on linking CSR to financial performance (Beck et al. 2018),
socially responsible practices have long been viewed as indispensable for both society and the
economy (Mintzberg 1983). When a corporation acts in a socially responsible manner with
high consideration of the effect of its decisions on society and the environment, its
competitiveness relative to other companies in the same market will increase and will allow
the enrichment of citizens by creating more employment opportunities (El-Garaihy et al. 2014;
Lee et al. 2016). For these well-known reasons, some argue that there is no need to convince
senior leaders of the business case for effective CSR (Grainge 2007; Porter & Kramer 2006).
Simply, socially responsible practices are seen as indispensable for both society and the
economy (Mintzberg 1983). However, as Mintzberg also acknowledged, businesspeople are
largely ill-equipped to deal with social issues. One challenge is trust and perhaps cynical
attitudes. Another is the absence of structures. There are also the practical issues of (lack of)
transparency, the proposal of general criteria and the absence of criteria relative to the desired
outcome. As a result, CSR is consistently at risk of being reduced to merely a public relations
exercise (livonen & Moisander 2015; Mintzberg 1983).



Turning from motive (why) and challenges to actual practice (what and how), the literature
shows that implementation is problematic, as is linking CSR practices to results or what has
been labelled CSP (Graafland & Smid 2019). The difficulties with effective implementation
and with measuring outcomes highlight the need to understand less visible relationships in CSR
adoption and implementation. As Figure 1.2 illustrates, the concept of CSP is more substantive
than symbolic, with a three-stage process and two practice tensions identified—decoupling and

greenwashing.

Figure 1.2: Three-stage CSP Model and Practice Tensions
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Source: Adapted from Graafland and Smid (2019).

The first tension is a potential ‘decoupling’ or disconnect between policy and actions that are
symbolic rather than integrated responses, underwritten by internal system efficiencies. The
second tension identified is a potential means—end decoupling through greenwashing, which
indicates a potential gap between communications and actual performance (Bromley & Powell
2012; Graafland & Smid 2019). Given multiple and possibly competing stakeholder interests,
any decoupling between policy and practice will likely reflect tensions between external
legitimacy pressures and internal efficiencies, while greenwashing can be the result of both

external and internal drivers.

As cautioned by related literature on emerging markets, CSR models are difficult to apply
commonly across developed and developing countries and across differing social and economic

contexts (Jamali & Karam 2016; Tsamenyi et al. 2007). Unsurprisingly, the literature suggests



that companies report CSR based on their areas of interest and in mostly rhetorical ways
(Ellerup Nielsen & Thomsen 2007; livonen & Moisander 2015) or as a public relations exercise
(livonen & Moisander 2015; Mintzberg 1983). Conversely, as indicated by an online survey of
some 28,000 respondents from 56 countries, there is a broad expectation that businesspeople

must act responsibly—an expectation that also extends to the Middle East (Shehadi et al. 2013).
1.7.2 Measuring Performance

Whatever the primary motive for CSR, be it self-interest, justice or social legitimacy, as Ruggie
(2017) stated, businesses should act, rather than wait for the government to pass new laws.
Policies are regarded a good starting point for organisational commitment, as they can generate
conviction and rationality of action that in turn leads to full implementation (Graafland & Smid
2019). However, any take-action strategies can be compromised by the difficulty of identifying
and measuring key performance outcomes (Epstein & Roy 2001) and a lack of standardised
metrics for CSR activity and reporting (Vogel 2007). Collectively, while measuring
performance is often expressed in terms of establishing a link between CSR initiatives and
financial performance (De Villiers et al. 2011), improving performance and evaluating CSR
practices are interdependent (Consolandi et al. 2009; Ma’'rquez & Fombrun 2005). Moreover,
as all activity is not the same and any practice should and will evolve and change over time,

measuring CSP requires a robust set of indicators or metrics to measure ‘what matters’ most.

A framework based on principles such as the triple bottom line is viewed as an inspiring
allegory that challenges today’s organisations to meet economic, environment and social
objectives jointly (Adams, Frost & Webber 2013). Importantly, while these dimensions are
strongly interrelated, the criteria for each dimension are different (Brown, Dillard & Marshall
2006). Consequently, if managers aim to integrate practice into day-to-day decisions and
institutionalise social concerns through the organisation, they require a measurement system
that captures the drivers of performance and outcomes, both good and bad, for the various

corporate stakeholders (Epstein & Roy 2001).
1.7.3 Quality Management

A third research challenge linked to any substantive shift from rhetoric to quality in CSR
practice and core business strategies (Kingston 2007) is answering the important question of
quality. Drawing on the QM literature, it is apparent that QM offers a systematic approach that

can help companies shift from a reactive to proactive approach by seeking internal alignment
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across systems and by continuous improvement processes based on evidence (Meyer et al.
2012). Arguably, there is a deep intersection between implementing CSR and the philosophy
of QM, as well as the related approaches of total QM, Lean and Six Sigma. QM, associated
with people such as Juran and Deeming, was first used in manufacturing, but has since
expanded into transactional and service fields (BSR & ASQ 2011). Described as a forward-
looking approach to performance measurement, QM involves setting goals and regularly
checking to see if these goals have been achieved. Using healthcare as a case to illustrate the
utility of QM, what initially involved observing given standards has expanded to include
broader considerations, such as patient satisfaction and the needs of families, employers and
other healthcare providers (Decker 1992). QM and its related approaches are well integrated
into organisations, unlike the CSR space (Sapru & Schuchard 2011), and, as related studies
suggest, there is considerable benefit to applying a quality framework to program measurement
(BSR & ASQ 2011) and evaluating social performance (Jacobsen 2011).

1.8 Research Question

Informed by Mintzberg’s observation that personal commitment, rather than further
bureaucratic procedures, is central to successful implementation of social responsibility, the

research question for this study focused on the private health sector of the Kingdom to ask:

What are the key performance drivers that ensure quality in local CSR practice?
1.9 Research Objectives

The focus implicit in the stated research question is of CSR in an emerging economy.
Moreover, understanding ‘quality’ implies a proactive approach to internal alignment and
continuous improvement based on evidence of value added and outcomes. As such, the

following research objectives were identified:

1. develop a consolidated index for CSR practices through a critique of selected important
CSR indices

2. develop a prioritised index with systematic indicators to evaluate quality of CSP in the
Saudi health sector

3. identify enabling and constraining forces that influence CSR implementation and
effective CSP

4. devise a policy and practice framework to support quality in CSP.
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1.10 Contribution to Knowledge and Statement of Significance

Despite the numerous efforts to propose effective measures for CSR, only one study has
considered CSR indicators as having unequal values (Ruf, Muralidhar & Paul 1998). In this
study in the United States (US), prioritised social issues were the important factors influencing
the community. In the current thesis, CSR is measured based on the perceived importance of
the identified practices. Moreover, given that most prior research has been undertaken in
developed countries, such as Australia, Europe and the US (Keeble et al. 2003; Singhapakdi et
al. 1996; Veleva & Ellenbecker 2001), this study provides a rare attempt to conduct
empirically-based research to create a valid scale to measure CSR in an emerging economy,
such as Saudi Arabia.

There is also a scarcity of empirical studies involving CSR in the Middle Eastern region
(Mandura et al. 2012). Although this thesis focuses on the health sector in Saudi Arabia, it can
be considered a substantive guide for CSR practitioners and researchers in terms of the policy
development and methodology of prioritising social and environmental practices. As such, this
study promises to increase the level of understanding of CSR and associated important practice

tensions in Saudi Arabia and other emerging markets.

Finally, and most fundamentally, this study sought to close the many gaps noted in the locally
devised SARCI, created in 2008 by the Saudi government. The main gap in the current SARCI
is that the focus is on the quantity of the CSR actions that appear largely in the economic
domain. This study aimed to devise a sector-specific CSR framework to encourage the
implementation and subsequent evaluation of CSR activities. Focusing on the private health
sector in Saudi Arabia as a case study, this study sought to improve the criteria for CSR that
exist in the SARCI, as well as identify prioritised actions based on social and other issues of

significance to the Saudi community.
1.11 Research Process

This project began with a review of literature, where the author developed an understanding of
the field of CSR practice and evaluating CSR. The research question of the study derived from
intensive reading of the literature, which also identified some gaps in knowledge. Based on
these gaps, the researcher developed a series of research objectives. Figure 1.3 illustrates the

various steps of the research, including data collection and analysis using AHP—a structured
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analytical hierarchical process—to achieve the research objectives and formulate the final
results for the study. Eventually, the researcher summarised the research findings and identified

study limitations and suggestions for further research.

Figure 1.3: Research Process
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1.12 Thesis Structure

This thesis is presented in six chapters, as follows.

Chapter 1 introduces the study and some background on the importance of reviewing CSR in
the context of the Kingdom of Saudi Arabia and more generally in emerging economies. The
chapter identifies the research question and associated research objectives of this study, as well

as the research process and broad structure of the study.

Chapter 2 provides a survey of the relevant literature to present an overview of the concept of
CSR from different perspectives, including CSR approaches applicable to emerging

economies. The discussion then explores CSR practices through a summary examination of
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selected industry-endorsed CSR indices from around the world. The chapter then highlights the
situation for CSR practices in Saudi Arabia, illustrating a practice gap and the conceptual
framework that will be used to address the research question and related objectives on CSR
practice in the Kingdom.

Chapter 3 summarises the research methodology adopted and highlights the research design.
The chapter also explains the philosophy, strategy and approach of the research, including the
data collection methods and tools for analysis. The reasons for using both quantitative and
qualitative methods in this study are discussed and justified. The discussion then moves on to
explain Phase 1, scale development, using secondary data based on selected CSR indices
around the world. The chapter then discusses Phase 2—the quantitative part of the study based
on the AHP. The data were collected randomly from a selected number of doctors, nurses and
administrators in the private health sector of Saudi Arabia and then analysed using expert
choice comparison. Finally, the chapter discusses Phase 3—the qualitative approach of the

study.

Chapter 4 first illustrates the process of building a consolidated index for CSR practices based
on selected representative and well-known CSR indices (RO1). This chapter then presents the
prioritised CSR index (SESGI-h) derived from analysis of the quantitative data using the
questionnaire survey based on AHP (RO2). This chapter also examines the data collected using
in-depth interview evidence from 18 healthcare professionals in the private health sector in the
Kingdom. The discussion then moves on to explain the healthcare professionals’ views on the

CSR practices influencing the quality of their workflow (RO3).

Chapter 5 presents the findings and general discussion of data presented in Chapter 4. The
findings are summarised in relation to the stated research objectives, and the importance of the
findings for future CSR practice is discussed based on a consolidated framework for CSR. The

contributions of this study to theoretical knowledge are also presented.

Chapter 6 presents the conclusions of the study, including a proposed framework to guide
CSR practices (RO4) that incorporates particular formative considerations for emerging
economies and extends CSR into integrated practice that can be measured and improved as
necessary with changing needs. The chapter also identifies the limitations of the study and

presents recommendations for future research.
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1.13 Summary

The government-promoted SARCI has attracted considerable criticism for its tendency to
weigh all activities equally and to effectively encourage activity over quality in CSR practices.
This study presents the development and partial validation of a sector-specific CSR framework
to help Saudi Arabian hospitals and CSR practitioners shift to a focus on prioritised needs and
quality in CSR practice. The increased awareness of the CSR concept in Saudi Arabia
encourages private firms to make remarkable contributions to the community and environment.
However, these efforts are less effective because of the lack of theoretical and practical research

that has tested the influence of CSR on Saudi organisations.

A close examination of private companies in Saudi Arabia tends to reveal a significant gap,
mainly because of the lack of regulations and specific measurements that ensure the quality of
CSR execution in Saudi companies. There are also a number of other factors related primarily
to social norms that influence implementation of particular aspects of CSR. This study sought
to resolve the limitations noted in the locally devised SARCI. The proposed framework will
provide a substantive basis for CSR practice in the private health sector in Saudi Arabia and
for other corporate stakeholders seeking to apply, manage and evaluate CSR practices for

strategic and ethical reasons.
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CHAPTER 2: LITERATURE REVIEW

2.1 Introduction

This chapter reviews the literature on the concept of CSR and the different ways of evaluating
CSR practices. The chapter aims to provide a clear understanding of different issues concerning
CSR generally, as well as in terms of an emerging economy. The chapter also identifies issues
that illustrate the tensions in implementation and more generally the potential gaps in
knowledge on the topic of CSR, with the ultimate intention of identifying the research question
and associated objectives concerning quality in local CSR practice. This chapter also reviews
the way CSR has been applied in Saudi Arabia. This section of the chapter seeks to highlight
the importance of developing a new framework to evaluate CSR in the Kingdom that is directed
towards substantive performance and discernment in activities suited for an emerging

economy, such as Saudi Arabia.
2.2 Evolution of CSR: From Symbolic to Substantive Practice

There is a dearth of literature comparing CSR across differing contexts and particularly across
developed and emerging markets (Azmat & Zutshi 2012; White 2008). It is worth noting from
the outset—particularly because this study examines CSR in an emerging market—that, while
some may view CSR as a Western conception, as Visser (2009) suggested, there is ample
evidence that CSR in developing countries draws strongly on deeply-rooted indigenous cultural
tradition related to philanthropy, business ethics and community embeddedness. For example,
in businesses of countries practicing Hinduism, Buddhism, Islam and Christianity, the
condemnation of exorbitant interest rates charged by businesses dates back many thousands of
years. It can also be argued that Indian statesman and philosopher Kautilaya advocated moral

principles in business practice as early as the fourth century BC (Visser 2009).

In recent literature, it is evident that concepts such as stakeholder theory, social performance,
corporate responsibility and business influence on the community have existed for a few
decades (Cannon 1994; Castka et al. 2004; Freeman 2010). However, it is only in recent years
that CSR appears to have gained momentum and joined international business research as an
important area of enquiry (Asif et al. 2013). In fact, it is now around six decades since
corporations’ social responsibilities were first discussed in the literature (Bowen 1953). Over

this period, the literature on CSR is seen as having undergone three major historical periods:

16



the Industrial Revolution, the mid-twentieth century and the globalisation era (Blowfield &
Murray 2014). For practical purposes, each of these periods is only reviewed here briefly for
context, yet each has had a significant effect on CSR as a concept and in terms of the
relationship between business and society (Blowfield & Murray 2014; Gravem 2010).

The Industrial Revolution from the late eighteenth century onwards can be considered an
important period for CSR. Massive urbanisation led to significant social problems, including
overcrowding and spread of diseases (Blowfield & Murray 2014). Industrialisation also created
civil unrest, as evidenced in demonstrations against industrialisation and the demand for
effective ways to improve the lives of the many people affected by social upheaval (Blowfield
& Murray 2014; Carroll 2008). These issues led to policies by the government to remediate
aspects of industrialisation and led to the appearance of workers’ unions. Combined, these
factors encouraged companies to think about their responsibilities towards their key
stakeholders (Blowfield & Murray 2014; Carroll 2008; Gravem 2010).

In the twentieth century, the International Labour Organization, established in 1919, stimulated
governments, businesses and unions to heed the dangers of oppressive political or economic
systems. For this reason, leaders and decision-makers were forced to consider the effects of
their business on society. One result was a movement called ‘New Capitalism’ (Blowfield &
Murray 2014), the goal of which was to encourage companies to voluntarily take action to
improve their practices to create a better society (Gravem 2010). After World War 11, the idea
spread that businesses offered the best outcomes for stakeholders if the government better
regulated them—a belief especially marked in Europe. The main reasons behind this belief
were to ensure that growth would lead to a more impartial distribution of the benefits provided
by businesses (Carroll 2008). Other issues, such as healthcare, education and wages, were also
important. Collectively, these concerns continue to be recognised in the CSR domain today
(Blowfield & Murray 2014; Gravem 2010).

The concept of CSR in the post-World War 11 era was known by different names, such as
public service and trusteeship (Bhaduri & Selarka 2016; Clarke & Gibson-Sweet 1999). In
1948, a number of national governments cooperated to create the UN Universal Declaration of
Human Rights, which remains one of the fundamental factors guiding CSR in Western
countries (Carroll 1999; Cochran 2007). In the 1950s, Bowen (1953) confirmed that many large
businesses made decisions that affected the lives of citizens in numerous ways (Blowfield &
Murray 2014; Cochran 2007). Later, in the mid-1970s, a number of NGOs invested significant
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effort to highlight the importance of addressing key social issues, such as the rights of
employees, indigenous people, animals, children and other groups in society (Blowfield &
Murray 2014). Similarly, gender equality emerged as a consideration through the rise of
women’s rights in the 1960s and 1970s. The idea of gender equality extended the idea of
equality and non-discrimination to people in terms of their age, religion, descent, disability and
sexual orientation. All these issues are now vibrant aspects of CSR in the Western world
(Blowfield & Murray 2014; Gravem 2010).

The final period of CSR development is seen as occurring in the era of globalisation and is
seemingly focused on another set of CSR-related concerns—equity, poverty, climate change,
sustainability, values and culture (Blowfield & Murray 2014; Gravem 2010). These recent and
emerging concerns raise the question of who should properly care for these issues, which
formerly may have been identified as state responsibilities (Blowfield & Murray 2014).
However, the UN Global Compact view is that companies created globalisation; thus,
companies must take greater social responsibility (Cochran 2007). The emergence of the
International Bank for Reconstruction and Development (the World Bank), International
Monetary Fund (IMF) and World Trade Organization to promote free trade markets (Blowfield
& Murray 2014) also arguably helped merge state and corporate responsibilities. For example,
the mid-1970s crisis of unemployment and inflation led the World Bank and IMF to develop
policies that gave corporations more corporate relative to labour, as well as championing freer
markets, decentralising government flexible control of currencies, and offering greater
incentives for private investment. These factors effectively defined ‘Good Government’
(Blowfield & Murray 2014; Gravem 2010).

The increased awareness of these international institutions encouraged emerging markets to
similarly change and improve their policies and economic systems (Crane et al. 2019; Gravem
2010; Jamali & Karam 2016). These changes included greater concern for social issues, such
as corporate governance, anticorruption, anti-poverty and a greater emphasis on transparency
and auditing (Bhaduri & Selarka 2016; Blowfield & Murray 2014). These imperatives in an
emerging market fitted neatly into the unifying logic that drove the emergence of CSR in all
three periods—a desire to enhance standards of living and the rights of people who are
otherwise ‘shut out’ of the political process, and to ensure that growth leads to a more impartial
distribution of wealth and not just to more goods and services. Consistent with this move, a

number of NGOs have emerged to tackle issues of healthcare, education, wages, gender
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equality and discrimination. In addition, the 2001 UN Global Compact requires companies to
take greater social responsibility and generally help improve society (Blowfield & Murray
2014).

2.3 Theories of CSR

Although companies acted in generally socially responsible ways before the 1970s, it was not
until this decade that the term CSR began to be commonly used. While subjected to many
attacks, CSR has also seen some significant growth regarding theory, being examined in terms
of instrument theory, political theory, integrative theory, ethical theory, stakeholder theory and
legitimacy theory (Dawkins & Lewis 2003; Deegan & Rankin 1997; Garriga & Melé 2004;
Greenwood 2001).

2.3.1 Instrument Theory

Instrument theory claims that a company is an instrument that generates profits and wealth
regardless of the community (Friedman 2009; Prahalad & Hammond 2002). American
academic Milton Friedman supported this theory, stating that the business of business is
business. The idea behind this theory is that a privately owned organisation has only one clear
task—to make as much as money for itself and its shareholders as possible, without any
consideration of the wider society (Freeman & Liedtka 1991; Schwartz & Saiia 2012). The
only consideration of business leaders is the economic aspect, which means that all other sides
of CSR, including the ethical, should not be considered by any private enterprise. Two other
concerns are outlined—that CSR is undemocratic and people have the right to live the way they
want, and that business leaders have insufficient experience in social issues and are unable to

determine what is good or bad for society or the environment (Friedman 2009).

According to some studies, Friedman’s view forces decision-makers to consider the
effectiveness of CSR more seriously (Gravem 2010). The first argument of Friedman is that
CSR involves spending shareholders’ money wrongfully (Freeman & Liedtka 1991); however,
this is challenged by considerable evidence that CSR practices benefit society and contribute
effectively to shareholder wealth (Mishra & Modi 2016). The second argument of Freidman
that CSR is undemocratic is similarly challenged (Gravem 2010) by the cooperation evident
between organisations, whether they are international or national, global or local, governmental

or non-governmental, and public or private. The effect is that CSR is a holistic framework
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(Ma’rquez & Fombrun 2005) characterised by voluntarism, which means that CSR practices
are not mandatory and so also do not tend to be undemocratic (Crane et al. 2013). Conversely,
Friedman’s last argument regarding business leaders’ lack of knowledge regarding social issues
has been shown to be abundantly true (Blowfield & Murray 2014; Gravem 2010).
Notwithstanding a greater focus on CSR through education programs (Gravem 2010), it seems
that businesses are ill-equipped and companies do not yet have the structures to ensure good
CSR practices (Mintzberg 1983).

2.3.2 Political Theory

Political theory supports the idea that organisations can wield a significant influence on the
system in a given region or country (Davis 1960). Consistent with this theory, it has become
evident over the last few decades that private sector organisations are participating in activities
that were originally considered government-derived activities (Margolis & Walsh 2003;
Matten & Crane 2005; Scherer & Palazzo 2011). Moreover, as stated by Matten & Crane
(2005), private enterprises in today’s market are now assuming a state-like role by taking up
the functions of protecting, empowering and implementing citizens’ rights—again functions
that were previously the responsibility of the state and its agencies. While some of these
changes occurred when the state system failed to address or solve an important social issue
(Scherer & Palazzo 2011), as other literature suggests, corporations have become political
actors worldwide (Boddewyn & Lundan 2010; Detomasi 2007; Matten & Crane 2005; Scherer
& Palazzo 2007).

Globally, however, neither nation-states nor international organisations are able to control the
global economy to produce a ‘global good’ (Kaul et al. 2003; Scherer & Palazzo 2011).
Consequently, an emerging issue is global governance, which can be defined as ‘the process of
defining and implementing global rules and providing global public goods’ (Scherer & Palazzo
2011). This is described as a multilateral process to which governments, international
organisations, civil unions and business must all contribute both knowledge and resources
(Braithwaite & Drahos 2000; Detomasi 2007). Moreover, globalisation has mediated the extent
of political authority (Cohen & Kennedy 2012). The resultant process has seen more
intertwined international social interactions because of the decline in the costs of connecting
distant locations through digital social media, and an increase in competitiveness between
private enterprises (Beck 2015; Scherer & Palazzo 2011). Globalisation is now growing in

influence, as evident in political decisions, such as reduced tariffs, greater foreign investment
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and a move towards privatisation and deregulation policies, as well as in technological
developments, rising levels of immigration and the spread of knowledge (Cohen & Kennedy
2012; Scholte 2005). In fact, some suggest that, in many countries, the identity of local cultures
is being progressively replaced by new multicultural communities with a multiplicity of various
values and lifestyles (Friedman & Randeria 2004). Similarly, values, attitudes and social
practices that previously were taken for granted are losing their power, and stakeholders in the
corporate context now have different social expectations (Palazzo & Scherer 2006; Scherer &
Palazzo 2011). These realities have collectively forced governments and businesses to

reimagine the effectiveness of their CSR policies and practices (Scherer & Palazzo 2011).

Reflecting these globalised changes, the relationship between the organisation, the state and
those affected by the transferred responsibility is now a major focus of research in CSR. For
Saudi Arabia, it has become clear that, as an emerging market, it will be unable to move forward
without corporations genuinely engaging in societal affairs. The underlying reasoning is that
the wellbeing of citizens is inextricably linked to environmental, technological and social
considerations. Corporations in partnership with the government can only manage these
changes through an integrated and multilevel approach.

2.3.3 Integrative Theory

Integrative theory seeks to explore the real demands of society and how companies can succeed
if they work to realise community concerns (Jones 1980; Selznick 2011; Wood 1991). The
concept of social responsiveness and related processes to manage social issues through
organisations arose in the 1970s (Sethi 1975). This approach emphasises that organisations
must consider the gap between public expectation and actual performance (Garriga & Melé
2004). The gap between the organisation’s actual performance and community expectations is
known as a ‘zone of discretion’, in which organisations can act however they want if there is
no regulation or system to prevent this. In this case, the organisation can receive unclear signals
from the outside environment and the organisation should see the gap and respond to it to close
this discrepancy (Ackerman & Bauer 1976; Garriga & Melé 2004).

Ackerman (1973) analysed the relevant factors and noted that the challenge is to integrate the
inside structures of organisations to manage identified social problems. The approach to
integrating social issues in an organisation is described as a ‘process of institutionalisation’.

The idea is that process, rather than rules, is the best approach to managing CSR issues (Jones
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1980). Consequently, as Jones emphasised, the process of CSR should be an equitable one,
where all parties inside the organisation have the opportunity to be heard. This approach shifts
the norm of CSR to inputs in the decision-making process, rather than outcomes, and
concentrates attention on the process of implementing CSR practices over clear
conceptualisation. However, Preston & Post (1981) criticised Jones’s perspective and argued
for public process, rather than specific narrow interest groups inside the workplace, to resolve
social issues. According to Preston and Post, the best way to solve a set of social issues is found
within the framework of relevant public policy. They emphasised that public policy is not only
about the literal text of law and regulations, but also includes various sets of social factors that
appear at a specific time, and require formal legal requirements and execution of policies and/or

regulations.

Later, Wood (1991) presented a model for CSR that supported Jones, Preston and Post through
highlighting three key factors: the principle of CSR, the process of corporate social
responsiveness and the outcome of effective CSR practices. The principle of CSR refers to the
analytical forms to be loaded with value content that becomes operationalised. Wood’s model
included businesses needs in organisational or individual terms; the process of responding to
social issues, where important factors are encompassed, such as environmental concerns,
stakeholder and community demands, and government regulations; and the outcomes of

corporate social behaviour, such as social impact, social programs and social policies.
2.3.4 Ethical Theory

The fourth theory focuses on ethical imperatives that enhance the relationship between business
and society, and is known as ethical theory (Aldosari & Atkins 2015; Garriga & Melé 2004).
Ethical theory is described as the modern theory of CSR that promotes ethical actions of
corporations to improve society (Hancock 2004; Pettit 2007). This theory is based on principles
that aim to explore the correct action to take to achieve a better society (Garriga & Melé 2004).
One of the most popular principles of ethical theory is described as the ‘normative stakeholder
principle’ (Garriga & Melé 2004). As Freeman (1984) wrote in his book Strategic
Management: A Stakeholders Approach, decision-makers bear a proxy relationship to their
stakeholders (Freeman 2010). Freeman defined a company’s stakeholders as those groups of
people who have a direct relationship with the company, including suppliers, consumers,
employees, shareholders and the local community. In particular, Donadson & Preston (1995)
stated that the normative stakeholders principle relies on two essential ideas. First, stakeholders
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can be identified as groups of people who have direct legitimate interests. Second, the intrinsic
values of the company constitute the main interests of the majority of stakeholders, and all
stakeholders have the complete right to state their opinions and participate in a decision-making
process, even if they do not gain direct financial benefit.

Another aspect of ethical theory concerns universal rights (Garriga & Melé 2004).
Globalisation has increased the importance of certain social issues in today’s marketplace,
especially in international and multicultural companies (Cassel 2001). Recently, a number of
human rights—based approaches for CSR have been suggested (Garriga & Melé 2004). One
example is the UN Global Compact, which contains nine principles in the field of human rights,
labour and the environment, and was launched in 2001 at the UN headquarters in New York
(Garriga & Melé 2004). Another example is the Global Sullivan Principles, initially proposed
in 1999 and best known for helping multinationals negotiate the cultural and moral conflicts
that they experience when operating globally. These principles support the inclusion of
economic, social and political equity within a company’s overall strategies (Garriga & Melé
2004). Moreover, the certification SA8000 for accreditation of CSR practices is also based on
human and labour rights. Although there are clear differences in the implementation of these
principles, all are based on the Universal Declaration of Human Rights adopted by the UN
General Assembly in 1948 (D'Amato 1982; Garriga & Melé 2004).

Another concept based on universal rights that has recently gained importance is ‘sustainable
development’ (Garriga & Melé 2004). This term is very different to the reference to sustainable
development in the Brundtland Report of the UN World Commission on Environment and
Development in the late 1970s. In this report, the term ‘sustainable development’ aimed simply
to meet the demands of the current society for the betterment of coming generations (Holme &
Watts 2000). Despite the initial focus of the statement on environmental issues, the concept of
‘sustainable development’ has now expanded to include social considerations that correlate

with economic development (Garriga & Melé 2004).

‘Sustainable development’ can be defined as ‘a process of achieving human development in an
inclusive, connected, equiparable, prudent and secure manner’ (Gladwin et al. 1995, p. 876).
Identifying motive to sustainability, as stated by Wheeler et al. (2003, p. 17), it is ‘an ideal
toward which society and business can continually strive’. Further, as explained by Van
Marrewijk & Werre (2003), the practice of sustainable development is a custom-made process

by which companies can create their own specific goals and approaches regarding corporate
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sustainability. Regarding application, it is argued that a company should work individually to
meet its own aims and intentions, yet also align with the wider community and particular region

in which the company operates (Garriga & Melé 2004).
2.3.5 Stakeholder Theory

Stakeholder theory has become the key CSR-related theory in today’s economic climate
(Dawkins & Lewis 2003; Greenwood 2001). The theory is based on devoting attention to the
requirements, rights and interests of the many stakeholder groups, and determining how to
work effectively to meet these demands (Maignan & Ferrell 2004; Solomon 2010). This theory
is oriented towards people who influence or are influenced by corporate strategies and practices
(Garriga & Melé 2004). Although the principle of ‘stakeholder management’ has existed since
the 1960s, the concept gained traction in the late 1970s (Sturdivant 1979). Emshoff & Freeman
(1978) suggested two fundamental principles for stakeholder theory. First, the main goal of
stakeholder management is to achieve a high level of overall cooperation between multiple
groups and organisational goals. Second, the effort invested by stakeholders to improve the
overall strategy for a company will help resolve issues affecting stakeholders; thus, it is useful
for them to be involved when making decisions (Garriga & Melé 2004).

Reflecting this trend in stakeholder engagement, corporate entities are increasingly under
pressure from NGOs, governments, activists, social media groups, non-profit organisations and
other institutional bodies to act in socially responsible ways. These groups persistently demand
responsible corporate practices (Garriga & Melé 2004; Mishra & Modi 2016). Currently, some
companies are opening doors for effective dialogue with a range of stakeholders (Garriga &
Melé 2004). This dialogue enhances a company’s sensitivity to its environment and to
understanding dilemmas facing the organisation (Kaptein & Van Tulder 2003). Stakeholder
theory provides benefits, such as useful nomenclature and terminology for assessing CSR
practices (Boyle 2004). Stakeholder theory expands on a corporation’s obligations from
shareholders or owners to include others that have a stake in their actions. The goal of
stakeholder theory is to strike a balance between various stakeholders. It also suggests that
stakeholders are not interested in the rhetoric of CSR actions, but do believe that CSR decisions

and activities should occur via stakeholder dialogue (Daboub & Calton 2002).

Applying stakeholder theory to the research question ‘What are the key performance drivers

that ensure quality in local CSR practice?’ has both philosophical and practical outcomes.
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From the philosophical perspective, stakeholders’ interests justify community engagement in
making decisions related to CSR. Moreover, by involving stakeholders, corporations can
expand their knowledge and range of business initiatives (Boyle 2004). From the practical
perspective, stakeholders’ dialogue will help corporations move forward from rhetoric to action
and will increase their competitive advantage. It will also help corporations craft a coherent

strategy concerning social engagement (Altman 1997; Boyle 2004).

As illustrated in Chapter 1, the aim of this study was to establish a framework to measure the
social practices of the private health sector in Saudi Arabia by focusing on the primary
stakeholders, including doctors, nurses and administrators. Any cooperative dialogue between
healthcare organisations and these stakeholders will enhance sensitivity towards social issues

in the country and achieve common interests.
2.3.6 Legitimacy Theory

Finally, legitimacy theory emphasises that companies must continually ensure that they
undertake their functions within the bonds and norms of the society in which they operate
(Fernando & Lawrence 2014). Legitimacy theory also supports the idea that there is a social
contract between companies and wider society (Deegan & Samkin 2008; Fernando &
Lawrence 2014). In this theory, organisations cannot operate in isolation from the wider
environment and need to create a good relationship with people and community groups. For
instance, the business sector needs human resources and different materials for services to be
provided. Above all, a company’s wastes are absorbed by society without any direct cost to the
company (Belal 2008). According to legitimacy theory, the only way for an organisation to

survive is by meeting its social obligations.

In other words, the theory argues that society will allow a company to continue its functions if
the value system of this organisation is consisted with the value system of society (Fernando
& Lawrence 2014; Gray et al. 2009). Recently, many well-known companies have tended to
disclose their CSR practices in their annual reports to communicate their legitimisation actions
(Gray et al. 2009). The fundamental problem with this theory is its ambiguity in the area of
CSR, as it does not always tell the truth about the CSR practices of organisations and some
organisation are selective in their CSR actions (Fernando & Lawrence 2014; Gray et al. 2009).

However, this issue does not affect legitimacy theory in CSR studies, as it is still the most
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employed theoretical perspective in the area of CSR (De Villiers & Van Staden 2006; Thomson
2007).

However, according to O’Dwyer (2002), CSR disclosures cannot be considered a successful
way to employ legitimacy theory. In another recent study, leng Chu et al. (2012) found that
most companies disclose good CSR practices, yet negative practices do exist. Despite the fact
that legitimacy theory can hide the real facts about companies’ social activities, it still provides
some useful insights into CSR strategies (Fernando & Lawrence 2014). Legitimacy theory can
benefit from empirical evidence, accountability and well-implemented government oversight

to ensure the credibility of CSR reports (Fernando & Lawrence 2014).
2.4 Different Definitions of CSR

Although CSR has become a major theme in business reporting, a theoretical and practical
understanding of this concept remains vague (Carroll & Shabana 2010; Crowther & Aras 2008;
Poussenkova et al. 2016). Although much energy has been devoted to defining CSR, many
authors agree that finding a precise definition of CSR and its activities is unlikely (Carroll &
B. 2000; Ma'rquez & Fombrun 2005; Mandura et al. 2012; Poussenkova et al. 2016). Rather,
varied definitions of the concept have been provided by academia, private enterprises, NGOs,
non-profit organisations and governmental departments (Blowfield & Murray 2014). Difficulty
arises because practitioners of socially responsible activities do not necessarily agree with each
other about what CSR is or what being socially responsible involves (Crowther & Aras 2008).
As such, perceptions of practices also vary, largely determined by factors such as the national
context of history, culture and tradition, as well as community interactions, public mentality
and socioeconomic development (Carroll & B. 2000; Mandura et al. 2012; Poussenkova et al.
2016).

In its broadest sense, CSR relates to the business relationships between global corporations,
national governments and individual citizens (Crowther & Aras 2008). A more specific
definition identifies CSR as company actions or policies that consider stakeholder expectations
and the triple bottom line of environmental, social and economic performance (Aguinis &
Glavas 2012). Overall, it is a social contract between corporations and society (Crowther &
Aras 2008, p. 10) or a corporation’s commitment to the community and to those who are

affected by company strategy and business actions (El-Garaihy et al. 2014).
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The working definition adopted for this study of CSR is ‘actions that appear to further some
social good, beyond the interests of the firm and that which is required by law’ (McWilliams
& Siegel 2001, p. 117). CSR is perceived as essentially voluntary behaviour associated with
the common assumption central to many definitions of CSR—that this activity occurs beyond
the requirements of government and the law (Moon & Vogel 2008). This view echoes
Friedman’s (1970) separation of markets and politics, where managers run businesses on behalf
of their owners and CSR is a form of self-governance (Gond et al. 2011). However, this neat
separation is also arguably unrealistic in practice. A common blind spot noted is the underlying
crucial role of government that is ‘exercised indirectly through the mobilization of market
mechanisms and directly through legal and regulatory shaping of CSR initiatives’ (Gond et al.
2011, p. 645). In effect, since corporations are embedded in their respective governance
systems, they are enabled, yet also constrained, by broader institutional settings or contexts
(Crouch 2006; Jackson & Deeg 2007). Hence, the reality is that CSR practices have often
evolved into a mandatory scheme at national, regional and even transnational levels (Carroll &
Shabana 2010). These practices in turn reflect many competing requirements (Dawkins &
Lewis 2003; Greenwood 2001) and interests of multiple groups of stakeholders (Maignan &
Ferrell 2004), motivated by strategic and/or ethical reasons to increase firms’ value and
contribute to sustainable development in a country (Alotaibi & Hussainey 2016; Kolk & Van
Tulder 2010; Mishra & Modi 2016).

CSR can also be defined as a company’s obligation to decrease or minimise any harmful effects
and increase its long-term positive effects on a community (Mohr et al. 2001, p. 47). Teasing
some implicit components of this definition, the European Union Commission (2002) noted
that CSR refers to the way companies ‘integrate social and environmental concerns in business
operations and their interactions with their stakeholders on a voluntary basis’ (Crowther & Aras
2008, p. 11). As Szekely & Knirsch (2005, p. 628) claimed, CSR is about creating a society
that balances economic, environmental and social goals. For businesses, this involves
economic growth, sustaining shareholders’ wealth, enhancing the company’s image, and
strengthening customer relationships. Another view of CSR is ‘business actions that aim to
provide benefits to a community, as well as to improve societal well-being’ (Korschun et al.
2014, p. 20). However, there is a lack of understanding of the significant differences between
two levels of CSR engagement (Wickert et al. 2016). The first level is external and concerned
with the general and nominal image of the company and what is evident in the documentation

of corporate responsibilities (Berliner & Prakash 2015). The second level of CSR engagement
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concerns internal practices of CSR, including strategies, structures and procedures in core
business processes in all divisions, functions, value chains and so forth that facilitate corporate
responsibility (Fleming et al. 2013; Wickert et al. 2016). Overall, there is a significant gap in
understanding the differences between these two levels, as each has different functions and
outcomes (Wickert et al. 2016). A summary for scholars’ definitions of CSR are included as

(Appendix 6) in appendices.
2.5 Challenges Related to Implementing Effective CSR

As noted in Chapter 1, CSR is deemed a crucial activity to improve both the society and
economy of a country (Mintzberg 1983) and there is little need to convince decision-makers
and top managers about the importance of effective CSR (Grainge 2007; Porter & Kramer
2006). CSR indices that aim in the first place in measuring companies CSR performance have
attracted great publicity to CSR initiatives. Thus, CSR has emerged as an unavoidable priority
for business leaders in every sector all around the world. Many businesses have made
significant initiatives to improve or to minimize the social and environmental outcomes of their
activities, yet these attempts have not been nearly as fruitful as they could be (Porter & Kramer
2006). At the same time, the literature shows that the path to undertaking CSR correctly has
not been linear, with the concept evolving from an earlier link with financial performance to
concerns over reporting social (ethics and philanthropy) activity (Habek & Wolniak 2016) to
embracing sustainable development concepts and most recently to a focus on the triple bottom

line (social, economic and environment) and corporate citizenship (De Bakker et al. 2005).

Implementing effective CSR is problematic, as is linking CSR practices to their outcomes for
society and environment (Graafland & Smid 2019). The focus on results, labelled CSP
(Graafland & Smid 2019), highlights the need to understand relationships in CSR beyond
narrow strategic interests, and to embrace CSP that is more substantive than simply symbolic.
Figure 1.2 (see Chapter 1) illustrates a three-stage process with two tensions identified: (i) a
potential decoupling between policy and practice and (ii) a potential means—end decoupling
(called greenwashing) that suggests there can be a gap between communications and actual
performance when reporting (Bromley & Powell 2012; Graafland & Smid 2019). Given the
multiple competing stakeholder interests, decoupling between policy and practice reflects a
tension between external legitimacy pressures and internal efficiencies. Conversely,
greenwashing highlights a potential discrepancy between positive communication and poor

performance that results from both external and internal drivers.
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Whatever the primary motive—self-interest, justice or social legitimacy—as stated by Ruggie
(2017), rather than wait for the government to pass new laws, businesses should act in their
own self-interest, and policies are a good starting point for organisational commitment, as
policy can generate conviction and rationality of action that in turn can lead to full
implementation (Graafland & Smid 2019). The lack of standardised metrics for CSR activity
and reporting (Vogel 2007) allows a tendency to report based on the company’s areas of interest
and action in mostly rhetorical ways (Ellerup Nielsen & Thomsen 2007; livonen & Moisander
2015) or the use of CSR as a public relations exercise (livonen & Moisander 2015; Mintzberg
1983). Other contrary actions include exploiting workers, wasting environmental resources and
not caring about social issues, while using CSR as an umbrella to cover errors, especially in

emerging countries (Blowfield 2004).

Social advocacy appears within firms as a form of CSR and within communities as a form of
social entrepreneurship (London 2010). However, in most cases, CSR is focused on a firm’s
image and public relations, rather than the influence of these practices on society (Blowfield
2004). Equally, as indicated by an online survey of some 28,000 respondents from 56 countries,
there is an expectation that businesses must act responsibly, which extends to the Middle East
(Shehadi et al. 2013). Conversely, as a note of caution, because macro-environmental
conditions can vary from country to country and industry to industry, CSR models are difficult
to apply commonly across developed and developing countries (Jamali & Karam 2016;
Tsamenyi et al. 2007).

Turning to reporting impact, studies indicate that stakeholders seek information about CSR and
investors reward companies when social practices align with their interests (Barnett 2019;
Marin et al. 2015; Sen & Bhattacharya 2001; Sen et al. 2006). For these reasons, CSR is not
only an essential component of strategy (Kotler & Lee 2006), but also requires businesses to
remain vigilant about unethical actions, as well as ethical actions that may be seen as
inconsistent with stakeholders’ interests (Marin et al. 2015). A related consideration in
reporting CSR is that reports are often poor in quality and do not provide the information that
readers seek (Habek & Wolniak 2016). Two criteria are identified for reports—relevance and
credibility (of information)—with experience suggesting that the relevance of information is
often at a higher level than its credibility. These failures in information quality intensify the
problem of evaluating performance and comparing results (Habek & Wolniak 2016). On a
positive note, however, as indicated by a study of US-based companies, there is a significant
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positive relationship between CSR performance and the readability of reports (Wang et al.
2018). Simply, companies with stronger CSR performance are likely to have CSR reports that

are much more readable.
2.6 CSR Talk and CSR Walk

As the concept of CSR continues to grow, a more general challenge is related to the range of
unclear and not well understood definitions and associated phenomena (Carroll & Shabana
2010; Wickert et al. 2016). This ambiguity on CSR practice affects the distinction that can be
made, informally speaking, between ‘talking’ (rhetoric) and ‘walking’ or acting substantively
regarding social, economic and environmental responsibilities in a particular business context
(Berliner & Prakash 2015; Haack et al. 2012). Corporations must understand the difference
between talking and walking CSR and must align these two concepts to successfully implement
CSR initiatives (McWilliams & Siegel 2001).

‘Talking CSR’ can be defined as the ‘primarily externally facing documentation of corporate
responsibilities’, while ‘walking CSR’ is the ‘implementation of strategies, structures and
procedures in core business processes within and across divisions, functions, value chains, etc.,
that facilitate corporate responsibility’ (Wickert et al. 2016, p. 2). CSR talk includes all types
of outbound communications deployed by companies to communicate with external
stakeholders concerning matters such as social disclosures, advertising and CSR websites
(Balmer et al. 2006; Du et al. 2010). In the contemporary context, CSR walk is about
undertaking CSR actions within companies that will provide benefits to the wider society
(Aguilera et al. 2007).

The clear differences between the two descriptions of CSR emphasise that information should
be communicated to ensure that a company is not only legitimate in its activities, but also
perceived as being so (Arvidsson 2010; Brunton et al. 2017). Besides developing new CSR
activities, corporations must communicate their CSR initiatives to both external and internal
stakeholders if they are to become better corporate citizens (Bremmers et al. 2007; Delmas &
Toffel 2004; Gonzalez-Benito & Gonzalez-Benito 2010). In fact, internal stakeholders
(including employee behaviours) are considerably important, as external stakeholders
experience a corporation’s social behaviour through interaction with internal stakeholders;
thus, any conflict between what is communicated internally and externally will reduce an

organisation’s perceived truthfulness by stakeholders (Stuart et al. 1999). Studies also indicate
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that good CSR initiatives will attract talented staff and enhance the moral motivation and
loyalty of employees (Brekke & Nyborg 2008; Greening & Turban 2000; Maignan et al. 1999).

Thus, the rhetoric (talk) of CSR initiatives and action (walk) of CSR inside the workplace are
inextricably linked. This connection is frequently overlooked when considering the overall
outcomes of organisational CSR programs (Brunton et al. 2017). Effective CSR practices also
rely on the employees’ perspectives of these practices (Collier & Esteban 2007; Michailides &
Lipsett 2013). Consequently, if businesses want to achieve a good reputation in the societies
where they operate, they must also ensure their initiatives are in line with the overall national
culture — effectively, not simply ‘talking the talk’, but also ‘walking the walk’ (Brunton et al.
2017; Cramer 2005). Similarly, applying CSR strategies that strengthen a company’s image
and reputation relies heavily on the readiness of managers (Cassells & Lewis 2011; Hsu &
Cheng 2012) and employees, who, as internal stakeholders, are expected to translate the CSR

vision into daily action (Brunton et al. 2017).
2.7 Core Characteristics of CSR

According to Crane et al. (2013), the first core characteristic of CSR is voluntarism. For
instance, taxes are paid for social wellbeing and to keep public services functioning, and cannot
be considered a CSR initiative (Garriga & Melé 2004; McWilliams & Siegel 2001). Companies
volunteer to take part in society-enhancing projects. The second core characteristic of CSR is
that it internalises or manages externals (Gravem 2010), where the externals are the side-
effects of any decision made by a company borne by others either inside or outside the
company. These effects can influence others positively or negatively. To internalise these
effects, companies must consider the effects when making decisions. Law already regulates
some external factors; however, CSR practices also aim to internalise external factors that are
not regulated by law. An example of this is car manufacturing companies investing in new
technology that prevents pollution, although this action is not (yet) legally mandatory (Crane
et al. 2013; Gravem 2010).

A third core characteristic of CSR is to adopt an approach that considers the many interests of
different stakeholders, or what is known as multiple stakeholder orientation (Gravem 2010). A
stakeholder can be anyone affected by a company’s practices, including shareholders,
employees, suppliers, customers, local communities and individuals (Crane et al. 2013). While
some authors have argued that corporations only have a responsibility towards their
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shareholders (Friedman 2009), a multiple stakeholder stance is supported by ethical theory,
integrative theory and stakeholder theory. Simply, the principle of multiple stakeholder
orientation confirms that companies have a clear responsibility to all human beings affected by
their corporate behaviour (Crane et al. 2013).

Closely related to the third characteristic is the fourth core characteristic of CSR—the
alignment of social and economic responsibilities (Gravem 2010). This characteristic supports
the idea that CSR practices are beneficial for companies wanting to increase their profits
effectively, and CSR initiatives should not be in conflict with the main goal of corporations,
which is to make money. There are many reasons why implementing CSR practices increases
profitability (Crane et al. 2013). For example, CSR improves the company’s image and leads
to recruitment of talented people (Kotler & Lee 2008; Yoon et al. 2006). These factors increase
customers’ intentions to remain loyal to that company (Marin et al. 2015). Other benefits that
justify the collective effort is that CSR practices have a positive effect on stakeholders’ reported
satisfaction (Mishra & Modi 2016); on companies’ reputation (Brenn & Vrioni 2001; Kim et
al. 2010; Pirson et al. 2019; Yoon et al. 2006); and on the company’s image, financial revenue,
value and sustainable development (Alotaibi & Hussainey 2016; Kolk & Van Tulder 2010;
Marin et al. 2015).

The fifth core characteristic of CSR is the philosophy or set of values that underpins these
practices and strategies (Gravem 2010). This changes the focus from which actions the
company is taking to be socially responsible to why (the motives) the company is engaging in
such activity. This characteristic is one of the greatest controversies in CSR and may be one of
the most important issues in CSR today. The final characteristic of CSR is a differentiation
between philanthropy and CSR (Gravem 2010). While traditional philanthropy typically
involves donating money to support the welfare of some aspect of society, CSR concerns how
the entire operation of the firm affects society. This includes all the core business functions,
such as production, marketing, procurement, human resources, management, logistics, finance
and more. This view suggests that organization culture (embedded in the national culture) is
the foundation for CSR—that is, CSR should be embedded in the company culture, not just a
‘side project’ bolted onto the company (Crane et al. 2013).
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2.8 Implementing Socially Responsible Practices in Business
2.8.1 Companies are Part of Society

A growing number of studies have shed light on the significant effect of a company’s behaviour
on both the community and entire ecosystem (Crowther & Aras 2008; Kaplan & Norton 2001;
Steurer et al. 2005). Most decisions made by companies will have some effect not only on the
business itself, but also on the external environment (Bishop 2008). To be able to sustain and
increase profitability with continuous improvement, companies must be aware of their effects
on the environment, including the internal environment, local environment in which the
company is located, and wider global context (Crowther & Aras 2008). For instance, when a
company acts in a socially responsible manner with high consideration of the effect of its
decisions on the environment, the competitiveness of the company compared with other
companies in the same market will increase and allow the enrichment of citizens through

creating more employment opportunities (EI-Garaihy et al. 2014; Lee et al. 2016).
2.8.2 Increasing Demand for Socially Responsible Practice

A large number of well-known organisations have started to incorporate CSR into their
business strategies (Campbell 2007; Jamali & Karam 2016; Szekely & Knirsch 2005; Tang et
al. 2012) as a result of the high expectations of stakeholders who are demanding companies act
in a socially responsible manner (Kotler & Lee 2006). A number of studies also indicate that
stakeholders seek information about organisations’ social practices, separately from their
financial disclosure (Fernandez-Feijoo et al. 2014; Keeble et al. 2003). Stakeholders tend to
reward companies when social practices align with their interests (Marin et al. 2015; Sen &
Bhattacharya 2001; Sen et al. 2006). Moreover, studies indicate that investors and decision-
makers are increasingly concerned about the influence of CSR on their business. For instance,
more than 1,160 organisations around the world agreed to support the UN Principles of
Responsible Investment (PRI)—a project that aims to encourage businesses to act in a

responsible manner.

In 2010, US$3.07 trillion were invested in professionally managed American assets related to
socially responsible investing. In 2012, large well-known corporations in the US spent
US$28 billion on CSR activities and US$15 billion on traditional philanthropy. Moreover, 93%
of executives worldwide responding to a 2010 UN survey stated that CSR was ‘important’ or
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‘very important’ to the success of their business (Cahan et al. 2014; Cheng et al. 2014; Di Giuli
& Kaostovetsky 2014). Similarly, a 2012 online survey by Nielsen (2012) on 28,000
respondents from 56 countries showed that 66% of consumers prefer purchasing products for
organisations that give back to society, 62% of consumers prefer working in these
organisations, 59% invest in these organisations, and 46% are happy to pay extra for services
from these organisations. In contrast to these broad and common expectations, studies report
that stakeholders also usually do not trust CSR disclosures, and this is one of the most important
challenges of a company (Clarkson et al. 2015).

The credibility of CSR disclosures is closely linked to the fact that managers intentionally tend
to disclose self-serving information, which is less credible (Clarkson et al. 2015; Hobson &
Kachelmeier 2005; Holder-Webb et al. 2009; Ingram & Frazier 1980; Simnett et al. 2009). This
concern with credibility is particularly pronounced given that voluntarily disclosed CSR
information covers a much broader area, varies considerably in content, and most importantly
is currently subject to very limited regulatory guidance and oversight compared with corporate
financial disclosures (Clarkson et al. 2015). Moreover, CSR can compromise stakeholders’
behaviour. For example, one study suggests that stakeholders tend to punish companies’ ethical
actions when they are not working in their own interests (Marin et al. 2015). Similarly,
disclosure can backfire on a corporation if the consumers feel that the CSR practices are only
intended to increase customer purchasing intentions, rather than providing real benefits to
themselves and the environment (Brown & Dacin 1997).

2.8.2.1 Customer Satisfaction

With the increase in global competitiveness between companies and the appearance of
unlimited choices of products and services, developing a sustainable relationship with
customers has become harder to achieve (Bolton & Mattila 2015). Recent research suggests
that, in today’s competitive marketplace, CSR initiatives may be the best solution for
companies wanting to attract and retain customers (Gupta et al. 2017). Customer satisfaction
can be defined as the positive behaviour of a customer who remains loyal to a company based
on a quality product or goods and services (El-Garaihy 2013; Leventhal et al. 2006). According
to Kosgei (2019), the customer’s perceptions of a company’s services increases satisfaction
and leads to reinforced positive behaviour by customers (Luo & Bhattacharya 2006), which

emphasises that CSR practices directly influence customer satisfaction.
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There are three directions to determining the effect of CSR on customer satisfaction (Luo &
Bhattacharya 2009). The first is that perceived value leads to high levels of customer
satisfaction (Athanassopoulos 2000). The second, according to social identity and
organisational identity theories, is that CSR practices raise the level of customer identity, as
well as corporate identity, and collectively help satisfy the needs of customers in a distinctive
manner (Bhattacharya & Sen 2003; Luo & Bhattacharya 2006). A third direction involves the
need of decision-makers in any business to adopt balanced strategies in the interests of their
customers and all stakeholders (El-Garaihy et al. 2014). Based on these perspectives, CSR can
be seen to have a positive effect on the level of customer satisfaction (Bolton & Mattila 2015;
Eisingerich et al. 2011; Yoon et al. 2006).

2.8.2.2 Corporate Reputation

A number of studies emphasise that CSR practices wield a positive effect on companies’
reputation (Brgnn & Vrioni 2001; Cahan et al. 2014; Clarkson et al. 2015; Kim et al. 2010;
Virvilait¢ & Daubaraité 2011; Yoon et al. 2006). The company’s reputation is considered a
total overview of the company based on its perceived economic, social and environmental
aspects over a specific period (Barnett et al. 2006; El-Garaihy et al. 2014). Miles & Covin
(2000) stated that a company’s reputation is an indicator of corporate truthfulness, reliability
and responsibility. Companies that produce high-quality services and products and seriously
consider public rights, environmental sustainability, social responsibility and their
stakeholders, can establish a better reputation than other companies (McWilliams et al. 2006;
Miles & Covin 2000). According to Lament (2018) and Martinez-Ferrero & Garcia-Sanchez
(2018), the public judges companies not on their financial reports, but on their nonfinancial
reports, and reports that devote more consideration to social concerns can enhance company
reputation.

2.8.2.3 Shareholder Wealth

One of the most important benefits associated with a good CSR image is the enhanced
protection offered to shareholder wealth and value in the long term by reducing the likelihood
of regulatory intervention (Blacconiere & Patten 1994; King 1995) and curtailing the risk of
value losses when a company encounters difficulties (Koh et al. 2014; Matsumura et al. 2013).
Another study confirmed that, if CSR practices have a positive effect on customer satisfaction,
CSR can help build shareholder wealth (Mishra & Modi 2016). Moreover, according to
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Godfrey (2005), CSR can generate a positive moral image among stakeholders and the
community, which can provide shareholders with protection and contribute effectively to
shareholder wealth. In sum, executives, managers and decision-makers should engage in CSR
activities because they will benefit shareholders (Godfrey 2005; Mishra & Modi 2016).

2.8.2.4 Employer Attractiveness

A number of studies confirm that CSR programs increase the company’s ability to attract
quality employees (Albinger & Freeman 2000; Turban & Greening 1997). The relationship
between CSR and employer attractiveness is significant for companies seeking to attract
workers (Dawkins et al. 2016; Turban & Greening 1997). Similarly, studies confirm the role
of culture in creating positive perceptions of CSR (Carroll & B. 2000; Poussenkova et al. 2016).
A study by Dawkins et al. (2016) showed that CSR practices increase the attractiveness of
employees and positively influence their job choice intentions. However, this attractiveness is
closely linked to context and level of understanding about CSR (Bagozzi et al. 2000; Dawkins
et al. 2016). For example, as noted in the study by Dawkins et al. (2016), American employees
strongly prefer to work with companies that act in a socially responsible way, while Chinese
employees appear less interested in companies committed to CSR principles (Dawkins et al.
2016). In general, there is a great increase noted in the participation of employees in CSR
initiatives. Although customers have usually been considered the key engine for CSR practices,
employees are more important than customers in driving a company’s CSR practices (Wang et
al. 2016). Moreover, CSR has become a strong pathway for employee and company
engagement to build individual and social resilience in communities (Van Der Vegt et al.
2015), which leads to positive outcomes, such as wellbeing, happiness and job satisfaction
(Wang et al. 2016).

2.8.2.5 Firm Value

El Ghoul et al. (2011) argued that companies with poor CSR initiatives can have fewer potential
investors, greater risks and a higher cost of capital. Moreover, since a good reputation
influences shareholder perceptions of a company and increases investor enthusiasm to invest,
CSR can reduce risks and lead to a positive increase in the firm’s value (Cahan et al. 2014; El
Ghoul et al. 2011). Cahan et al. (2013) claimed that good CSR initiatives reduce agency and
transaction costs because of mutual trust and cooperation with stakeholders. This superior

quality of interactions with consumers, shareholders and employees with the appearance of
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high CSR performance can increase firms’ value (Cahan et al. 2013; Cahan et al. 2014).
Another study confirmed that effective communication between the firm and its stakeholders
on the issue of CSR is one of the most important key factors for improving firm value (Clarkson
et al. 2015; Servaes & Tamayo 2013).

2.8.2.6 Sustainable Development

Sustainable development can be defined as ‘meeting the need of the present (generation)
without compromising the ability of future generations to meet theirs’ (Doh & Tashman 2014,
p. 133). As stated by the UN General Assembly (2005), economic development, human and
social development, and environmental preservation are the main three pillars of sustainable
development. Shehadi et al. (2013) stated that the challenges of sustainable development
demand a high level of attentiveness and coordination between companies and their
stakeholders. The central idea is that companies must act in a way that contributes to improving
societies in a sustainable manner. This is only possible by CSR initiatives that align with local
development objectives, such as women’s empowerment, job creation and conserving water
resources (Shehadi et al. 2013). The collective challenge for governments, private sector and
non-private companies, and academia is for all to be committed to the sustainable development

of the region in which they work to achieve its economic goals (Jamali 2011).
2.9 International Standards of CSR

Some well-known organisations have suggested international criteria for CSR, including the
UN, Organisation for Economic Co-operation and Development (OECD), International
Organization for Standardization (ISO 26000) and AccountAbility AA1000 Series of
Standards. This section will shed light on the most important principles, noting that there are
many similarities between these standardisation guidelines, but some differences as well
(Gravem 2010).

2.9.1 UN Global Compact

The UN Global Compact was launched in July 2000 with the intention of encouraging
businesses to achieve their tasks through 10 globally accepted principles in four main areas:
human rights, labour, environment and anticorruption. There are 10 clear principles of the UN
Global Compact, each of which must be adopted, supported and incorporated within

companies’ business strategies and especially with reference to caring for the environment
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(UNGIlobalCompact 2013). The UN principles are intended to be accepted and applicable

everywhere around the world.

These principles have four main categories. The first category is human rights, which includes
the first two principles: (1) companies should encourage and respect the protection of globally
proclaimed human rights and (2) companies must ensure they are not involved in human rights
abuses. The second category concerns labour rights, which includes the following four
principles: (3) companies must respect and uphold the freedom of unions and recognise the
important role of collective bargaining; (4) companies must avoid and fight all forms of
oppression and forced labour; (5) companies must support the effective abolition of child work;
and (6) companies must control and eliminate all kinds of discrimination inside the workplace.
The third category is the environment, which includes three principles: (7) companies must
give high consideration to the environment in which they operate by creating a system that
helps companies overcome environmental challenges; (8) companies must undertake initiatives
to promote greater environmental responsibility; and (9) companies must encourage the
development of environmentally friendly technologies. The final category is anticorruption,
and it contains the last principle: (10) companies should act against corruption, including
extortion and bribery (UNGlobalCompact 2013).

2.9.2 OECD Guidelines for Multinational Companies

The OECD Guidelines for Multinational Enterprises are a significant initiative of the OECD
Declaration and Decisions on International Investment and Multinational Enterprises
(Gravem 2010; OECD 2019). The OECD was established in 1961 and now includes about 35
member countries. The OECD Guidelines for Multinational Enterprises were reviewed in June
2000 and include a set of volunteer recommendations for multinational companies in different
areas of business ethics. These areas include labour rights, industrial relations, human rights,
environmental issues, transparency and disclosure, competing corruption, stakeholders’
interests, technology and innovation, and combating taxation (OECD 2019). CSR is one aspect
of the OECD Guidelines for Multinational Enterprises, and is known as the effective
contribution of enterprises towards achieving the essential goals of sustainable development
(Gravem 2010; Morgera 2011).
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2.9.31S0 26000 Standardisation on Social Responsibility

In 2010, the International Organization for Standardization (ISO) released important standards
on social responsibility known as ISO 26000. This is an international standardisation of CSR
created to include private, public and non-profit organisations. The main intention of this
guideline is to evaluate companies’ contribution to sustainable development. The core CSR
issues identified in 1SO 26000 are accountability, transparency, ethical behaviour,
stakeholders’ interest, respect for the rule of law, respect for international norms of behaviour

and respect for human rights (Pojasek 2011).
2.9.4 AccountAbility’s AA1000 Series of Standards

AccountAbility’s AA1000 is an important international organisation that aims to encourage
accountability innovations for sustainable development. The core areas of focus in this
organisation are stakeholder engagement, responsible competitiveness and collaborative
governance. This organisation developed the AA1000 Series of Standards to promote
sustainable development depending on three major principles: inclusivity, materiality and
transparency (Accountability21 2018). Inclusivity means stakeholders should have a say in the
definitions that affect them. Materiality refers to decision-makers considering the effect of their
decisions on stakeholders; therefore, they should identify and clarify the issues that matter.
Finally, transparency is about the actions of these organisations being released to the public
(Accountability21 2018; Gravem 2010).

These international standards of CSR share some common factors. The first three standards
share the four essential values of CSR: human rights, labour rights, the environment and
anticorruption. Accountability differs because it is not as concrete in its promotion of these
values. However, some differences between these standards must be considered. For example,
the idea of respecting international norms in ISO 26000 aims to ensure a minimum of
environmental or social protection if the local law does not provide this. To make it clearer,
trade unions are illegal in the Kingdom of Saudi Arabia, which conflicts with the fourth area
of focus in the OECD Guidelines for Multinational Enterprise, which emphasise that
companies should allow trade unions to represent employees in collective bargaining and other
issues discussed between employers and employees. This could be a major source of ethical

conflict for companies operating in Saudi Arabia and potentially in other emerging markets.
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Practically, it may be impossible for a company to respect the rule of law, while respecting the
international norms of behaviour. For example, respecting the rule of law in Saudi Arabia can
mean companies do not respect international norms of behaviour. However, if the goal is to
contribute to sustainable development and influence society by respecting international
standards, it could be argued that this is achieved more easily by interacting and discussing
with authorities, rather than simply boycotting them (Gravem 2010). CSR differs from one
context to another depending on factors such as the nature of business, societal interactions and
the cultural implications of the concept (Calabrese et al. 2013; Jamali & Karam 2016). Saudi
Arabia is very different to Western countries in terms of culture, ethical standards, way of life
and so forth. Religion, culture, traditions and politics, and the relationship between these
elements, all greatly influence the relationships between the Saudi government and the people.
Given these contextual differences, the utility of a local framework for evaluating the
contribution of CSR in the private healthcare sector is clear for sustainable development in

Saudi Arabia, as well as for wider social and economic benefits.
2.10 CSR Reporting

Reporting of CSR practices has typically always aligned with respective developments in
corporate reporting. The first type of reports was disclosure of financial statements, while
reporting the nonfinancial contribution came later, with its roots in the beginning of the 1970s
(Fifka 2013). During that decade, large organisations, especially in developed countries,
increasingly started to release information about their innovation practices, gender equality,
employee social and financial benefits, and positive contribution to their society (Fifka 2013).
CSR specific reporting arose as a positive response towards governmental regulations and their
pressure on corporations to report their social actions (Abbott & Monsen 1979; Dierkes 1979).
This information, disclosed in the normal annual report, soon became an important subject of
academic studies (Fifka 2013). In the same decade, organisations also started to also provide
standalone ‘CSR reports’ or what they called ‘social balance sheets’ to respond effectively to

external pressure (Adams & Harte 1998; Gray & Bebbington 2000).

In the 1980s, studies on voluntary reporting by businesses remained, as the reporting itself
focused on social issues (Cowen et al. 1987; McGuire et al. 1988; Ullmann 1985). A decade
later, the focus of CSR changed slightly from social disclosures to environmental disclosures,
as business at that time became more aware of the significant effect of environmental friendly

products on their competitiveness advantage (Azzone et al. 1996; Dechant & Altman 1994;
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Garrod & Chadwick 1996). Subsequently, practical research began to transfer its focus from
social to environmental disclosure, although the social dimension still has the same importance
in both nonfinancial reporting and academic research (Clarke & Gibson-Sweet 1999; Roberts
1992; Zeghal & Ahmed 1990).

Social and environmental reporting remains in a state of continuous growth, with both
dimensions merged together (as distinct to economic reporting) under different titles such as
sustainability reports, CSR reports and corporate citizenship reports (Fifka 2013). Alongside
the growth of sustainability or CSR reporting, the use of media to report such disclosure has
also grown (Fifka 2013). For instance, the internet has enabled companies to report their CSR
practices at lower cost, to update information more frequently, and to reach more stakeholders

who can also be engaged interactively (Adams & Frost 2006; Isenmann & Lenz 2001).

Another growth area is integrated reporting, which reflects the increasing demand from
governments, businesses, society and other stakeholders for a framework that combines
financial and social contexts in one report (Busco et al. 2013; Idowu et al. 2016). An integrated
report is not intended to be a compendium of every single piece of performance information;
rather, it unites material information to explain a company’s financial and nonfinancial—
environmental, social and governance (ESG)—performance (Charl de Villiers et al. 2014;
Eccles & Saltzman 2011). While the report should ideally show the relationships between these
performance metrics, this is uncommon even in the most sophisticated companies practising

integrated reporting today (Eccles & Saltzman 2011).
2.11 Measuring Performance

Finally, noting that CSR is an important area of enquiry (Asif et al. 2013; Cannon 1994; Castka
etal. 2004; Freeman 2010), there has been a parallel explosive growth in ratings and benchmark
tools to measure the effectiveness of practices (Carroll et al. 2016; Gallardo-Vazquez &
Sanchez-Herandez 2014; Ma'rquez & Fombrun 2005). There is also evidence in emerging
literature of systematic methodologies to evaluate performance (Jack 2001; Schueth 2003) and
its effect on the environment and society (Ma'rquez & Fombrun 2005; Singh 2016). External
drivers that have encouraged the use of CSR metrics include social investment funds, where
the growing occurrence of mutual funds made exclusively for companies that provide a number
of social activities has increased demand for systematic methodologies that can evaluate CSP
(Jack 2001; Schueth 2003). A second external driver is social regulations, with international
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agreements and local policies on CSR encouraging companies to give high consideration to
their business effects on both environment and society, which increases the demand for CSR
ratings (Ma'rquez & Fombrun 2005; Singh 2016).

As Carroll & B. (2000) remarked, measuring CSR is possible, yet not easy. Attempts to assess
the effectiveness of CSR practices include: (1) expert assessment through social disclosure; (2)
the influence of CSR on business performance using single and multiple issue indicators; and
(3) an investigation of managers’ attitudes (Maignan & Ferrell 2000), which reflects
Mintzberg’s observation that personal involvement is the root of true social responsibility
(Mintzberg 1983). Moreover, reflecting the demand for measurement, a large number of
agencies supporting CSR have started developing metrics that can measure the implementation
of CSR practices and encourage CSR competitiveness (Knoepfel 2001; Ma“rquez & Fombrun
2005). These metrics have become an indispensable imperative, with many well-known
organisations appointing experts and teams to monitor and improve their social performance
(Consolandi et al. 2009; Ma’'rquez & Fombrun 2005).

2.11.1 Attempts to Measure CSR

Experts in the field of CSR are very interested in finding appropriate measurements to assess
and quantify socially responsible practices (Carroll & B. 2000). That said, as Maignan & Ferrell
(2000) stated, although CSR is a common term for practitioners who employ CSR practices,
academics have not yet clearly conceptualised the concept for measurement purposes.
However, some significant attempts to measure CSP and the effectiveness of CSR have been

undertaken, but mainly in already economically developed countries (Maignan & Ferrell 2000).

Overall, as Abbott & Monsen (1979) noted, despite the CSR revolution in the 1970s to 1980s
in the US, measurements remained undeveloped. In a content analysis of CSR annual reports
of Fortune magazine-listed companies, the study noted the disclosure of important social
issues, such as issues on the environment, equal opportunities, personnel, community
involvement, products or goods/services, and location of disclosure. These annual disclosures
were used in three different ways to illustrate performance: responses to government pressure,
involvement in CSR activities and influence of social practices on corporate profitability.
Reflecting the paucity of attempts to measure in this period, Aupperle et al. (1985) highlighted
the importance of more empirical studies on CSR, while flagging the issue of suitable criteria

to account for a firm’s performance. There have been various attempts to measure performance,

42



as evidenced by the attempt to develop a scale to evaluate executives’ orientation towards CSR
(Carroll 1979); to measure the relationship between social disclosure, social performance and
economic performance (Singhapakdi et al. 1996; Ullmann 1985) and to measure marketers’
attitudes towards the crucial role of ethics and social responsibility on businesses’ effectiveness
(Kraft & Jauch 1992). It contains five dimensions with a number of criteria in each one, where
the authors used 16 criteria related to CSR out of 35 criteria to measure marketers’ perceptions
of the role of CSR in business effectiveness (Kraft & Jauch 1992; Singhapakdi et al. 1996).

Among many other efforts to develop a scale, Ruf et al. (1998) emphasised the importance of
a reliable measure of social performance, especially for the veracity of CSR theory. The main
reason is to suggest an obvious approach to developing a formal authentic scale of CSP by
garnering information from general social problems and academic literature. The authors
examined eight elements of CSR based on employee rights, environmental problems, military
issues, problems related to production, issues related to South Africa, nuclear power and
women’s rights. The study evaluated the relative importance of these social issues using AHP.
Similarly, Quazi & O'Brien (2000) developed a two-dimensional framework of CSR evaluating
the benefits and costs of CSR practices, and tested managers’ attitudes from these two different
perspectives. Elsewhere, Maignan & Ferrell (2000) examined the extent of implementing social
responsibilities in American and French firms using a survey based on four factors of corporate
citizenship: economic, legal, ethical and discretionary citizenship. Veleva & Ellenbecker
(2001) focused on one aspect of CSR: sustainable production. As the first attempt to measure
business sustainability, they created a framework of 22 elements that enable sustainable

production.

Moreover, Keeble et al. (2003) used two case studies to determine how organisations use
indicators to assess corporate performance in terms of sustainable development. They
concluded that involving stakeholders in developing indicators helps reflect the real issues that
need to be solved. Further, Azapagic (2004) created a framework to measure organisations’
progress towards or away from sustainable development based on indicators under three main
criteria—economic, environmental and social issues—in the mining and minerals sectors. A
final sample attempt to measure CSR was the study by Nordheim & Barrasso (2007), who
created a scale of 34 indicators to measure sustainable development in European aluminium
industries. This scale was developed with a number of internal and external stakeholders in

approximately 800 industries.
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The common approach to seek stakeholder support prompted the current study likewise to
develop a scale to evaluate social responsibility using internal stakeholders (medical staff).
Importantly, while most studies have attempted to generate a scale to measure CSR from
different angles, only one considered the relative merits of CSR indicators in terms of their
perceived importance (Ruf et al. 1998; Tahir & Darton 2010; Turker 2009; Ulimann 1985).
The exception was the study by Ruf et al. (1998), which prioritised social issues in the US.
Also evident is that most prior research was undertaken in developed countries or regions such
as the US, Australia and Europe (Keeble et al. 2003; Singhapakdi et al. 1996; Veleva &
Ellenbecker 2001). Thus, this study concluded that there is a dearth of empirical studies using
prioritised variables in CSR in the Middle East and specifically in Saudi Arabia.

2,11.2 International Metrics

Given a lack of clear and systematic CSR reporting standards and diversity in areas concerning
relevant activities, managers and decision-makers must consider all opportunities that help
them disclose their CSR practices systematically and honestly (Cho & Patten 2007; H. Cho et
al. 2014; Rossi 2017). One of the common ways to enhance the truthfulness of CSR disclosure
is to have it confirmed by an external third party (Cohen & Simnett 2014). This has led to the

emergence of sustainability indices and ESG rating agencies (Escrig-Olmedo et al. 2010).

Sustainability indices are traditional stock market indices that reflect the most representative
shares in a stock, and the market is limited for socially responsible firms. These indices are
usually used as benchmark tools to evaluate the extent to which companies are implementing
CSR (Fernandez & Mufioz 2009). In the same way, ESG rating agencies are a new trend in
evaluating companies’ social performance, aiming to evaluate companies’ social,
environmental and corporate governance disclosure (Ferri & Liu 2005). They are considered
the connection between stakeholders and companies, as they focus on CSR performance in
relation to stakeholder needs (Benbeniste et al. 2004; Finch 2004). While CSR represents a
firm’s efforts to positively affect society, sustainability indices and ESG rating agencies

measure these efforts to achieve a precise evaluation of firms’ CSR performance (EScrig-
Olmedo et al. 2010).

Evaluating the CSR practices of a company increases the credibility of the CSR information
provided in annual reports read by external and internal stakeholders (The Global Report

Initiative 2013). For this study, the identification of sustainability and ESG indices was based
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on information available to the public; however, the main issue with these indices is the lack
of transparency in information provided for practitioners, especially when explaining CSR

criteria and offering evaluation or scoring approaches (Escrig-Olmedo et al. 2010).
2.11.2.1 Dow Jones Sustainability Index

Regarding international metrics, the first global sustainability index selected was the Dow
Jones Sustainability Index (DJSI). Launched in September 1999, the DJSI helps identify and
monitor the social performance and sustainability of companies around the world. The DJSI is
a leading indicator of corporate sustainability (Clarkson et al. 2015), based on analysis of
corporate economic, environmental and social performance to assess issues such as corporate
governance, risk management, branding, climate change mitigation, supply chain standards and
labour practices (DJSI 2003) (see Table 2.2). The DJSI is unique in terms of its criteria, as it
has general and specific criteria, with different and specific weights, depending on the industry
(DJSI1 2003; Sun et al. 2011). The trend of the DJSI is to reject companies that do not operate

in a sustainable and ethical manner.

The Sustainable Asset Management (SAM) firm devised the DJSI and selected its criteria
(Fowler & Hope 2007). Companies are assessed and selected based on their long-term
economic, social and environmental asset management plans. Each year, the selection criteria
evolve and companies must continue improving their long-term sustainability plans to remain
in the index. The DJSI is updated yearly and companies are monitored throughout the year
(Consolandi et al. 2009; DJSI 2003; Knoepfel 2001; Schmiedeknecht 2013). The DJSI
methodology relies on three major steps conducted by SAM: evaluating, monitoring and
ranking companies’ sustainable performance. The evaluation approach is based on a set of
specific criteria in three dimensions: economic, environmental and social. For each company,
the evaluation depends on a specific questionnaire to evaluate social performance, submitted
documents and reports available to the public. Monitoring is continuous during the year
through information available in the media or from companies’ stakeholders. The final step is
ranking and selection based on the DJSI criteria (RobecoSAM 2015). Companies that respond
to the DJSI questionnaires receive a benchmarking scorecard, which covers all criteria of CSR
mentioned in the index. The company with the highest scores is considered ‘best in class’
globally. Many companies use the DJSI as a valuable tool and evidence to enhance their
reputation (RobecoSAM 2015; Schmiedeknecht 2013).
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SAM assert that they do not see the need for equality among the main CSR dimensions (Fowler
& Hope 2007). However, it appears that the index places greater focus on the economic side of
sustainability, compared with social and environmental concerns (Fowler & Hope 2007;
Windolph 2011). This view is consistent with SAM’s definition of CSR, in which CSR is a
business approach that increases shareholder value (Fowler & Hope 2007). The definition is
consistent with instrument theory, which advocates that the main goal of any company is to
maximise profits (Fowler & Hope 2007; Friedman 1970). However, it is inconsistent with the
view of most scholars, who define CSR to be a sustainability concept that extends beyond the
simple goal of increasing profits, and should consider the claims of other stakeholders
(Donadson & Preston 1995; Freeman 2010).

Reflecting these and associated concerns, a survey distributed through a number of CSR
experts showed that only 48% of respondents agreed that the DJSI can be trusted (Windolph
2011). Further, the high focus on the economic dimension (30.6% of the total weighting) and
low focus on the environmental dimension (9.2%) (see Table 2.1) is inconsistent with the CSR
definition that states that CSR aims to create a society that can live in a proper environment
and with a significant balance between economic, environmental and social goals (Szekely &
Knirsch 2005). A further criticism of the DJSI is the method of data analysis, which is arguably
not completely objective. Subjectivity or self-reported approaches can affect the credibility and
bias of the index (Bendell 2010; Fowler & Hope 2007).

Table 2.1: Dimension Weightings in DJSI

Dimension Weighting (%)
Economic 30.6%
Environment 9.2%
Social 20.4%
Industry criteria and media/stakeholder analysis 39.8%
Total 100.0

2.11.2.2 Advanced Sustainability Performance Eurozone Index

The Advanced Sustainability Performance Eurozone Index (ASPI Eurozone) was launched in
2011, with the goal of defining sustainable investment and socially responsible investment
(SRI). This index evaluates SRI in six major domains: environment, human rights, human
resources, community involvement, business behaviour and corporate governance (VigepASPI

2013) (see Table 2.2). ASPI Eurozone evaluates SRI based on sector peers’ comparison to
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obtain one of five levels of social performance: leading (Score 4), advanced (Score 3), average
(Score 2), below average (Score 1) and unconcerned (Score 0). At each annual review in
September, all stages are implemented to evaluate 120 companies in the European stock
indices. First, the ASPI score is calculated using the geometric average of the six domain scores
for each company in the European stock indices. Second, the top 100 companies are
immediately selected for inclusion in the ASPI Eurozone. Third, companies that rate O
(unconcerned) in one domain are excluded from the index even if they attain a high score as a
total (Crifo & Mottis 2016; VigepASPI 2013).

Although the ASPI is considered a leading metric in evaluating a company’s social
performance and can be used as a guideline for companies in emerging countries (Layungasri
2010), this index has some limitations (Sun et al. 2011). A notable difference in contrast to the
DJSI is that all six domains are of equal importance (Crifo & Mottis 2016; Sun et al. 2011).
However, the index suffers from a lack of consistent structure and the absence of a
comprehensive set of practice indicators (Escrig-Olmedo et al. 2010; Ho 2009; VigepASPI
2013). The ASPI mentions only a few internationally accepted domains of CSR practices
compared with other sustainability indices (Van Tulder & Van der Zwart 2005). One of the
other drawbacks of ASPI is that, if a company attains zero in one CSR dimension, the final
result will be zero, as the index uses a geometric means to rate final CSR performance. As a
result, any company with a zero score is excluded (Crawford 1987; Seixas et al. 1988;
VigepASPI 2013).

2.11.2.3 Financial Times Stock Exchange for Good Index

One of the most effective metrics is the Financial Times Stock Exchange for Good
(FTSE4Good) Index Series, which was launched in 2001. This index evaluates the performance
of United Kingdom (UK) companies involved in ESG practices. The FTSE4Good developers
continue improving this index to cover most countries. The index classifies countries into four
types: developed, advanced emerging, secondary emerging and frontier markets. The
FTSE4Good criteria are designed to reflect the best ESG practices that help companies improve
their social performance. It comprises a number of indicators across 12 themes representing
three main pillars (Collison et al. 2009; Collison et al. 2008; FTSERussell 2016; Mackenzie et
al. 2013) (see Table 2.2).
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The rating process relies on social disclosure that is available to the public, with no private
information from companies accepted. Social disclosures are presented to an independent
committee of experts from the investment community, companies, unions and academia. Each
company is giving a rating from 0 to 5, with 0 the lowest and 5 the highest rating. Companies
from developed markets require 3.1 or above to be added to the index. Companies from
emerging markets require 2 or above (Collison et al. 2009; Collison et al. 2008; FTSERussell
2016; Mackenzie et al. 2013). The main limitation of this index is that the rating approach is
unreliable, as it relies on decision-makers’ opinions, without clear quantitative measures to
ensure the veracity of the FTSE4Good criteria (Sun et al. 2011). Further, although the criteria
of CSR practices in the FTSE4Good Index are very detailed, the data analysis approach is not
greatly discussed in the literature (Hopkins 2005; Siew 2015).

2.11.2.4 Environmental Social and Governance India Index

All previous metrics were for developed countries, such as the US, Europe and the UK
(FTSERussell 2016; RobecoSAM 2015; VigepASPI 2013). However, a brave attempt to
measure CSR in emerging markets started in India, with the 2005 launch of the Environmental
Social and Governance (ESG) India Index. This index seeks to measure social, environmental
and governance responsibility in India, providing investors with a tool that enables
consideration of ESG practices in their investment decisions. The index has also encouraged
other countries in emerging markets to develop similar metrics, such as the ESG Index for
Egypt and 2013 Adjusted Global Initiatives Report for Indonesia (Goyal 2014; Indices 2012;
Singh 2013; Sinha 2010).

The assessment methodology of the ESG India Index includes three steps. First, a quantitative
score, based on transparency and disclosure of three factors, assigns each company a
quantitative ranking. These factors are: (1) corporate governance, (2) environmental practices
and (3) social governance. The value of each factor is standardised. As a result, depending on
the quantity of these factors, the score of each company is the sum of the three standardised
factors. Second, a qualitative score is assigned, with the top 150 companies selected for the
qualitative process. Extra sources of information are used, such as websites and CSR strategies,
to evaluate the social performance on a scale of 1 to 5, where 1 is the lowest and 5 is the highest.
A composite score is the final step. It is defined as the sum of the qualitative and quantitative
scores (S&P 2011). A key limitation of this index can be deduced from the literature. The ESG

India Index relies heavily on the quantity of CSR actions in a company’s social disclosures,
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without sufficient regard for the quality of CSR practices provided by the participating

companies (Goyal 2014; S&P 2011).

Table 2.2: Overview of Selected Indices

Index Dimensions Indicators
1. Economic dimension Corporate governance Codes of conduct, compliance,
DJSI 2. Environment Environmental reporting
(DJSI 2003; dimension
RobecoSAM | 3 scial dimension Human capital development | Labour practice indicators
2015) .
Talent attraction and Corporate
retention citizenship/philanthropy
Social reporting
1. Environment
2. Human rights
ASPI
3. Human resources
Eurozone ]
(vigepAsP | ol e ent
2013) ) ]
5. Business behaviour
6. Corporate governance
1. Governance Corporate governance Tax transparency
Risk management Anticorruption
FTSE4Good | 2. Environment Climate change Biodiversity
(FTSERussell Water use Pollution and recourses
201 . o
016) 3. Social Customer responsibility Labour standards
Human rights and Health and safety
community
1. Corporate governance | Ownership structure Transparency, disclosure and
Shareholders’ rights audit
Board structure and
effectiveness
2. Environment Environmental pollution Management policy
] Use of natural resources Performance indicators
ESG India
Index 3. Employee Labour rights Equal opportunity
(S&P 2011) Employee health and safety | Employee relations
4. Community Human rights Community engagement/
investment
5. Customer/products Product safety and quality Monopolistic practices
Customer relations
6. Business ethics Business ethics Corruption

Of the discussed metrics, the DJSI is the most popular and best for measuring sustainability
and social performance, followed by ASPI Eurozone and FTSE4Good. The ESG India Index

has been chosen because it has been implemented in an emerging market and is the closest
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example when seeking to improve the current Saudi index. As indicated by a number of studies,
the key limitation of most CSR indices is their tendency to treat all CSR practices as equal in
terms of importance (Tahir & Darton 2010; Turker 2009; Ullmann 1985). Further, the method
of data analysis in these indices is not completely objective, and subjectivity or self-reported
approaches can affect the credibility and bias of the index (Bendell 2010; Fowler & Hope
2007). Moreover, a clear bias is noted towards large corporations, with most indices selecting
the largest companies to be included in the ranking process (Fowler & Hope 2007;
RobecoSAM 2015). Further, as Fowler & Hope (2007) stated, the level of stakeholder
engagement in CSR indicators is a controversial issue. Finally, there is a bias evident in some
indices towards the economic domain (Fowler & Hope 2007; Windolph 2011). Conversely,
given the growing demand for clear information about CSR initiatives, the common motive
shared by all indices (Kotler & Lee 2006; Vartiak 2016) is a need to measure CSR performance
(Van Tulder & Van der Zwart 2005).

2.12 CSR and Emerging Economies

As Kroeger & Weber (2014) identified, applying a unified system in different country contexts
with differing levels of economic development is problematic. The underlying issue is that the
basic needs and cultural characteristics differ in different areas (Sinkovics et al. 2015). Any
system consisting of a group of people with the same level of social stratum share the same
core values, which helps them gain sustenance, have self-esteem and be free from servitude
(Todaro & Smith 2011). Importantly, these three goals must be achieved for individuals if a

country aims to sustain economic, environmental and social development (Wettstein 2010).

For the purposes of CSR, understanding the different needs of dissimilar economies can be an
intractable problem. There is often a great misunderstanding regarding the meaning of the
terms ‘social’ and ‘responsibility’ (Devinney 2009). If companies aim to use a CSR strategy as
a successful tool to achieve success (such as improvement in living standards, alleviation of
poverty and improved governance), they must be able to meet their society’s needs through
implementing CSR practices in line with social values, which can be (re)defined as ‘something
of value for society’ (Dietz & Porter 2012, p. 23). Creating a distinctive CSR model requires
considerable effort and involves collaboration between policymakers, government
organisations, NGOs and not-for-profit organisations to understand the economic,
environmental and social characteristics of the area in which they operate (Jamali & Mirshak

50



2007). Perhaps understandably, studies that consider social value creation for stakeholders in

emerging markets have received limited or no consideration (Sinkovics et al. 2015).

The majority of earlier studies of CSR appear to confirm that companies are implementing
CSR as a development tool to address certain social issues as a task to achieve legitimacy
(Branco & Rodrigues 2006; Scherer et al. 2013; Vancheswaran & Gautam 2011). However,
Kolk & Van Tulder (2010) suggested there is an urgent for more in-depth research to
understand how local businesses can play a crucial role in enhancing their country’s sustainable
development through effective CSR strategy by devoting more attention to stakeholder
demands, rather than concerns over competitive advantage. Rodriguez et al. (2006) claimed
that research on CSR is still immature and needs greater effort with respect to theories, methods
and CSR measurement. Moreover, one of the insufficient assumptions of CSR is a partial
overlap with what is known in the current literature as ‘CSR as a business tool’ (Rohatynskyj
2011). This assumes that there is a self-reinforcing role, where well-known companies can
avoid being controlled by government legislation and react to legitimacy pressures by adopting
CSR strategies that address current economic, environmental and social issues (Newell 2008;
Robinson 2010). Although there are some positive results behind using these strategies, the
main reason for implementing CSR practices remains as a public relation tool (Farache & Perks
2010).

However, Locke (2013) claimed that, even if well-known companies commit time and effort
to benefit from implementing CSR, it can only be beneficial if CSR strategies address the
original causes of the social issues. Moreover, although some CSR measures are based on some
social values, they were not produced for the people who need them the most. Locke (2013)
confirmed that adopting a holistic system involves considering the roles and perspectives of a
great number of parties, such as private organisations, governments, not-for-profit
organisations, employees and customers, to help decision-makers address the real needs of a
society and the root causes of social issues. Building a specific measurement for CSR by
focusing on these needs is important, as there is growing demand for more engagement by
companies to move towards using ‘CSR as a development tool’ (Newell & Frynas 2007;
Sinkovics et al. 2015). This idea confirms that companies must play a crucial role through CSR
policies that aim to enhance the government role in improving the standards of living and

reducing poverty (Newell & Frynas 2007). This idea also aligns with some CSR literature

o1



suggesting that private organisations should assume certain responsibilities to fill the gap in
global governance (Scherer & Palazzo 2011; Wettstein 2010, 2012).

Reflecting the earlier discussion, London & Hart (2004) noted that a great number of Western
companies fail when operating in emerging markets because they seek to implement the exact
same strategies as for developed markets. A solution to this issue is to better understand the
needs and characteristics of local stakeholders and to draw strategies in line with these
stakeholders, rather than shareholders (Sinkovics et al. 2015). This approach includes creating
products and services to suit the needs of the local society—a perspective that is essential from
a development perspective (Hart 2007; Newell & Frynas 2007). The concept of mutual value
creation is an attempt to achieve enhanced understanding of a development approach (Hart
2007; London et al. 2010), with the key feature of this approach being that companies should
learn how to create CSR strategies based on existing frameworks in the local market, rather
than with CSR strategies designed especially by global brands for developed countries (Hart
2011).

Further, Bondy et al. (2012) suggested that CSR strategies in developed (largely Western)
economies have progressed to an institutionalised level, wherein companies go beyond
voluntary behaviour to take on socially binding responsibilities and so construct boundaries
between business and society in different ways. The approach is different to emerging
countries, which are concerned with variances in economic development, as well as
socioeconomic concerns related to history, culture and related social norms, and other
institutional characteristics (Acs & Armington 2004; Busenitz et al. 2000). Yet, as Wettstein
(2012) suggested, if CSR is to be a credible normative tool, human needs and human rights
must be incorporated into the deep core of practices, which requires a clear understanding of
the basic needs of any society to preserve human rights. Meanwhile, responsibility involves the
obligations of different actors to improve society by overcoming social issues and creating
strategies that benefit society (Wettstein 2012, p. 753).

In this regard, it is necessary to understand the various needs, culture, social norms, policies
and moral activity of both developed and emerging economies. As aforementioned, most CSR
indices in developed countries focus on the economic side of CSR dimensions (Fowler & Hope
2007; Windolph 2011). Financial growth is no longer the exclusive driver, and, for emerging
countries, social and environmental drivers are significantly more important factors (Daizy

2014). Thus, understanding the social and cultural differences of emerging countries is
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essential for policymakers to achieve distinctive results when seeking to implement particular
CSR strategies (Blowfield 2005).

Another consideration in CSR as a development tool is to develop awareness about the benefits
of implementing CSR practices. This is especially valid for emerging economies in Asia, the
Middle East and Europe, where culture and traditions differ significantly compared with
developed economies (Mani & Gunasekaran 2018). According to Alpman (2013), the social
norms in emerging economies determine ‘the rule of the game’ for both private and public
organisations. As a result, the large quantity of CSR literature from Western perspectives that
focuses on practices and their effect on businesses and society (Carter & Jennings 2004; Sancha
et al. 2015; Wolf 2014) may not be suitable for emerging economies (Mani & Gunasekaran
2018).

However, social norms can be retrogressive, antagonistic to development and sometimes not
socially beneficial at all (Arrow 1970; Bicchieri 2005). As others emphasise, traditions, cultural
systems and social norms shape the context and bounded rationality of individuals (Bicchieri
2005; Nee 2005; Scully 1988). For these reasons, it is imperative to understand the key
differences that influence individuals’ behavioural preferences at the national level in both
developed and emerging countries (Hofstede & Bond 1984). As Triandis (1996) stated, it is
crucial to recognise the effect of culture, especially in term of perceptions, operating manner
and assumptions, because humans tend to view things from their culture lens. To illustrate, the
nature of individualistic cultures in the West differs to the nature of collectivist cultures that
are more representative of the East and other emerging markets, such as Saudi Arabia.
Practically, a simple rule of thumb is considering low- and high-context cultures (Ourfali
2015), with low-context cultures (typically Western developed countries) focused on evident
and explicit information, while high-context cultures (the East and many Middle East countries,
including Saudi Arabia) focus on the person transferring the message, rather than the message
itself (Kim et al. 1998). These high-context cultures also prefer personal relationships and are
highly influenced by family members and friends, in contrast to low-context cultures, which
prefer to be independent and not influenced by others (Ourfali 2015).

2.13 Social Issues in Emerging Economies
A great number of CSR studies conducted in emerging countries have focused on the

managerial side of CSR. Only a few studies have explored stakeholders’” demands and
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perceptions of CSR practices in an emerging economy context (Rahman Belal & Momin 2009).
Moreover, as Rahman Belal & Owen (2007) stated, civil society and not-for-profit
organisations in emerging economies are not strong enough to create a clear agenda for CSR
practices for those countries, as compared with their counterparts in developed countries.
Compounding this challenge, most emerging economies—especially those from the Middle
East and North Africa (MENA) region—are suffering from serious regional failures (Bellin
2004). Civil society is weak, labour unions are inactive, business associations are not totally
independent and non-governmental institutions lack local foundations (Anderson 2011; Bellin
2004, 2012; Gill 2017). Thus, the area can be considered an ineffectual supporter of democracy
(Bellin 2004, 2012) and this situation forces the local government to be authoritarian and
accountable for public preferences (Anderson 2011; Cavatorta 2016). Further, as Bellin (2004)
confirmed, literacy rates in the MENA region are generally low. Thus, the absence of effective
government systems encourages a tendency not towards democracy, but more towards

authoritarianism by different tribal groups.

Cronyism, nepotism and favouritism are other features in many emerging economies (Hudson
& Claasen 2017) and Arab countries (Ahmed & Asmaa 2016; Farhan et al. 2016). Morally
corrupt practices lead to misallocation of local wealth, less human and capital output through
simple acquiescence with regulations, poor quality of governmental services, increased
expenditure pressures on the government, and an overall negative effect on the country’s
economic growth (Méon & Sekkat 2005). According to Ahmed & Asmaa (2016) the costs of
corruption in Arab countries from 1950 to 2000 reached about US$1 trillion. Moreover,
according to Awadallah & Malik (2011), the nature of business relations in these countries is
based on personal relationships, not institutional setups, and nepotism controls business
relations. Governance and associated regulations are crucial elements for accountability and
their absence leads to increased corruption in Arab countries (Salem 2006). As Ahmed &
Asmaa (2016) suggested, these countries require an integrated system of regulations within an
overall strategy of organisational and governmental reform. These regulations are essential for
both politicians and stakeholders to maintain the adequate function of a country’s economy and

wider society.

One further consideration in emerging economies concerns women. As Shen & Khalifa (2010)
stated, women in developing and emerging countries are subjected to more constraints on their

daily life than are men. While both men and women have attempted to adapt to technologies
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and other changes to their cultural system, women encounter additional challenges related to
authority influences, as they must rely on their ‘guardians’ (male figures) when making
decisions. Some studies advocate that the Islamic religion supports gender inequality
(Korotayev et al. 2015), and Inglehart et al. (2003) suggested that Muslim countries are less
likely to support women’s rights and equal opportunities than are developed (Western)
countries. In contrast, Mir-Hosseini (2006) claimed that gender equality is highly supported by
Islam and only extremely conservation Muslims are biased towards inequality. Although Islam
plays a great role in people’s beliefs and actions in most of the MENA region, the main issues
derive from other cultural and social norms and tribal beliefs that are usually incorrectly linked
with the Islamic faith (Migration & Vamvakinou 2013).

However, generally speaking, women in Muslim societies are controlled and governed by a
number of beliefs and by legislation that reflects culture and tradition, and only a small number
of educated women have the power of choice to reject and challenge these beliefs (Mir-
Hosseini 2006). Thus, the role of social norms must be recognised, especially in terms of gender
equality (Korotayev et al. 2015). Arguably, without seeming to gloss over this challenge, if
culture and social norms support the idea of gender equality, then only a little effort should be
needed from policymakers to encourage the pace of change, as there is direct relationship

between social norms and policies (All6 & Loureiro 2014).

2.14 CSR in Saudi Arabia

Given the important role of Saudi Arabia in the global economy, the need to implement CSR
strategies by businesses is now of great importance (Gravem 2010). There is also a rising
awareness by policymakers and government leaders of the need to participate effectively in
CSR practices (Mandura et al. 2012). This awareness has encouraged companies to compete
with each other to maintain their reputation and position in the Saudi stock market (Aldosari &
Atkins 2015; Mandura et al. 2012). This focus is also evident in the Saudi government’s
initiative of developing the 2008 SARCI developed by one governmental organisation, one
local not-for-profit organisation and one international NGO. This collaboration is evidence of
the importance of CSR principles in Saudi Arabia (Aldosari & Atkins 2015; Gravem 2010;
Mandura et al. 2012). However, this initiative also invites important questions: Is the concept
of CSR understood in the same way in Saudi Arabia as internationally? If there are differences,
what are they?

55



The scarcity of literature on CSR in Saudi Arabia is noteworthy, despite the significant efforts
by Saudi companies to participate and report their social initiatives, either through their
websites or written reports (Mandura et al. 2012). Most studies on CSR in the Kingdom are
fairly general, and examples of CSR initiatives provided by Saudi companies do not have a
clear approach to implementing and evaluating CSR (Gravem 2010). Moreover, the legal
system and overall culture of Saudi Arabia depend heavily on religion, traditions and politics.
These factors influence the standards of social activity and the way people understand CSR,
which makes Saudi Arabia very different to other emerging market countries (Gravem 2010;
Mandura et al. 2012).

2.14.1 Politics of Saudi Arabia

As noted earlier, the political system in Saudi Arabia is linked strongly to Islamic doctrine.
There is a full integration of Islamic religion and political decisions in the Kingdom, and the
ultra-conservative nature of the community in Saudi Arabia is often used to explain the absence
of significant political reform (Okruhlik 2009). To illustrate, even though the new vision of
Saudi Arabia seeks to engender some political reforms, the political system is controlled by the
royal family, while the Mohammed Ibn Abdulwahhab ideology holds the most important role
in the religious establishment (Bradley 2015; Gravem 2010). These two factors influence the

type of social activity in the Kingdom (Gravem 2010).
2.14.2 Zakat (Charity) and Social Traditions According to Islam in Saudi Arabia

Zakat is the third pillar of Islam and the religion of any Muslim cannot be contemplated without
this form of charity (Senturk 2007). Gravem (2010) claimed that Zakat is a religious form of
taxation. However, Zakat in Islam requires a totally different system (Senturk 2007). First,
payment of Zakat is compulsory only for wealthy people and is given to the needy in society
(usable assets are excluded). Second, Muslims are supposed to give 2.5% of their total wealth
to the poor. Third, in Saudi Arabia, companies pay Zakat to the government from their annual
profits and, unlike regular taxation, the government distributes the money in ways it deems
best for the needy in the form of cash or food (Abo Baker & AbdulRahman 2007; Senturk
2007). However, no one can control whether wealthy people actually pay the correct amount—
this is simply a matter of trust between the believer and God (Abo Baker & AbdulRahman
2007; Gravem 2010; Senturk 2007).
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Besides Zakat, Islam has other forms of charity (Rapoport 2009). Sadaqga is another type of
charity that is voluntary. Sadaga is an important aspect of Islam, although Muslims are not
permitted by religious laws to discuss their Sadaga. Rather, this is something a Muslim does
to participate effectively in improving community wellbeing, without gaining any benefit. It is
described as enhancing one’s reputation as a giver (Lambarraa & Riener 2012). The Qur’an

discusses this point in 2:264, which reads in English as follows:

O you, who believe, do not render vain your charity by reminders of your generosity or by
injury, like him who spends his wealth to be seen of men and he does not believe in Allah

nor in the last Day.

Sadaga is not restricted to giving part of one’s wealth or any special deed of righteousness
(Lambarraa & Riener 2012). Rather, Islam considers all good deeds as Sadaga, though it is
important to differentiate between Zakat and Sadaga. Zakat is mandatory and Muslims are
asked to give needy and disadvantaged people a standardised proportion of their supplementary
assets in the form of a fixed amount of money. Sadaga is an intended and continuous act of
uprightness that all Muslims must perform, regardless of their financial situation. It aims

mainly to remove harm and promote good work (Senturk 2007).

According to Abu Musa (RA), the Holy Prophet (PBUH) said: ‘Every Muslim has to give in
Sadaga (charity)’. The people asked, ‘O Allah’s Messenger (PBUH)! If someone has nothing
to give, what will he do?” He (PBUH) said, ‘He should work with his hands and benefit
himself and also give in charity (from what he earns)’. The people further asked, ‘If he cannot
do even that?’ He (PBUH) replied, ‘Then he should help the needy who appeal for help’.
Then the people asked, If he cannot do that?” He (PBUH) replied, ‘Then he should perform
all that is good and keep away from all that is evil, and this will be regarded as charitable

deeds’.

A final feature of Saudi Arabia is that individuality and self-centredness are outcast in Islam.
The word Umma in Islam, and especially in Saudi Arabia, is understood as meaning that one’s
action can reflect or represent the whole society, and a Muslim cannot be considered a good
Muslim without thinking of how his or her behaviour affects the wider society (Gravem 2010).
In sum, the two forms of charity in Islam, and the centrality of Umma, significantly influence
the understanding and practice of CSR in Saudi Arabia. Given that CSR initiatives can be

understood as ethics in practice, the main source of ethical behaviour in Saudi Arabia is Islam;
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thus, arguably, Saudi Arabia can be considered a good environment for understanding and

embracing CSR practices (Gravem 2010).
2.14.3 Promoting CSR in Saudi Arabia
2.14.3.1 Saudi Government Strategy

In 2008, the government of Saudi Arabia revealed its intention to achieve the goal of creating
an economic situation to position the Kingdom of Saudi Arabia as one of the top-10 most
competitive nations by the year 2010 (Gravem 2010; SAGIA 2008). In the middle of 2008, the
Saudi Arabian General Investment Authority (SAGIA), King Khalid Foundation (KKF) and
AccountAbility organisation took the initiative to establish the first CSR index in the
Kingdom—the SARCI. The main goal of this index was to encourage private companies to
participate in CSR activities and to build a competitive advantage in Saudi companies by
managing their social and environmental impact. The index is voluntary and, during the first
year (2008), 40 companies registered to participate (SAGIA 2008). This number doubled in
2010 to become 80 and reached 115 companies from different industries in 2015 (Alsaif 2015).

This growing number of companies is an indicator of the awareness by Saudi businesses of the
importance of CSR. It also indicates the high interest of these companies to contribute
effectively to the Kingdom’s sustainable development (Gravem 2010). According to the World
Economic Forum’s Global Competitiveness Index (EFGCI), Saudi Arabia was rated 35 of 140
countries in 2007 to 2008, and 27 in 2008 to 2009. However, after creating the SARCI, which
aimed to promote the economic situation in Saudi Arabia, the ranking for Saudi Arabia was
initially unchanged (28 in 2009 to 2010) (Gravem 2010) and then declined according to the
EFGCI website: 29 in 2016 to 2017 and 30 in 2017 to 2018—two levels lower than the 2010
position (see Table 2.3) (reports.weforum.org 2018).
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Table 2.3: Global Competitiveness Index (GCI) Ranking of Saudi Arabia Compared
with 140 Other Countries (2007 to 2018)

Period Global Ranking
2007-2008 35
2008-2009 27
2009-2010 28
2010-2011 21
2011-2012 17
2012-2013 18
2013-2014 20
2014-2015 24
2015-2016 25
2016-2017 29
2017-2018 30

Source: (reports.weforum.org 2018).

According to the EFGCI, the most important issues were weaknesses in the work ethic of the
workforce, corruption and a lack of good corporate governance. Other issues noted included
restrictive labour regulations that led to moral and financial corruption, and particularly made
it difficult to realise new business opportunities in Saudi Arabia (Gravem 2010). An important
question is why the economic position of Saudi Arabia is in continuous retreat, even though
the government-promoted CSR practices through the SARCI. It is worth mentioning that the
Saudi government has not made any changes to the SARCI since 2008 and, each year, the KKF
opens its door for Saudi companies to participate in the King Khalid Award for CSR using the
SARCI as a tool of assessment (KKF.org.sa 2019).

2.14.3.2 Saudi Arabian General Investment Authority

The SAGIA is a government organisation that facilitates new business opportunities for foreign
investors and promotes Saudi Arabia as the most important hub between the East and West.
The major goal of SAGIA is to achieve economic growth by creating a ‘pro-business
environment’, a knowledge-based society and new world-class ‘economic cities’. The SAGIA
has six primary roles: investor services, marketing and promoting, regional development, start-
up stimulation, sectoral focus and energy (SAGIA 2019). The positive link between

competitiveness and CSR practices is solid and strong (Kotler & Lee 2006). According to the
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SAGIA, CSR, human and social capital, and competitiveness are all linked. These three factors

should conceptually contribute to the country’s sustainable development (see Figure 2.1).

Figure 2.1: Interaction between CSR, Human and Social Capital, and Competitiveness

SUSTAINABLE
DEVELOPMENT

The model illustrates the need for companies in Saudi Arabia to adopt ‘smart” CSR initiatives,
as these initiatives have two important outcomes in the short to medium and long term. In the
short and medium term, effective CSR activities will improve the human and social capital of
Saudi Arabia, while also preserving the natural capital. This improvement in human and social
capital will increase the competitiveness of Saudi companies in the long term. Business
stakeholders in Saudi Arabia will also benefit from companies that act in a responsible manner

and will in turn promote innovation at the local or international levels (SAGIA 2019).
2.14.3.3 King Khalid Foundation

The KKEF is a non-profit organisation based in Riyadh. The main goal of the KKF is to achieve
‘noble objectives, principles and values’ (KKF.org.sa 2019) and have a positive effect on
people’s lives in Saudi Arabia. This mission can be only achieved through a strong partnership
with various organisations and through providing sophisticated solutions to critical social,
economic and environmental issues, thereby strengthening the role of non-profit organisations
via knowledge transfer and improving community development by providing funding and
ongoing support for poor people in Saudi Arabia (Gravem 2010; KKF.org.sa 2019). An
international report for creating a national plan for social development in the Kingdom has
shown that the main focus of the KKF is to encourage the private sector in Saudi Arabia to
contribute positively to this development. The KKF argues that this contribution will help
decision-makers in the private sector develop large networks and provide a strong voice locally
and internationally. Two objectives directly linked to the private sector are creating new

industries to diversify the economy and encouraging expansion of the private sector. A third
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objective linked partly to the private sector is to rapidly build human resources. Finally, the
royal family, ministers and religious leaders will play a role in changing their views on charity,
and be more open towards what they call ‘strategic philanthropy’, which is one aspect of CSR
(Gravem 2010).

2.14.3.4 Saudi Arabian Competitiveness Index

As noted earlier, the Saudi government sought to play a fundamental role in promoting CSR
by supporting the development of the SARCI. Since 2008, the SARCI team has made some
changes to the Global Responsible Competitiveness Index in a way that suits the Saudi market
based on detailed discussions with leading companies in Saudi Arabia, decision-makers,
experts and academics (Lenssen et al. 2006; SAGIA 2008). The following hierarchical
structure (Figure 2.2) represents the final index of the SARCI (SAGIA 2008).

Figure 2.2: SARCI Framework
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The GCI framework was created in 2003 to build a relationship between CSR and

competitiveness advantage in different nations (Lenssen et al. 2006). The experts who devised
the GCI framework faced challenges in terms of collecting data related to GCI indicators, and
there are a number of areas for which no strong evidence is currently available. Some areas in
the index are based on expert opinion surveys, which can easily be rejected (Maricic & Kostic-
Stankovic 2016). Hence, the GCI does not satisfy academia because of the unclear approach in
how some indicators are measured (Gjglberg 2009). In terms of the SARCI, there are a number
of limitations. Simply, all elements are weighed as equally important (SAGIA 2008).
Unsurprisingly, many studies have critiqued the existing CSR measures, tending to agree that

these measurements consider CSR indicators as equally important (Carroll et al. 2016) and do
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not identify the actual priorities and needs of the community (SAGIA 2008). The SARCI also
relies heavily on the GCI, which has limitations in terms of collecting data and measuring CSR
indicators. In sum, the SARCI is more concerned with the quantity of CSR practices, rather
than the quality of social activities actually conducted by Saudi companies (SAGIA 2008) and

is described as too general and disjointed (Mandura et al. 2012).

As such, it is imperative to create a transparent index that can accurately guide and measure
CSR practices in Saudi Arabia. Generally speaking, the concept of social responsibility in the
private sector, especially in Saudi Arabia, is unclear and complicated (Aldosari & Atkins 2015;
Mandura et al. 2012). Even experts in the field find it relatively vague. A close look at private
companies may reveal a huge discrepancy between the perception and implementation of CSR.
It is said that this gap is mainly because of the lack of regulations and specific measurements
to ensure the quality of CSR execution and its benefit to the wider community (Aldosari &
Atkins 2015; Mandura et al. 2012). Research regarding CSR in the Kingdom is crucial because
(as a member of the Gulf Cooperation Council), Saudi Arabia has some of the largest industries
in the region, such as petrochemicals, healthcare and banking (Ahmad et al. 2016; Mandura et
al. 2012). One study showed that about 60.3% of private companies in the Kingdom have no
separate CSR department and 90.7% of enterprises with independent CSR departments have
only implemented social improvement activities in the last seven years (Mandura et al. 2012).
It is vital to generate a transparent tool to guide policy and help measure meaningful CSR
actions in support of Saudi companies’ performance.

2.14.3.5 King Khalid Award for Responsible Competitiveness

The King Khalid Award for the top companies participating in the SARCI is a cooperative
effort between the SAGIA, KKF and AccountAbility. This is an annual award to acknowledge
the top three performing companies in the SARCI. The companies awarded this prize have
made significant efforts to implement efficient programs to support sustainability and CSR
initiatives in the Kingdom (KKF.org.sa 2019). The first year of this award was in 2008 and the
goal was to increase responsible competitiveness in the private sector, and to make these
companies an inspirational resource for other companies to improve their social responsibility
practices. This can be achieved through purposeful engagement with the private sector in

human and social capital development and environmental solutions (Gravem 2010).
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The criteria to win this prize are the same criteria that rank a company in the SARCI. This is
an assessment of the performance of drivers of responsible competitiveness, with 28 different
areas subject to assessment. These areas include making ‘smart’ philanthropic investments;
creating policies to attract, develop and retain a talented and diverse workforce; and managing
the chain of supply to support local businesses and enhanced environmental and social
conditions (Gravem 2010; SAGIA 2008). One way to achieve this goal is to encourage and
reward leadership in companies, sectors and key cities and at regional and national levels
(SAGIA 2008). Thus, the King Khalid Award for Responsible Competitiveness is one way of

rewarding responsible leadership in Saudi companies (Gravem 2010).

The SAGIA claims that there is an intersection between CSR, human and social capital
development, and competitiveness. These factors together will create sustainable economic
development in Saudi Arabia. Further, the initiatives of the SARCI and King Khalid Award for
Responsible Competitiveness have increased the level of understanding of CSR in Saudi
Arabia. However, these initiatives have as yet failed to achieve the goal of creating the
SARCI—for the Saudi market to be more competitive globally. A key limitation is that the
SARCI promotes quantity in Saudi companies’ CSR activity, but not quality.

2.14.4 Population and Social Issues in Saudi Arabia

The most recent official report of the General Authority for Statistics in Saudi Arabia states
that the total population of Saudi Arabia in 2016 was 31,742,308, compared to 28.83 million
in 2013, 27.1 million in 2010 and 22.6 million in 2004 (GASSA 2016). According to UN
projections, it is estimated that the population will reach 39.8 million by 2025 and 54.7 million
by 2050 (Almalki et al. 2011). This significant increase will require great changes in the Saudi
government budget, given the rising demand for services, human resources and expenditures
on healthcare (Almalki et al. 2011; El Bcheraoui et al. 2015; Elachola & Memish 2016).
Despite being considered a rich country based on the abundance of crude oil, Saudi Arabia,
like many countries in the Middle East, is facing a number of social challenges resulting from
a rapid increase in population and the problem of unemployment. Further, the absence of a
good work ethic has led to Saudi citizens holding less than half the jobs in the Kingdom
(Alhamad 2014; Fakeeh 2009; Farhan et al. 2016; Fayad & Rasmussen 2012).

According to an IMF (2019) report released in July 2013, the unemployment rate among Saudi
nationals has reached 12%. Moreover, according to the same report, 1.5 million of the two
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million new jobs created in the last four years went to non-Saudis. Saudi Arabia relies heavily
on foreign workers from poor countries, who are paid low wages. These workers are on
contracts and are not considered immigrants (Farhan et al. 2016). However, the laws encourage
the process for foreign workers and have led to an increase in immigration rates, from 800,000
in 1974 to 4.1 million in 1992 and to 6.1 million in 2004, representing an increase of 52.1%
(Al-Gabbani 2009).

Especially for the health sector of Saudi Arabia, great number of healthcare professionals are
expatriates of different nationalities (Al-Mahmoud et al. 2012; Miller-Rosser et al. 2006). For
example, the dependency on foreign nurses, who represent 76% of the total nursing workforce
in Saudi Arabia as recorded in the Saudi Ministry of Health Annual Report (2005), creates
barriers between patients and nurses as a result of some socioeconomic differences including
religion, culture, social values and relatively short-term commitments (Al-Mahmoud et al.
2012). These socioeconomic differences, together with the increased demand for health care
employees, assert the need to pay more attention to attracting Saudi employees into the health
sector of Saudi Arabia (Tumulty 2001). Saudisation, is already underway and rational success
has been achieved in other sectors such as education, but much more is needed to achieve the
objective in the Saudi Health System (Al-Mahmoud et al. 2012). Despite the educational
revolution, which occur with the thriving of the oil industry and the spread of universities
throughout Saudi Arabia, dependence on foreign workers has persisted, because there is a lack
of skilled Saudis to fill many professions and Saudis consider many specialties as menial
(Elsheikh et al. 2018).

One of the most important aspects of work in Saudi Arabia is the significant difference between
the effects of the private and public sector on economic development. In fact, the majority of
employees in the private sector are non-Saudis, while most who work in the government sector
are Saudis. In the private sector, where ownership is usually held by Saudi businesspeople, the
preference is to employ foreign workers, rather than native ones (Farhan et al. 2016). Only a
small number of Saudis are employed in the private sector (Alhamad 2014). According to the
statistics for 2011 from the Saudi Ministry of Labour, released by the Saudi Arabian Monetary
Agency, Saudi workers represented only 10.9% of the total number of workers in the private
sector (SAMA 2019), the main reason being that local citizens are known for their poor work
ethic. This excuse has become a common phenomenon of local businesspeople, while the real

reason is to ensure lower labour costs, as their main aim is to maximise profits. In some cases,
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the Saudi government offers financial incentives to private businesses to employ local workers
to take responsibility for tasks that are considered important, but few Saudi businesspeople are

willing to perform tasks such as trash collection (Farhan et al. 2016).

There is also a mismatch between the skills of young Saudis and the needs of private sector
employers. With Saudi institutions of higher education focusing on theoretical, rather than
vocational, aspects of education, graduates do not meet the requirements of companies seeking
technical and vocational specialists (Bagadir et al. 2011). Another issue is that, in the public
sector generally, the government provides generous salaries and benefits, as well as offering
less demanding roles than in the private sector. Moreover, the situation in the private sector is

unstable in terms of labour law protections (Farhan et al. 2016).

In 1999, Saudi Arabia started negotiations to join the World Trade Organization and formally
became a member in December 2011. This revealed the opaqueness for which the Kingdom is
notorious and provided a better image of the country’s unemployment and poverty as a result
of the rapid population increase (Sullivan 2012). According to the Arab Human Report released
by the UN in 2002, called ‘Creating Opportunities for Future Generations’, the Arab World is
suffering from ‘deeply rooted shortcomings’ that are negatively affecting human development.
The report highlighted three key factors: a lack of respect for human rights, people not seeking
knowledge and a lack of female empowerment. The report also noted high youth population
rates in the Arab world that are also causing serious social problems (Farhan et al. 2016). For
instance, the rates of unemployment in Saudi Arabia are considerably higher when examined
by age and gender. The percentage of young people aged 20 to 35 seeking jobs is about 30%
and for females is about 35% (Almunajjed 2010; EI Demerdash 2014).

Positively, a study conducted by Alshanbri et al. (2014) investigating managers in human
resources departments in private companies found that, while the managers were concerned
about the work ethics of Saudi citizens, the majority had no issue employing Saudi workers
who were better educated and worked harder. However, Fleischhaker et al. (2013) examined
labour laws and gender attitudes and highlighted that both influence the overall effort to reduce
unemployment. They called for better-codified labour regulations that apply to all workers,
irrespective of nationality, as well as a need to address the issue of female employment, given
that women have much higher unemployment rates than men. A number of studies emphasise
the strong relationship between reducing unemployment in the Kingdom and regulations
concerning the employment of women (Al-Jarf 1999; Al Wakeel et al. 2005; Almunajjed 2010;
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Fakeeh 2009; Farhan et al. 2016). Al-Jarf (1999) found that 90% of women who graduated
from Saudi universities to work as translators over the period 1990 to 1996 were not working
in that field, despite the availability of these positions. Most issues related to employing women
in Saudi Arabia are deeply rooted in cultural assumptions, taboos, traditions and practices that
prevent women working in many different vocations (Farhan et al. 2016). Other studies view
the low rates of female employment as an opportunity to use an untapped resource to help the

private sector develop and reduce the reliance on oil (Almunajjed 2010; Rajkhan 2014).

A report of the World Economic Forum (2015) confirmed that 13 of the 15 countries with the
world’s lowest rate of women participation in the labour force market are in the MENA region.
In Saudi Arabia, only about 18% of Saudi women aged 16 to 64 were employed in 2017. In
comparison, women’s participation in labour market is 50% in Japan, 63% in Switzerland and
56% in the US (ERF 2019). The same report stated that social norms are the key constraint on
women’s participation in the Saudi labour force. For instance, Saudi women are supposed to
work in a closed environment away from men. Moreover, males have opinions regarding the
nature of work and work hours for females. It is also a social norm (not the law) that requires
females to have male guardian approval. Another study by Al-Saggaf (2011) showed that
family reputation is a serious matter in Saudi Arabia; thus, young Saudi women refuse to share
their personal information on social media, especially photographs, for fear of potential damage
to their family’s reputation. However, current changes in Saudi laws are expected to create a
more accepting (and safer) environment for females working in open spaces with males, as best

highlighted by the recent 2018 decision to allow women to drive cars (Al-Ghalib et al. 2018).

This discussion has revealed three major problems related to unemployment in the Kingdom.
The first issue is government regulations of overseas contract workers. This issue has led
employers in Saudi Arabia to hire foreign workers, as it is easier and cheaper to import both
blue-collar workers and professionals than to hire Saudis who are less educated and would cost
more to train (Farhan et al. 2016; Lippman 2012). Second, there is a mismatch between the
skills required for jobs in Saudi Arabia and the education received by graduate students, which
can be called an education disconnection between requirements and qualifications in the
Kingdom (Farhan et al. 2016). Third, the most important factors affecting rates of
unemployment in Saudi Arabia are societal and cultural traditions, especially regarding the

treatment and empowerment of women (Almunajjed 2010; Farhan et al. 2016).
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The Saudi government has introduced a ‘Saudisation’ program for private sector organisations
to increase the number of Saudi workers, while reducing the percentage of foreign workers
(Looney 2004; Torofdar 2011). Each sector must maintain a certain percentage of Saudisation;
otherwise, the government applies penalties to non-compliant companies. The Saudisation rate
in the healthcare sector, as the topic of this research, must be no less than 20% (MLSD 2019).
The Saudi government also seeks to increase the percentage of women employment from 22%
to 30% as part of Vision 2030 (Vision2030 2018). To successfully achieve these goals, the
Saudi government has encouraged the private sector to employ women by adding two points
for each 1% of Saudi women in the workplace (MLSD 2019).

A study examining the main characteristics and differences between Saudi managers and
managers in developed countries revealed some significant results (Bjerke & Al-Meer 1993).
The study identified Saudi culture as a ‘high power distance’ country; thus, Saudi managers
usually make decisions dictatorially and paternalistically, rather than making decisions after
consulting with other employees at a different hierarchy level. In addition, an open-door
strategy among Saudi managers is very limited, and managers do not expect to be challenged
by their subordinates (Muna & Simmonds 1980). Another study by Harris et al. (1991)
identified the main differences among three groups of managers from the US, Saudi Arabia
and Japan. The study showed that American managers are rational decision-makers, Japanese
managers are facilitators, and Saudi managers are more like father figures who tend to solve
problems based on authoritarian behaviour. For a long time, the political system in the
Kingdom has been mostly authoritarian, and, historically, tribal leaders and monarchs were
dictatorial and sovereign (Bjerke & Al-Meer 1993). As a result, people in Saudi Arabia have a
strong need to be guided, ruled and directed by a supreme authority (Bhuian et al. 2001;
Hofstede 1984).

Another issue related to Saudi managers is that they live in a collectivism society, where family
and friendship are important and effective drivers in the functioning of companies and groups
(Bjerke & Al-Meer 1993). Saudi managers rely heavily on family and close friends to
accomplish outcomes in their company; thus, formal planning systems are very weak, while
family and friends are the determinants of competence and validity (Bjerke & Al-Meer 1993,
Muna & Simmonds 1980). For these reasons, Saudi managers tend to hire members from their
family or friend networks, regardless of abilities. In sum, nepotism and cronyism are rife in
Saudi Arabia (Farhan et al. 2016). Another issue identified in a study by Fnais et al. (2013) is
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the high levels of racism and discrimination among residents in Saudi Arabia and the Middle
East relative to Western countries. A survey distributed to residents of the National Guard
Hospital in three main cities in Saudi Arabia (Riyadh, Jeddah and Al-Ahsaa) showed that 38%
of residents reported at least one type of discrimination. The most commonly reported type was
verbal annoyance (61.5%), followed by gender discrimination (58.3%) and sexual annoyance

(19.3%), which was more common among female residents than males.
2.14.5 Saudi Arabia’s Vision 2030

Saudi Arabia is one of the richest and fastest growing countries in the Middle East. It is also
the largest producer and exporter of oil globally, which is the primary income of the state’s
revenue. However, in recent decades, some efforts have been made to diversify the income
stream by creating new industries (Almalki et al. 2011). On 25 April 2016, the Saudi
government revealed Vision 2030 with the following statement: ‘Saudi Arabia, the heart of the
Arab and Islamic worlds, the investment powerhouse, and the hub connecting three continents’.
The main goals of Vision 2030 are to ensure that the economy of Saudi Arabia is no longer
dependent on oil as its chief source of income, to reduce public expenditure and to promote the
private sector—especially healthcare (Bassi 2017; Vision2030 2016). One of the most crucial
objectives of Vision 2030 is to move towards privatisation by increasing healthcare expenditure
from 25% of the total state’s budget to 35% by 2020. Moreover, the Ministry of Health intends
to spend over 23 billion Saudi Riyal (SR) on new projects during the next five years (Bassi
2017).

There are several goals for improving the healthcare system: improve the quality of healthcare
services, increase the privatisation of government services, and create an attractive
environment for local and international investors (Al-Hanawi et al. 2019a; Bassi 2017). Saudi
Arabia aims to create new opportunities for investors through a unique educational system that
aligns with the society’s needs. It also aims to remove existing obstacles and facilitate the
construction of new businesses. The Saudi government is striving to build a dynamic,
transparent, accountable, responsible and high-performance government. Moreover, it aims to
empower citizens, private organisations and non-profit organisations to make decisions in a
way that benefits Saudi society (Vision2030 2016).
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2.15 Conceptual Framework and Study Gap

The aim of this study is to design a specific-sector practice-oriented CSR framework to help
companies and practitioners focus on community needs and high-quality CSR practices. Based
on a study of CSR in the private healthcare sector in Saudi Arabia, the research draws on the
experiences of doctors, nurses and medical administrative staff. The focus on the healthcare
sector is justified in Chapter 1, with this sector identified as prone to challenges and changes
in the future (Elachola & Memish 2016). The sector also represents a significant cost to the
economy—about one-fifth of government expenditures, with the private sector comprising
about 25% of this cost (Yusuf 2014).

However, measuring CSR practices and reporting social activity requires great effort and a
change in thinking in terms of motives and a focus on substance (over form) (Calabrese et al.
2013). These efforts are well justified, as effective practices have a positive effect on
stakeholders’ reported satisfaction (Mishra & Modi 2016) and companies’ reputation (Brgnn
& Vrioni 2001; Kim et al. 2010; Yoon et al. 2006); enhance company image, financial revenues
and business value; and enhance sustainable development (Alotaibi & Hussainey 2016; Kolk
& Van Tulder 2010; Marin et al. 2015). Understandably, given the benefits of effective CSR
practices and the general acceptance of CSR as a development tool in emerging economies,
many private sector businesses in Saudi Arabia now focus on social contribution to the
community (Aldosari & Atkins 2015; Edgar et al. 2016; Khan et al. 2013). However, these
efforts are disadvantaged by the lack of an effective framework and associated research to test
the effects of these CSR practices (Mandura et al. 2012).

As various studies also note, there is no need to convince senior leaders of the business case
for effective CSR (Grainge 2007; Porter & Kramer 2006). However, the path to practising CSR
is not linear and the concept has evolved from an earlier concern with ethics and philanthropy
to sustainable development and recently to a focus on the triple bottom line (social, economic
and environmental) and corporate citizenship (De Bakker et al. 2005). There are also challenges
(tensions) in implementing CSR. For example, as Ruggie (2017) argued, rather than wait for
the government to pass new laws, businesses should act now in their own self-interest, given

that there are no standardised metrics for CSR activity and associated reporting (Vogel 2007).

As a result, companies often report based on their own area of interest and in mostly rhetorical

ways (Ellerup Nielsen & Thomsen 2007; livonen & Moisander 2015)—a practice that
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exemplifies the argument by Friedman (2009), one of the earliest contrarians, that profit is the
(sole) basis of business social responsibility. A second challenge is that macro-environmental
conditions vary from country to country and perhaps even according to industry or sector;
consequently, it is difficult to apply CSR models commonly across developed and developing
countries (Jamali & Karam 2016; Tsamenyi et al. 2007). Yet another challenge is that CSR is
‘almost impossible to achieve’ (Mintzberg 1983, p. 3). Notwithstanding, through placing the
onus on corporations, as Mintzberg (1983, p. 14) argued, CSR needs to succeed ‘if our society

and economy are to continue and to succeed’.

Socially responsible practices are indispensable for both society and the economy (Mintzberg
1983); however, as Mintzberg acknowledged, businesspeople are largely ill-equipped to deal
with social issues. The central challenge is trust and, in the absence of structures and perhaps
cynical (greedy) attitudes, CSR is consistently at risk of being reduced to a mere public
relations exercise (livonen & Moisander 2015; Mintzberg 1983). However, as revealed by an
online survey of some 28,000 respondents from 56 countries, the expectation is for
businesspeople to act (socially) responsibly—an expectation that extends to the Middle East
(Shehadi et al. 2013), where, reflecting this rising expectation and supported by regulation,
many businesses have adopted CSR as an essential component of their overall strategy (Kotler
& Lee 2006). Regulation on financial disclosure aside, the evidence is that stakeholders
persistently seek information about corporate social practices, and reward companies when
social practices align with their interests (Marin et al. 2015; Sen & Bhattacharya 2001; Sen et
al. 2006). Conversely, from a practical perspective, besides remaining vigilant about unethical
actions, managers must be aware of the potential risk that ethical actions may still be seen as

inconsistent with stakeholders’ interests (Marin et al. 2015).

Similarly, noting the earlier challenges and associated risks, evaluating CSR practices and
improving CSP are both interdependent and indispensable (Consolandi et al. 2009; Ma’rquez
& Fombrun 2005). In this context, the absence of agreed definitions and common CSR activity
makes it difficult to measure effectiveness and differentiate between conformity to form over
substance (Crowther & Aras 2008). However, a large number of well-known organisations
have started incorporating CSR into their business strategies because of the high expectations
of stakeholders that they act in a socially responsible manner (Campbell 2007; Jamali & Karam
2016; Szekely & Knirsch 2005; Tang et al. 2012). These demands require organisations to
include international standards for CSR practices as an effective guideline for corporations to
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implement and report their CSR practices. This has led to efforts to evaluate CSR that have
become an important area of enquiry (Asif et al. 2013; Cannon 1994; Castka et al. 2004;
Freeman 2010). There is also a reported parallel explosive growth in ratings and benchmark
tools to support effective practices (Carroll et al. 2016; Gallardo-Vazquez & Sanchez-Herandez
2014; Ma'rquez & Fombrun 2005) and an emerging literature of systematic methodologies to
evaluate social performance (Jack 2001; Schueth 2003) and metrics to measure CSR practice
(Knoepfel 2001; Ma'rquez & Fombrun 2005) and assess its effect on the environment and
society (Ma'rquez & Fombrun 2005; Singh 2016).

Promoting effective CSR practice for Saudi Arabia is pivotal (Alotaibi & Hussainey 2016;
Mandura et al. 2012), especially with the country’s strategic Vision 2030 plan (SAGIA 2008),
requiring enhanced company- and country-level competitiveness (Lenssen et al. 2006; SAGIA
2008). Unfortunately, the current government’s SARCI has attracted considerable criticism. Its
issues include failing to adequately measure quality in CSR practices (Aldosari & Atkins 2015;
Mandura et al. 2012), a tendency to weigh all activities equally and inadequate consideration
of stakeholders’ opinions (SAGIA 2008). Echoing the earlier ‘grand’ challenge facing CSR
(Kolk 2016; Wickert et al. 2016), the SARCI seemingly only encourages efforts that are more
rhetoric than real in action (Carroll et al. 2016; SAGIA 2008) and as yet does not reflect
emerging social issues, such as improved female workplace participation rates, as now required
by Vision 2030. This situation underpinned the research question of this study and the need to
ensure quality in CSR activities.

This study’s research objectives were as follows:

1. develop and consolidate an index for CSR practices through a critique of selected
important CSR indices (RO1)

2. develop a prioritised index with systematic metrics to evaluate quality in CSR practices
in the Saudi healthcare context (RO2)

3. identify the countervailing forces influencing CSR practices and CSP (RO3)

4. devise an evaluative framework to measure quality in CSR performance (RO4).

These objectives were identified to close the gaps in the capacity of the SARCI to guide CSR
practice, and help Saudi Arabian companies and practitioners shift from rhetoric and activity
to focus on community needs and effective and meaningful CSR practices. Figure 2.3 illustrates

the conceptual framework that guided this study.
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Figure 2.3: Conceptual Framework
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2.16 Summary

In conclusion, there is no universally accepted definition of the concept of CSR. Many authors
agree that finding a precise definition of the CSR concept and distinct sets of its activities is an
enduring dilemma across time and national boundaries. Furthermore, a range of sources have
been explored and investigated, which allow a better understanding of the situation from both
academic and official sources. Many authors agree that finding a precise definition of the CSR
concept and distinct sets of its activities is an enduring dilemma across time and national
boundaries. However, the researcher adopts the definition of CSR that identifies CSR as
company actions or polices that consider stakeholders’ expectations and the triple bottom line
of environmental, social, and economic performance. This chapter also illustrated that
corporations must understand the difference between ‘talking’ and ‘walking” CSR and must
combine these two concepts to successfully apply CSR initiatives in an emerging economy

context.

The outcome of effective CSR, as various studies indicate, is to enhance a company’s image,
improve financial revenues, increase the firm’s value and enhance sustainable development.
Therefore, a large number of international organisations have created indices to guide and
measure the extent of CSR practices by companies globally. This increase in the importance of

CSR is consistent with the Saudi Arabian government initiative of developing the SARCI in
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2008. Aside from the limitations of the index, there are number of local sociocultural factors
that shape and constrain the way CSR is implemented in the Kingdom. These include the
politics of Saudi Arabia, the paternal and authoritarian nature of the culture, the social laws of
the Islamic religion, and the Saudi government vision of promoting CSR in the Kingdom and
the 2030 Vision. Reflecting internal issues in an emerging economy, the role of CSR is central
to fighting poverty, as well as addressing other issues, such as governance gaps and related

social issues.

The challenge highlighted by this chapter is designing a sector-specific CSR framework that
can guide CSR policy and support implementation, as well as evaluate performance based on
quality in CSR practices. A secondary goal is to offer a path towards embedding social

performance into business operations by incorporating the principles of QM.
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CHAPTER 3: RESEARCH PROCESS AND METHOD

3.1 Introduction

The previous chapters illustrated the gaps in this topic and the importance of developing a
sector-specific CSR framework. This framework is necessary to help Saudi Arabian hospitals
and CSR practitioners shift to a focus on prioritised needs and quality in CSR practice. Thus
far, this thesis has explained the reasons for selecting the private healthcare sector in the
Kingdom for in-depth analysis. The question that requires answering is as follows: what are
the key performance drivers that ensure quality in local CSR activities? The SARCI tool has
been criticised for failing to adequately support implementation and evaluation of CSR
performance in Saudi Arabia. In this chapter, the aim is to present the methodological process

required for the nominated field of study.

In academic research, it is important to be conscious about all details of the research process,
including the relevant philosophical theories and their preferred analytical methods (Sadler-
Smith et al. 2000). First, this chapter explores the most appropriate philosophical position from
which the research methods should be derived. Second, the quantitative and qualitative
methodologies employed in this study are discussed, including a critique of the selected CSR
indices that helped build the questionnaire and interview questions. Third, the use of AHP in
the questionnaire, the semi-structured interviews and the characteristics of the sample
population are clarified. Finally, the data collection process and analysis tools and techniques

are discussed with greater precision.
3.2 Research Philosophy

The research philosophy or paradigm influences the researcher’s approach to data derived from
any phenomenon that must be collected, examined and explained (Hammersley 1993). In other
words, a research philosophy encompasses the system of beliefs and assumptions that relate to
knowledge development (Saunders et al. 2009a). The purpose of any thesis is to convert things
believed into things known (‘doxa’—common belief—to episteme or justified belief) (Crossan
2003). To address the philosophy employed in research, the nature of science must be
considered, and this includes two types of philosophies or two important ways of ‘looking at
the world’: subjectivist and objectivist philosophies (Holden & Lynch 2004). The researcher

must also ask three major questions:
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1. What is true (ontology)?

2. How do researchers gain knowledge (epistemology)?

3. Which approach and methods should be used to conduct research (methodology)
(Crossan 2003; Holden & Lynch 2004)?

Regarding the first question about ‘ontology’, there are two potential responses: the first group,
who believe there is only a single objective truth (‘positivists’), and the second group, who
believe there is no reality other than what people create in their minds (‘constructivists’)
(Creswell & Creswell 2017; Crossan 2003). The second question concerns ‘epistemology’,
which indicates that what individuals view as reality exerts an influence on their knowledge of
the world. Therefore, what individuals think of as real affects the way they gain knowledge. If
the researcher sees the world as having a number of global facts, implementing objective
research in which the researcher does not interact with what is being studied can enable
discovery of these facts. This ensures that the researcher is unbiased. In contemporary times, if
the researcher sees the world as having multiple realities, rather than one single truth, then the
best way to gain knowledge is to interact with the people being studied, in an attempt to reveal
their attitudes and behaviours with reference to whatever is being investigated (Mason &
McBride 2014). Regarding the third and final question on ‘methodology’, the relationship
between the three concepts (ontology, epistemology and methodology) was clearly

summarised by Taylor and Edgar (1999, p. 27) as follows:

the belief about the nature of the world (ontology) adopted by an enquirer will affect their
belief about the nature of knowledge in that world (epistemology) which in turn will influence

the enquirer’s belief as to how that knowledge can be uncovered (methodology).

As Teddlie & Tashakkori (2009) asserted, ontology, epistemology and methodology are highly

related and connected.

There are four types of research philosophy based on the methodology used to conduct the field
study. First, quantitative research is appropriate for positivism paradigms, in which reality is
single and measurable. Second, qualitative research is appropriate for interpretivism
paradigms, in which constructivists see reality as constructed and multiple. The third type is
associated with both quantitative and qualitative methods of data collection and is called
pragmatism. Finally, realism is the philosophical view in which reality exists independently of
the conceptual beliefs or thoughts of the observer. This study used a mixed methodology
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(qualitative and quantitative) and these approaches were suitable for the pragmatism paradigms
in this research. Pragmatism is a philosophy that relies on the fact that that there is no one
method to understand the reality, but many different methods of understanding because there
are diverse realities (Saunders & Lewis 2012). The answer of the research question of this study
were gained through a combination of multiple research methods including both qualitative
and quantitative research methods. Through this combination, the researcher aims to obtain a
better understanding of the research problem from quantitative results of facts and figures and
from the perspective of people who lived the experiences. Both quantitative and qualitative
approach will boost a more detailed understanding of research questions and results leading to
a balanced conclusion on the challenges and opportunities about the research problem (Miller
2005; Robson 2002). Thus, this study employed the quantitative method to reflect a specific
reality about the most important CSR practices for private sector healthcare professionals in
Saudi Arabia. The qualitative method was used in the form of conducting semi-structured

interviews to understand, justify and explain the actions, beliefs and experiences of people.

Figure 3.1: Research Philosophy

Research philosophy
h 4 v h 4 A 4
Positivism Interpretivism Pragmatism Realism
Quantitative Qualitative Quantitative
Qualitative

3.3 Research Strategy

This study investigated the development of a practice-oriented CSR framework to help
healthcare companies and practitioners focus on community needs and improve the quality of
CSR practices in Saudi Arabia, which has been identified as an emerging economy. Based on
a case study of the private health sector, the framework drew on the experience of doctors,
nurses and medical administrative staff, who collectively represent the primary stakeholders
and are central to effective CSR practice (Aguinis & Glavas 2019; Isa & Kitt 2015; Kirchner
et al. 2012). As Yin (1998, p. 229) asserted, a case study is ‘an empirical inquiry that
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investigates a contemporary phenomenon within its real-life context’. The method allows the
researcher to examine the data within a specific context. The reason for making this choice is
because it is impossible to deal with many organisations that have different characteristics and
purposes (Eckstein 2000; Stake 1978).

However, over the years, growing business management and leadership research has debated
the different characteristics of quantitative and qualitative methodologies, and which
methodology is superior. Quantitative analysis has received the majority of research in various
fields (Onwuegbuzie & Leech 2005; Rossman & Wilson 1985; Tashakkori et al. 1998).
However, recently, the qualitative orientation has become an important component of many
studies and is growing (Onwuegbuzie & Leech 2005; Rossman & Wilson 1985; Yilmaz 2013).
A dialectical perspective has been noted between both quantitative and qualitative
methodologies. Several researchers have considered their method to be superior (Teddlie &
Tashakkori 2009). Bryman (2016) confirmed that, although these two methodologies are
considered competitors, they may be still be integrated for the benefit of research. Moreover, a
multi-strategy approach is viewed as appropriate for answering specific types of questions
(Bryman 2006).

In the context of evaluation, the mixed-methods approach has garnered strong support from
academics (Bryman 2006; Teddlie & Tashakkori 2009). As Creswell & Plano Clark & et al.
(2003) argued, using a mixed-methods approach has certain advantages, such as conveying the
sense of strictness in the study and providing guidance to readers about what the researcher
intends to do or has done. In this way, a multi-strategy approach helps researchers explain the
nature of their intentions and achievements. The researcher answers a number of questions, as

follows:

Are the quantitative and qualitative data gathered simultaneously or sequentially?
Which of quantitative or qualitative data has greater priority?

What is the purpose of the integration?

At what stage in the research process does the mixed-methods approach operate?

a & w0 N e

Is there any source of data other than quantitative and qualitative data?

First, in this study, both types of data were collected ‘simultaneously’, as both were
independent and did not rely on each other. Second, quantitative data had priority over

qualitative data, as the general aim of this study was to answer a statistics-related question
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(What are the key performance drivers that ensure quality in local CSR activity?), whereby
CSP was evaluated based on quality of CSR practices, rather than quantity. Third, the purpose

of the integration can be summarised as follows:

e Complementary: The qualitative data described, enhanced, explained and clarified the
results in such a way to augment the quantitative data. The qualitative data also
provided a contextual understanding related to either generalisation.

e Amplification: The qualitative data aimed to expand the range and depth of enquiry by
implementing new methods for different types of enquiries. As aforementioned, the
researcher aimed to find the ‘countervailing’ forces influencing personal and
organisational behaviours and illustrate the major factors that enable or constrain
internal stakeholders from implementing effective CSR initiatives. Each method sought
to answer different research objectives, as will be explained in more detail later.

e Shortfall: Using a mixed-methods approach allowed the researcher to overcome the
weaknesses and draw on the strengths of both methods.

e Truthfulness: Using qualitative data increased the credibility of the quantitative data.

Fourth, as mentioned at the start of this chapter, the mixed methods approach used to answer

the various ROs as following:

1. Develop a consolidated index for CSR practices, through a critique of selected
important CSR indices (RO1). This objective is based on secondary data and serves as an

essential step to develop the questionnaires and the semi-structured interviews;

2. Develop a prioritized index, with systematic indicators to evaluate quality of Corporate
Social performance (CSP) in the Saudi health sector (RO2) based on quantitative data (AHP);

3. Identify enabling and constraining forces that influence CSR implementation, and

effective CSP (RO3) based on qualitative data (semi-structured interviews);

4. Devise a policy and practice framework to support quality in CSP (RO4) based on the
results of the previous objectives by integration of both quantitative and qualitative data to

achieve the main goal of this study.

The mixed-methods design used in this research is called concurrent triangulation design (see

Figure 3.2). This design usually uses disconnected quantitative and qualitative methods to

78



override the weaknesses of one method with the strengths that exist in the other method. In this
case, both methods were concurrent, which meant they could be employed simultaneously
during one phase of the research project. The most important advantage of this design is that it
is well known to most researchers and can result in credible and well-established findings
(Creswell & Plano Clark & et al. 2003)

Figure 3.2: Concurrent Triangulation Design

QUAN + QUAL

QUAN QUAL
Data Collection Data Collection
QUAN p > QUAL
Data Analysis Data Analysis

Data Results Compared

Source: (Creswell & Clark & et al. 2003).
3.4 Research Approach

Collis & Hussey (2013) provided a useful plan to help researchers differentiate between various
research approaches based on four criteria: process, purpose, logic and outcome. First, process
can be divided into three types of approaches: quantitative, qualitative and mixed-methods
research (Teddlie & Tashakkori 2009). Second, the purpose of any research project can be
organised into four classifications: exploratory, descriptive, explanatory and predictive (Collis
& Hussey 2013). An exploratory approach is usually employed when there is scarce
information available about a certain phenomenon. In exploratory studies, the researcher seeks
models, examples, hypotheses and ideas, rather than testing or confirming ideas (Collis et al.
2003). Although this approach aims to collect as much information as possible, it does not
provide a conclusive answer to issues. However, it provides a guideline for researchers to

conduct new studies based on the current exploratory study (Collis & Hussey 2013).

Descriptive studies aim to describe phenomena as they exist in the real world (Knupfer &

McLellan 1996; Lambert & Lambert 2012). This type of research approach can be applied to
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a specific problem using either qualitative or quantitative methodologies (Collis & Hussey
2013). Explanatory research is used to explain how or why something occurs in specific
circumstances. In this case, the researcher seeks to understand certain phenomena by measuring
causative relations among them (Collis & Hussey 2013). Finally, predictive research aims to
predict the likelihood of certain phenomena occurring in particular conditions. Predictive
studies are almost quantitative in nature, as they involve identifying or defining quantifiable

variables that can be measured (Collis & Hussey 2013).

Third, the logic of the study usually refers to whether the research is deductive or inductive in
character. The major difference between these approaches is that the deductive approach aims
to test a specific theory, while the inductive approach aims to generate a new theory from the
data collected (Clough & Nutbrown 2012; Collis & Hussey 2013). For the deductive approach,
the emphasis is to move from a general idea to particular themes. However, it can be seen from
the literature that some qualitative studies also have a deductive orientation. The researcher
uses both the inductive and the deductive approach with a completely open mind without any
assumptions of what will be found. Thus, the aim of this approach is to develop a new theory
based on the data (Clough & Nutbrown 2012).

Finally, regarding the outcome of any research project, research can be divided into two types
of outcomes: basic research and applied research (Collis & Hussey 2013). According to Collis
& Hussey (2013), basic research (also known as fundamental or pure research) is concerned
with adding to or improving current knowledge. Its main objective is to collect more
information to better understand existing theory or phenomena. Thus, the emerging ideas from
basic research may not be applied directly to certain events or phenomena (Kothari 2004).
However, applied research is (as the name implies) designed to apply findings to solve a current
or existing problem. This type of research is closely linked to failed businesses and economic

research, not just healthcare and politics (Kothari 2004).

The current research employed an exploratory approach to explore the best CSR practices,
since the researcher had insufficient knowledge of these. In this way, this study could determine
the best practices that are appropriate for the Saudi community. The research then moved to a
predictive approach for quantitative data collection to prioritise CSR practices and how
important they are to the private sector healthcare community in Saudi Arabia. Finally, this
study used an explanatory approach through semi-structured interviews to contribute further
information and explanation to the quantitative data collected. Generally, the logic of this study
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encompassed the deductive approach, as it sought to confirm the idea that CSR practices do
not have equal importance. Moreover, this study prioritised CSR practices based on the
opinions of healthcare professionals in the private sector healthcare industry in Saudi Arabia.
The aim was to evaluate the effectiveness of CSR practices by providing a tool that can measure
the quality of CSR performance accurately. Table 3.1 summarises the approach taken in this

study.

Table 3.1: Research Approach

Process Purpose Logic Outcome
Step 1: Explorator Deductive
Mixed-methods P P . Y .
L L Step 2: Predictive and Applied research
(quantitative + qualitative) .
Step 3: Explanatory Inductive

3.5 Research Process

The aim of this study was achieved through four research objectives, with a wide range of data
collected and analysed. The process of data collection for each objective was as follows. First,
this study developed a consolidated index for CSR practices through a critique of selected
important CSR indices (based on secondary data). Second, this study developed a prioritised
index with systematic metrics to evaluate quality in CSP in the Saudi healthcare sector
(quantitative—questionnaires). Third, this study identified countervailing (enabling and
constraining) forces that influence CSR practices and effective CSP (qualitative—semi-
structured interviews). Fourth, this study devised an evaluative framework to measure quality
in CSP (summative discussion of research objectives’ findings). Secondary data based on five
selected CSR indices used worldwide served to identify CSR practices that are best suited to
the Saudi community generally and specific stakeholders.

The author then used these data to establish both the questionnaires for quantitative data
collection and semi-structured interviews for qualitative data collection. Both the identification
of CSR practices and prioritisation of these practices in accordance with their importance for
stakeholders (RO1 and RO2) used a quantitative approach called AHP. The qualitative data
were collected using semi-structured interviews. While identifying the challenges posed by
qualitative research, Kapoulas & Mitic (2012) supported the use of qualitative approaches as a
reliable research method. This view was also held by Cassell et al. (2006), who asserted that

‘clearly qualitative methods have much to offer the management researcher in enabling access
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to the subjective experiences of organizational life’ (p. 291). A summary of the various stages

of analysis is illustrated in Figure 3.3.

Figure 3.3: Stages of Analysis

. L Based on Selected CSR
STEP1 - A consolidated index idices and recent literature

(Secondary data) RO1

: I

Questionnaire — 250+ Respondents
STEP 2 - Prioritise practices Selected from a number of private
(Quantitative analysis) hospital in Saudi Arabia
RO2+ RO4

} o Semi-structured Interviews
STEP3 - (fom,ltel "‘“ﬂmg, forces With 18 Healthcare professional
(Qualitative analysis) RO3 + RO4

Given that this study involved interviewing a number of healthcare professionals, including
doctors, nurses and administrative staff, the researcher faced difficulties related to data
collection. These difficulties related to the nature of the Saudi private healthcare sector and the

research approach, especially the quantitative AHP process.

The online questionnaire was distributed through emails, short message service (SMS) and the
WhatsApp application. The completed and returned questionnaires were fewer than the
researcher expected. Further, the researcher faced challenges in conducting interviews with the
desired number of healthcare professionals because of the very busy nature of their work with

patients.

Regarding the research approach, although AHP represents a perfect, rational, and commonly
used approach for quantifying the importance of each decision criterion (Li et al. 2019), the
main limitation of the quantitative AHP process is the complexity of this method, which makes
its implementation inconvenient. Participants require some knowledge and experience of the
method. Moreover, the pair-wise comparison of CSR practices was too lengthy, given the large
number and variety of CSR practices.
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3.6 Data Collection

3.6.1 Using AHP Process

Thomas Saaty (1980) devised the AHP, which is deemed one of the most effective tools for
dealing with complex decisions by helping decision-makers set priorities and choose the best
options regarding a specific issue (Palmer 1999; Partovi 1994). AHP can be defined as a theory
of measurement that ‘provides a fundamental scale of relative magnitudes expressed in
dominance units to represent judgments in the form of paired comparisons’ (Saaty 1988, p. 22;
Saaty 1990b, p. 18). AHP reflects the approach in which people think and behave; it makes the
thought process faster and easier, and is effective in broadening people’s awareness to include
more factors when making decisions (Saaty 1990a). The AHP approach reduces complex
decisions to a set of pairwise comparisons, and then synthesises the results. This approach
allows the AHP to deal with both subjective and objective aspects of a decision (Hafeez et al.
2002; Kurttila et al. 2000; Saaty 1980). Moreover, AHP has been applied in a number of studies
as a highly advantageous decision-making technique in strategic planning, marketing
applications and evaluation purposes (Wind 1987; Wind & Saaty 1980).

The use of the AHP for measuring social performance was suggested by Arrington et al. (1982)
and Wokutch & Fahey (1986). The methodology involves three main procedures (see Figure
3.4). The first step is to build a hierarchical structure of several levels by organising the criteria
related to the study. The second step involves an exercise of comparative judgements in the
form of paired comparisons (Harker & Vargas 1990; Saaty 1988). In this study, these
comparisons were based on scaled responses to a survey of knowledgeable stakeholders at
every level of the proposed hierarchy—the composite CSR index that was determined in the
first step. The third step involves prioritising the selected items (CSR indicators) to identify the

relative importance of each item (Harker & Vargas 1990).

The design of a CSR index to evaluate social performance is well suited to AHP (Ruf et al.
1998; Veisi et al. 2016), since the practices and alternatives in the selected indices could be
decomposed into component parts, and comparative judgements exercised through inductive
reasoning based on a scale of relative magnitudes to represent judgements (Lanjewar et al.
2016; Zahedi 1986). AHP has been used by the US federal government and large corporations
to make complex decisions (Palmer 1999) and determine the eigenvalue, which is the relative
value (quality) of each variable in the proposed index. The process enables reporting of CSR
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actions based on relative quality, as assessed by stakeholders. The AHP process was applied to
RO1 and RO2 of this study, as illustrated earlier.

Figure 3.4: The AHP Process (Three Conceptual Steps)

3-Step AHP process

Step 1 Build a hierarchy Secondary data

Develop a consolidated CSR index

Selected number of CSR Indexes

Decompose the selected CSR Indexes to develop a congolidate CSR Index

W

Enhance the proposed CSR Index using recent literature

Comparative
Step 2 . Questionnaires
judgments

Perspective of stakeholders

Prioritize Expert choice comaprion

Step 3 software
indicators

l

Calculate Eigen value to evaluate

quality of CSR practices
3.6.2 Consolidated Index: Secondary Data—Step 1 of AHP (RO1)

The first step of the AHP is to construct the problem being investigated by starting from the
main objective to the sub-objectives, forming a hierarchical structure with multiple levels. For
this study, this step involved selecting CSR indices and decomposing the selected practices
into a consolidated index deemed suitable for Saudi Arabia. Additional variables were drawn
from recent literature to close some notable gaps in the initial composite index. The aim was
to identify good practices in CSR worldwide through a critique of selected important CSR
indices over three progressive stages. The first stage involved selecting representative indices
that were industry leaders and/or relevant to an emerging economy, such as Saudi Arabia. The
second step was analysis, which involved decomposing the selected CSR indices to develop a

consolidated CSR index with indicators for identified CSR practices. Third, recent literature
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was used to enhance the proposed CSR index by adding more variables and indicators to the

identified domains of CSR practice.

Five CSR indices were selected based on their reported importance in general CSR literature
and perceived suitability to Saudi Arabia and the healthcare sector. The selected indices were
discussed in detail in Chapter 2. The first index was the DJSI, which is the most popular index
in the literature and the first to measure sustainability and social performance (Clarkson et al.
2015). The two other indices were the ASPI Eurozone (RobecoSAM 2015) and FTSE4Good
(FTSERussell 2016). Both indices were launched in 2001 and were among the first indicators
in the field, with ASPI Eurozone created for European companies and FTSE4Good created for
UK companies (RobecoSAM 2015; VigepASPI 2013). Layungasri (2010) confirmed that the
ASPI is one of the leading metrics in evaluating a company’s social performance and can be
used as a guideline for companies in emerging countries (Layungasri 2010). Regarding the
FTSE4Good Index, developers continue improving this index to cover most of the world. As
noted in Chapter 2, the index classifies countries into four classes: developed, advanced
emerging, secondary emerging and frontier market (Collison et al. 2009; Collison et al. 2008;
FTSERussell 2016; Mackenzie et al. 2013). The FTSE4Good criteria are designed to reflect
the best ESG practices and help a large number of companies around the world to improve their
ESG performance (Collison et al. 2009; Collison et al. 2008; FTSERussell 2016). Thus, it is
deemed suitable for a secondary emerging economy, such as Saudi Arabia (FTSERussell
2020). The final two indices were the ESG India Index (S&P 2011) and SARCI (SAGIA 2008).
The ESG India Index has been implemented in an emerging market and so may be the closest
to matching the Saudi context. Appendix 1 presents an overview of CSR indicators of social

practices for the selected indices.
3.6.3 Prioritise Practices (RO2)

This was a quantitative stage involving Steps 2 and 3 of the AHP. The researcher built a
questionnaire based on the consolidated index—the first objective of this study. As noted
earlier, Step 2 of the AHP involved prioritising CSR practices in the consolidated index. This
helped develop a prioritised index for the healthcare sector, called the ‘Saudi Environmental,
Social and Governance Index for the Health Sector’ (SESGI-h). After constructing a hierarchal
structure for CSR practices, the researcher designed a questionnaire to enable a pairwise
comparison of items in the consolidated index. The aim was to identify the relative importance

of each item, based on a survey of doctors, nurses and healthcare administrative staff who are
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central to ensuring that CSR practices are practical and efficient (Isa & Kitt 2015; Kirchner et
al. 2012). The AHP method used a relative scale for evaluations that ranged from 1 to 9, with
1 for ‘equal’ and 9 for ‘absolutely more important than...” (See Table 3.2). The comparison
was completed for all identified variables at each level of the hierarchy (Vaidya & Kumar
2006).

Table 3.2: Relative Scale for Pairwise Comparison

Intensity of Definition Explanation
importance

1 Equal importance Two elements contribute equally to the objective

3 Moderate Experience and judgement slightly favour one element over another
importance

5 Strong importance Experience and judgement strongly favour one element over another

7 Very strong One element is favoured very strongly over another; its dominance is
importance demonstrated in practice

9 Extreme importance | The evidence favouring one element over another is of highest

possible order of affirmation
* Intensities of 2, 4, 6 and 8 can be used to express intermediate values

The questionnaire was distributed to a randomly selected group of healthcare professionals,
inviting their opinions on the relative priorities of the identified CSR items. This study captured
the views of 250+ healthcare professionals from a number of private sector medical centres in
Saudi Arabia. A total of 803 online questionnaires were distributed, with 268 completed
responses received from 98 doctors, 73 nurses and 97 administrators—a response rate of 33%.
This response rate fell within the acceptable rate for returned questionnaires, identified as
between 20% and 40% (Frankfort-Nachmias & Nachmias 2007).

3.6.3.1 Designing the Questionnaire

In this study, a questionnaire was constructed in alignment with RO2, which aimed to develop
a prioritised index to enable policy and implementation of quality CSR practices in the Saudi
healthcare sector. The questionnaire items included responses on general information and
responses in relation to the relative importance of CSR practices from the perspective of the
participating healthcare professionals. The hierarchical structure constructed from the parent
indices was the basis of the questionnaire, which invited comparative judgements in the form
of paired comparisons using scaled responses at each level of the consolidated index. The
questionnaire format was developed so that it was essentially logical and easy to follow,
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together with clear and precise instructions for completing the questionnaire, using

SmartSurvey software.

The questionnaire contained two sets of questions. The purpose of the first part was to collect
demographic and descriptive information about the participants, including occupation, gender
and employer. The second part was designed using AHP principles to make a pairwise
comparison of CSR practices based on the consolidated CSR index. These comparative

judgements were essential to develop a prioritised index (SESGI-h; see Figure 3.5).

Figure 3.5: Questionnaire Outline with Sections

First: Ceneral Information

Name (optional)
O Doctor

Current position O Nurse
O Madical administrative

Employer
O Male
Gend
ene O Female

Second: the pair comparison of CSR domains

A -Importance —orB Equal How much more?
1] o Economic or | o Environment I1[12]5]4]5]¢ S|¥
2| o Economic of | o Social T[2Z[3[3[5([06 )
3| © Eovionment of | o Soaidl T1213[3[5]0 Y

Third: the pair comparison for CSR dimensions of each domain

3.1.Economic

A -Importance —orB Bulla How much more?
1] o Corporate govemance of | o Risk and cnisis manassment I[3[3][3]6 3
2| o Comporate govemance ofr | o Anti<orruptions 2|3|4]510 319
3| o Rusk and crisis management 0f | o ABlI-COfTUPLIOns ITJZ[3[%]5]0 L
3.2.Environmental
A -Importance —orB ual How much more?
| 1| o =nvironmental Managementsystem | of | o CGreen Supply Chain Management IJ2]15[4]5]0|7]3]9]
3.3.Social
A -Importance —orB Equal How much more?
1| o Employes of | o Community Mml2131¢]> s
2| o Exployee or | o Customerproduct 2|3]4]5]¢6 39
3| o Community 0f [ o Customer product ITZ]5T18]-19 S[¥

The researcher also conducted a pilot study before distributing the questionnaires to ensure the
instrument’s reliability. A group of 10 participants reflecting the characteristics of the
population of the main study was asked to fill out the questionnaire. A cover letter for the
attention of respondents was written to accompany the questionnaire. The cover letter

explained the purpose of the research and contained important information for completing the
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questionnaire. This was taken as the informed consent letter. The questionnaire is provided in

Appendix 2, while the informed consent letter is in Appendix 3.

Step 3 in the AHP included prioritisation of CSR indicators and the AHP approach was
operated by a specific software package called Expert Choice, which requires the inputting of
data collected. The data were then processed using a computer for output in the form of
numerical tables and figures to illustrate the perceived quality (eigenvalue) of the selected

criteria.

Questionnaires have a number of advantages over other methods. They allow respondents to
answer questions at times convenient to them and subsequently allow them to understand the

context and take time when answering and seeking information. A guestionnaire is defined as:

[t]he collection of data on a number of units and usually at a single juncture in time, with a
view to collecting systematically a body of quantifiable data in respect of a number of

variables which are then examined to discern patterns of association (Bryman 1989, p. 104).
As stated by Robson & McCartan (2016), a questionnaire has several characteristics:

does not need too many resources to build it

is simple to use and requires only basic training to start the process

can easily cover many people either from inside or outside the organisation
questions can be adjusted at any time if needed

o > w0 N

can be used in tandem with the case study method or semi-structured interviews to
provide more views about a certain topic or theme

6. gives a beneficial visual reference if outcomes are graphed.

Online questionnaires do have a number of disadvantages that can contribute to a low response
rate. A low rate of response to a questionnaire can be a problematic because it reduces
credibility regarding the extent to which outcomes can be generalised to the community from
which the questionnaire sample is drawn. Moreover, response errors can be increased. This
problem can occur because of conceptual ineptitude or administrative mistakes made by the
researcher (Saunders et al. 2009b). On the respondents’ side, one of the greatest obstacles
encountered by healthcare professionals is lack of time, which affects response rate. Time is
compounded by the complexity of the item being considered. Therefore, the researcher must

consider time-related issues experienced almost universally in the healthcare sector, which
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deters medical professionals from devoting too much time to completing questionnaires. The
researcher in this study collected the required number of questionnaires using more than one

medium, including email, WhatsApp and SMS.
3.6.3.2 Sampling

Sampling is a systematic process of choosing a group of respondents or cases to be included in
the research project and is a key factor in any survey study (Graziano & Raulin 1993; Trochim
& Donnelly 2005). Naturally, gathering information from everyone in a population is almost
impossible (Kreuger & Neuman 2006). Therefore, the goal of the researcher is to determine an
appropriate representative sample of the population. Before deciding which sample technique
was most appropriate for this project, it was imperative to understand the difference between
probability and non-probability sampling. In short, non-probability does not involve a random
selection, while probability does. It is not necessarily the case that non-probability samples do
not represent the population, but non-probability samples cannot depend on the rationale of

probability theory.

By using probability sampling, the probability that the study represents the population is known
because the confidence intervals for the statistics can be estimated. However, the non-
probability sampling technique may or may not represent the population well, and it is often
difficult to know how close it is to representing the universe. In general, researchers prefer
probabilistic or random sampling methods to non-probabilistic ones, and consider them more
accurate and rigorous (Kreuger & Neuman 2006). The main reason for this is that, in
probability sampling, there is a chance for everyone in the population to be selected, and this
probability can be strictly specified. This increases the chance of providing unbiased estimates
of population totals by weighting sampled units according to their probability of selection. In
contrast, non-probability sampling is any sampling method where some elements of the

population have no chance of being chosen (Trochim & Donnelly 2005).

In this project, the researcher used ‘stratified sampling’, in which the population (the healthcare
private sector in Saudi Arabia) contained a variety of specialisations and categories. In this
sampling approach, the healthcare community could be organised by categories into separate
strata. The sample of the study included three strata: doctors, nurses and healthcare
administrative staff. Each stratum was then sampled as an independent sub-population, of

which individual elements could be randomly selected.
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3.6.4 Enabling and Constraining Forces (RO3)

Qualitative data were collected using semi-structured interviews with 18 healthcare
representatives (six doctors, six administrators and six nurses). While identifying the
challenges posed by qualitative research, Kapoulas & Mitic (2012) supported the use of
qualitative approaches as a reliable research method. This view was also held by Cassell et al.
(2006), who purported that ‘clearly qualitative methods have much to offer the management
researcher in enabling access to the subjective experiences of organizational life’ (p. 291). The
interviewees were chosen using a sampling technique called snowball sampling or chain-
referral sampling (Etikan et al. 2016; Naderifar et al. 2017). In the end of the questionnaire,
participants were asked to add their personal information if they would like to participate in
the semi-structured interview in which the researcher contacts them to organise the meeting.
Each interviewer is asked to recruit other participants if possible. The researcher managed the

interview process to apply the interview with six Doctors, six Nurses, and six Administrators.

In-depth interviews were used because the participants may have been comfortable discussing
the topics in an open forum, such as a focus group. The semi-structured in-depth interviews
were conducted over one to two hours with the individual participants and were wide-ranging
in nature, exploring the items and many perspectives under review. With informed consent, the
interviews were recorded and transcribed for analysis and kept confidential by the researcher.
The interviews were conducted at the participant’s workplace and could be followed up by
telephone conversations to clarify any issues or discrepancies.

The researcher sought to be non-directive in instructions, without suggesting or directing
discussions or descriptions in any way. This allowed the participants to comprehensively
describe their experiences, thoughts, perceptions, opinions and so forth, including a description
of the situation in which they occurred. The objective of the research was to seek pure self-
expression from the participants, with non-interference from the researcher. The researcher
employed the process of bracketing, which means that the researcher have made some efforts
to put his own opinion, previous knowledge, beliefs, and personal experiences aside to
accurately describe interviewees’ experience (O’Halloran et al. 2018). So the participants were
only aware of their own ideas and perceptions on the phenomenon (CSR practices) of interest.
Moreover, no ‘leading’ questions were asked. Thoughts and opinions on the factors and reasons
for CSR practices were investigated throughout the discussions. The focus of the research was

the central underlying significance of the experience shared within people’s different lived
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experiences. The major data sources for the research study were semi-structured, in-depth
interviews (Patton 1990). The principle of interviewing is to establish what is in and on each

participant’s mind.

At the start of the interviews, the researcher began by introducing himself and giving the
interviewee a general explanation of the aims of the research. The interview included two sets
of questions. The first set comprised optional general questions, including the interviewee
name and current position. The second set consisted of in-depth structured interviews to
identify the countervailing forces, including enabling and constraining factors, influencing

CSR practices and CSP (see Appendix 4 for the list of interview questions).
3.6.5Policy and Practice Framework to Support CSP (RO4)

This objective was the core of the study and was achieved through a clear analysis process for
quantitative and qualitative data. The results of both methods led to the final framework that

aimed to measure quality in CSR performance.
3.7 Data Analysis

3.7.1 Quantitative Data Preparation and Software

To ensure significant interpretation of the data, it is essential that data collected be
systematically organised in a way that enables an efficient process of data analysis. Data
preparation is an essential part of any survey, as it influences the quality of the data collected.
According to Richardson et al. (1994), data preparation can be structured in the following two

steps:

1. Questionnaires must be edited before data entry. This step is essential for ensuring the
quality of the data. Thus, all returned questionnaires were edited before entering the
data in the analysis program. Of 803 online questionnaires distributed, 286 were fully
completed, while around 378 were partially completed and 157 of participants did not
respond at all. The researcher ignored the partially completed questionnaires and only
entered the fully completed questionnaires into the Expert Choice Comparion program
for analysis.

2. Coding data entry is the next step, according to Richardson et al. (1994). However, the

coding step was not required for this study, as the researcher used software that did not
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need coding to enter the data. The Expert Choice Comparion program built the
questionnaire automatically when entering the constructed hierarchal structure (the
SESGI-h) in the program. The researcher only needed to enter the results on the relative
importance of CSR practices received from the participants, alongside the demographic

information of the participants.

There are several computer programs that allow researchers to easily and effectively collect
and then analyse quantitative data. These programs allow the researcher to speed the process
of sorting through information and viewing the research data from different perspectives. In
this study, the researcher employed both quantitative and qualitative data analysis techniques.
In the case of quantitative data analysis, as aforementioned, the researcher used the Expert
Choice Comparion online software. Expert Choice is designed to help decision-makers attain
results after applying the AHP (Ishizaka & Labib 2009). To use this software, the researcher
contacted the manager of Expert Choice Inc. to receive permission to work with the software.

The license is only given to organisations, research students and academics.

The first step in the quantitative data analysis was to enter the consolidated CSR index
developed in the shape of a hierarchal structure. Second, the questionnaires collected were
entered into the program. Third, the prioritisation of CSR practices was measured
automatically. Finally, the researcher wrote the report based on the results papered in the
program. Expert Choice Comparion allows users to: (1) structure complex problems in a clear
and understandable manner; (2) accurately measure the importance of competing objectives;
(3) synthesise information, expertise and judgements; (4) conduct what-if and sensitivity
analyses; (5) clearly communicate to share results and iterate parts of the decision process when

necessary; and (6) allocate resources if desired (https://www.expertchoice.com/comparion).
3.7.2 Qualitative Data Preparation and Software

For the qualitative research, the final step was data analysis (Eisenhardt 1989). Evaluating the
massive amount of data collected and then building a framework to communicate the core of
the data collected is a major challenge in qualitative analysis (Patton 1990). Patton stated that
minimising the amount of information and identifying patterns for the data that represent
diminutions, categories and themes can easily resolve this. In this research, the interviews were
conducted in the Arabic language and then translated into English. The information collected

from 18 in-depth interviews was then subjected to qualitative data analysis using the five steps
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of Marshall & Rossman (2014): (1) organise data; (2) create categories, themes and patterns;

(3) test the emerged hypotheses; (4) search for alternative explanations; and (5) write the report.

The first step of analysing the qualitative data included coding, reduction and generating
summaries of information. This step was undertaken using NVivo software. NVivo has a
number of advantages, such as character-based coding, rich text capabilities and multimedia
functions that are essential for qualitative data management. It allows researchers to work on
the same data files at the same time. The power of NVivo is also evident in its high
compatibility with various research designs. It works well with many qualitative research
methodologies and data analysis approaches. Finally, NVivo is a time-saving software that
enables researchers to finish data analysis in a reasonably short time (Hilal & Alabri 2013;
Zamawe 2015). The most important reason for the coding process was to organise the data into
dimensions or categories, which were basically guided by the objectives of the study.
Additionally, the transcripts of interviews were studied with the aim of appointing a code to
relevant pieces of information. The coding that emerged from reading transcripts represented
the items discussed by the respondents. Eventually, data reduction was achieved through

developing summaries of each interview transcript.

In the second stage, the researcher searched for common elements within the data that were
believed to be crucial to the issues investigated in the study. The researcher used ‘thematic
analysis’, in which the data were organised into categories and sub-categories (Aronson 1995;
Ayres et al. 2003). Accordingly, the data were analysed to identify the patterns and themes that
emerged from the in-depth interviews. First, words and small sentences documented in the
interview transcripts identified emerging themes. This was a reiterated process that allowed the
researcher to review the categories and sub-categories and revise them if needed. Some
elements appeared in more than one theme because of their overlapping features. This process
was undertaken for all 18 interviews and with the utmost precision and care to retain the
content’s integrity. Moreover, the themes that emerged from the data became the outcomes of

the study.

The third stage of qualitative data analysis involved a review of the original data with the aim
of establishing evidence to support the patterns and themes that derived from the previous data
reduction process. This stage included the use of quotations from the interviews as evidence of
what was written in the report. In the fourth stage, the researcher added extra explanations to

the participants’ perspectives and explored other potential reasons for their opinion. Finally,
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the fifth stage involved writing a report that reflected the views of interviewees regarding the

issues being investigated.

3.8 Research Ethics

Ethical considerations are essential during any research project. Academic institutions,
government institutions, private institutions and universities abide by different regulations and
policies for conducting research. Procedures and steps must be implemented in any research
that reflects important ethical issues. Further, ethical issues must be applied to protect the
researcher’s and participants’ rights (Cooper et al. 2006). For the current study, ethical
considerations were implemented to ensure accuracy of research, as well as protecting the
participants’ rights, as they could provide critical information. The researcher recognised the
importance of intellectual property rights; thus, unpublished works, plagiarism and overriding
copyright laws were avoided. Moreover, a full reference list is included at the end of this thesis.
In addition, any information or records related to this research have been kept confidential and
will not be transferred to anyone or anywhere. In this study, all participants were informed
about the study’s purpose and the process of the semi-structured interviews, especially in terms
of recorded discussions. All participants participated voluntarily. Moreover, the researcher
saved the audiotapes with the transcripts in one folder to ensure that both matched each other

and were kept in a secure locked location.
3.9 Summary

This chapter has explained the research methods and approach used to collect the data needed
for this thesis. The underlying philosophy adopted was pragmatism, as the researcher believes
there is only one fact about any phenomenon, but this is not perfect or complete. Therefore, the
researcher relied on social studies to form an understanding of reality. The researcher used a
mixed methodology (qualitative and quantitative) approach, as both methods were suitable for
this study. This research method enabled the researcher to effectively address different types
of issues and answer ‘what’ and ‘how’ questions. A combined strategy based on surveys and
interviews was also implemented. A questionnaire (survey) using AHP and semi-structured
interviews was applied to collect the data based on secondary data, which aimed primarily to
develop an index. This index will guide policy and help implementation and evaluation of CSR

practices in the private sector healthcare industry in Saudi Arabia.
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CHAPTER 4: DATA ANALYSIS AND FINDINGS

4.1 Introduction

The research question of the study was: what are the key performance drivers that ensure
quality in local CSR practice? The researcher followed a clear structure to achieve the research
objectives as follows. First, based on a synthesis of selected industry-endorsed CSR indices,
the researcher devised a consolidated index for CSR practices deemed suitable for the context
of Saudi Arabia (RO1). Second, based on a survey, CSR practices in this index were prioritised
using feedback provided by healthcare professionals, who collectively represented the primary
stakeholders in the sector (RO2). Both objectives RO1 and RO2 were achieved using a
quantitative approach called AHP.

This approach, as described in the methodology chapter, involved three steps of analysis. The
first step involved building a hierarchy for CSR practices that formed the basis of a
consolidated index for CSR practices (RO1). The second step was to collect the required
quantitative data using a pairwise comparison process based on a survey questionnaire to record
the opinions of healthcare professionals asked to comment on the perceived importance of
identified CSR practices. Finally, the results of the quantitative data collected from the survey
were attained through the final step of the AHP process, which calculated the eigenvalue of
each element in each level of the consolidated index. Thus, Steps 2 and 3 of AHP essentially
set out to achieve RO2—a prioritised index for the healthcare sector. This index, labelled
SESGI-h, was tailored for the health sector and offers clear and systematic metrics to evaluate
and shape policy to guide CSR practices. The reason basically is that this index has established
based on the feedback of the healthcare community regarding CSR practices in the health sector
which may vary from other communities in different sectors. The health sector considers one
of the vital sectors in Saudi Arabia because its responsible in the first place of raising public

awareness and societal health in general (Almalki et al. 2011; Elachola & Memish 2016).

Third, the researcher used semi-structured interviews to support the quantitative results
collected from the survey and to identify the countervailing forces that influence CSR
implementation and effective CSP (RO3). Finally, based on a discussion of the previous
objectives and what is evident in the literature, the researcher achieved the final objective of
this study (RO4), which was to devise a policy and practice framework to support quality in

CSP. This final objective was achieved through summative discussion of the study results in
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the following chapter (Chapter 5). In this chapter, a detailed review of the study findings is

provided based on the previous methodological approach.
4.2 Consolidated Index

4.2.1 Selecting Representative CSR Indices

Step 1 of the AHP involved selecting representative indices relevant to an emerging economy,
such as Saudi Arabia indices, and decomposing the selected practices into a consolidated index
suited for the Saudi community. Five indices were selected, as discussed in Chapter 3 on
methodology. These included the DJSI, which is the most popular index in the literature and
was the first to measure sustainability and social performance (DJSI 2003); the ASPI Eurozone
(RobecoSAM 2015); and the FTSE4Good Index (FTSERussell 2016). Both latter indices were
launched in 2001, with the ASPI created for European companies and the FTSE4Good created
for UK companies (RobecoSAM 2015; VigepASPI 2013). The FTSE4Good criteria launched
in 2016 and were applied to the FTSE Emerging Indexes, which covers over 20 emerging
countries. The final two indices selected were the ESG India Index (S&P 2011) and SARCI
(SAGIA 2008). The ESG India Index is used in an emerging market and so was considered the

closest to matching the Saudi context.
4.2.2 Consolidating Selected CSR Indices

Three hierarchical levels of CSR practices were identified based on a consolidation and critique
of practices identified in five selected indices. This process included compiling the dimensions
and indicators of CSR practices in a single table to facilitate the process of tracking the
repetition of CSR elements. This resulted in the identification of three broad domains of CSR
practice—economic, social and environment—each with a number of components and
subordinate indicators. These domains were not common to all indices, but there were a number
of generally consistent elements in the selected indices (see Table 4.1). The domain common
to all five indices was environment, albeit described in terms of a variety of subordinate
indicators, while the primary focus in the social domain for all except the ASPI was corporate
governance, which highlighted codes of conduct, compliance and anticorruption. The social
domain—perhaps reflecting the different stages of economic development and related country-
specific needs—showed the greatest variety in indicators at employee level, some commonality

at society level and low shared interest at customer and product level.
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As a number of studies have indicated, an obvious limitation across CSR indices is the tendency
to treat all CSR practices as equal in importance (Tahir & Darton 2010; Turker 2009; Ullmann
1985). There is also a bias evident in the selected five indices towards economic factors (Fowler
& Hope 2007; Windolph 2011). However, there is a clear and growing demand for clear
information about CSR initiatives (Kotler & Lee 2006; Vartiak 2016) and a broad drive towards
measuring CSR performance (Van Tulder & Van der Zwart 2005).
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Table 4.1: Consolidated Practices based on CSR Indices (Part 1)

CSR practices

Selected CSR indices

Domains Components Indicators DJSI ASPI FTSE4 ESG SARCI
Good India

Economic v - v - -
Corporate governance v v v v -

Ownership structure - - v -

Shareholders’ rights - - - v -

Transparency, disclosure and audit - v v -

Board structure and effectiveness - - - v -

Risk and crisis management v - v - -

e ol -]

Environment v v v v v
Energy and water consumption - - v v -

Total waste/waste management - - v v -

Environmental pollution - - v v -

Social v - v v -
Employee - - - v -

Human capital development v v - - -

Labour rights v - v v -

Talent attraction and retention v - - v v

Equal opportunities - - - v -

Gender equality - - - - v

Employee benefits - - - - v
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Occupation health and safety

Society

Corporate citizenship

Corporate philanthropy

SNIEN

SNIEN

Human and community rights

Social communication

N

Social investment

NIEN

Customer/product

Customer rights and relations

Product safety and quality

Monopolistic practices

NIENENIENI RN RN RN

Improving supply chain
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4.2.3 Enhancing Consolidated CSR Index

Table 4.1 identifies a lack of consistent structure and the use of varying descriptors for similar
categories of practices, as well as an absence of a comprehensive set of practice indicators.
Table 4.2 is the enhanced set of CSR components, with practice indicators based on additional
variables identified from recent literature to close notable gaps and identify a fuller set of

practice indicators in the composite index.
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Table 4.2: Enhanced Index with Indicators Added

CSR practices Selected CSR indices/recent literature
Domains Components Indicators DJSI ASPI FTSE4 ESG SARCI Literature
Good India
Economic v - v - - -
Corporate governance v v v v - -
Ownership structure - - - v - -
Shareholders’ rights - - - v - -
v
Transparency, disclosure & audit - - v v - -
Board structure & effectiveness - - - v - -
Risk and crisis management v - v - - -
Natural hazard 3 3 3 3 3 (Kytle & Ruggie
2005)
Economic crisis and risk (Blaikie et al.
management - - - - - 2014; Klein et al.
2003)
Codes of conduct, compliance, anticorruption and bribery v - v v v -
Financial corruption - - - - - (Ashforth et al.
. 2008; Gardiner
Moral corruption 2006;
_ _ _ _ _ Heidenheimer &
Johnston 2011;
Wang 2013)
Environment v v v v v -
Environmental management system (Comoglio &
- - - - - Botta 2012;
Hasan 2006;
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Jasch 2000;

Wilkerson 2005)

Energy and water consumption

Total waste/waste management

N

N

Environmental pollution

Green supply chain management

(Comoglio &
Botta 2012;
Hasan 2006;
Jasch 2000;

Wilkerson 2005)

Green purchasing

Assets recovery

Eco-design practices

(Zhu et al. 2005)

Social

Employee

NIEN

Human capital development

Labour rights

Talent attraction and retention

Equal opportunities

NIENEEN

Gender equality

Employee benefits

Occupational health and safety

NIENIEN

Society

Corporate citizenship

Corporate philanthropy

NIEN

Human & community rights

Social communication
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Social investment

Customer/product

Customers’ rights and
relationships

Product safety and quality

Monopolistic practices

NIENI AR ENIEN

Improving the supply chain

Innovation and development
strategies

(Baumgartner

2014; Rexhepi et

al. 2013)
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Table 4.3 presents a consolidated set of CSR practices considered suitable for the Saudi
community, arranged into a three-level hierarchical structure in order, domains (Level 1),
components (Level 2) and CSR indicators (Level 3). This enhanced index was the basis for the
SESGI-h. The final stage in the development of this index was a prioritisation process based
on a survey questionnaire, which was followed by a qualitative set of interviews to identify the

countervailing forces that influence the local implementation of CSR.
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Table 4.3: Consolidated Index CSR Practices

Domains (Level 1) Components (Level 2) CSR indicators (Level 3)

Ownership structure

Shareholders’ rights

Corporate governance - -
Transparency, disclosure and audit

Board structure and effectiveness

Economic
Natural hazards

Risk and crisis management — -
Economic crisis and risk management

Financial corruption

Anticorruption measures -
Moral corruption

Energy and water consumption

Environmental management system | Total waste/waste management

Environmental pollution

Environment ;
Green purchasing

Green supply chain management Assets recovery

Eco-design practices

Human capital development

Labour rights

Talent attraction and attention

Employee Equal opportunities

Gender equality

Employee benefits

Occupational health and safety

Corporate citizenship

Social Corporate philanthropy

Society Human and community rights

Social communication

Social investment

Customers’ rights and relationships

Product safety and quality

Customer/product Monopolistic practices

Improving the supply chain

Innovation and development strategies

4.3 Prioritise Practices

RO2 of this study involved prioritisation of the CSR practices identified in the consolidated
index. This prioritisation was achieved through Steps 2 and 3 of the AHP. Step 2 in the AHP

was a pairwise comparison of items in Table 4.3 to identify their relative importance. This
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prioritisation was achieved by a survey of randomly selected healthcare stakeholders in Saudi
Arabia, including doctors, nurses and healthcare administrative staff. This process was applied
for all variables at each level of the hierarchy in the consolidated index. Step 3 in the AHP
involved analysis of the completed questionnaires using Expert Choice Comparion software to
identify the eigenvalues, which indicated the perceived importance (quality) of the selected
item. The outcome of this prioritisation at each level of the consolidated index completed the
development of SESGI-h. This prioritisation at each level of the proposed CSR index ensured
that the CSR initiatives were not just activity-based rhetoric, but actually practices that were
important and could have real effects on the system. The following section reviews the results

from an online survey of healthcare professionals.
4.3.1 Section 1: Demographic Data Analysis

Data were collected from 23 private hospitals and nine public sector hospitals. These hospitals
represented large and medium-sized hospitals in Saudi Arabia’s six main regions—Riyadh,
Mecca, Al-Medina, Eastern, Asir and Najran. Figure 4.1 illustrates the administration regions

of the Kingdom.

Figure 4.1: Administration Regions of Saudi Arabia
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Source: (Sites.google 2019).
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Healthcare professionals were asked questions related to their current position, their gender
and the name of the hospital at which they worked. Of the 268 healthcare professionals’
responses received, 94 were from doctors, 71 from nurses, 93 from administrators and 10 from
other medical professional positions in the healthcare sector. Regarding gender, there were
more females than males, with females representing 61% of the total 164 respondents, while
males represented 39% of respondents, with 104 answers in total. Table 4.4 summarises the
number of responses and different positions of the people who provided answers, as well as the

numbers by gender

Table 4.4: Study Participants’ Current Position and Gender

No. | 1. What is your current position? No. of responses Male | Female

1 Doctor 35% (94)
2 | Nurse 26% (71)
3 | Administrator 35% (93)
4 | Other medical professional 4% 10

If other, please specify. 61% 39%
1 | Dietician 2 (164) | (104)
2 | X-ray technician 3
3 | Pharmacist 2
4 | Ophthalmologist 1
5 | Laboratory technician 1

Total responses 268

Respondents were also asked the name of the hospital at which they worked. ExpertChoice
online survey facility were used to collect the questionnaire; but in order to boost response rates
we also distributed the survey through WhatsApp, emails and SMS to a number of randomly
selected private sector healthcare professionals. Staff were asked to forward the questionnaire
to their colleagues as well in order to increase the size of the required sample. Thereafter, data
were received from several large and medium-sized private hospitals throughout Saudi Arabia,
as well as a few public sector institutions. Table 4.5 identifies the hospitals and number of
responses obtained from each hospital, as well as the respective region. In total, 243 completed
questionnaires of 268 were received from private hospitals, while only 25 were received from
public hospitals. Thus, 91% of the data related to private hospitals and only 9% related to public

hospitals.
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Table 4.5: Study Participating Hospitals

No. | 1. What the name of your workplace? Region Sector No. of responses
1 | Hospital (A) Jeddah Private 22
2 | Hospital (B) Jeddah Private 17
3 | Hospital (C) Riyadh Public 2
4 | Hospital (D) Jeddah Public 2
5 | Hospital (E) Jeddah Private 13
6 | Hospital (F) Al-Medina Almonwarah Private 6
7 | Hospital (G) Dhahran Private 7
8 | Hospital (H) Khamis Mishait Private 10
9 | Hospital (1) Mecca Public 8
10 | Hospital (J) Jeddah Public 7
11 | Hospital (K) Mecca Public 1
12 | Hospital (L) Jeddah Public 1
13 | Hospital (M) Jeddah Public 2
14 | Hospital (N) Riyadh Public 1
15 | Hospital (O) Jeddah Private 11
16 | Hospital (P) Jeddah Private 22
17 | Hospital (Q) Najran Public 1
18 | Hospital (R) Jeddah Private 15
19 | Hospital (S) Khobar Private 3
20 | Hospital (T) Mecca Private 8
21 | Hospital (U) Dammam Private 3
22 | Hospital (V) Jeddah Private 2
23 | Hospital (W) Riyadh Private 5
24 | Hospital (X) Riyadh Private 8
25 | Hospital (YY) Jeddah Private 9
26 | Hospital (2) Jeddah Private 6
27 | Hospital (AB) Riyadh Private 14
28 | Hospital (AC) Khobar Private 13
29 | Hospital (AD) Jeddah Private 17
30 | Hospital (AE) Khobar Private 12
31 | Hospital (AG) Jeddah Private 3
32 | Hospital (AH) Riyadh Private 17

Total 268
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4.3.2 Section 2: Prioritisation by Pairwise Comparison

Section 2 of the questionnaire was essential for achieving RO2 of the study. The aim of the
process was to establish the relative importance of identified CSR practices at each level of the
consolidated index. In general, 31 indicators were identified for the CSR practices, arranged
across three broad domains. This section illustrates the findings of the pairwise comparison

process in more detail.
4.3.2.1 Prioritisation of CSR Domains

The findings indicated the healthcare professionals’ opinions regarding the most important
domains in CSR, in the following order: social, environment and economic. The results were

divided into two categories—female and male perspectives—and were essentially similar:

e social domain: male = 41.43%; female = 41.87%
e environment domain: male = 34.6%; female = 34.42%

e economic domain: male = 23.97%:; female = 23.72%.

Thus, the healthcare professionals commonly agreed that the social domain was the most
important for CSR (41.68%), followed by environment (34.5%) and then economics
(23.83%)—see Figure 4.2.
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Figure 4.1: Relative Importance of CSR Domains

Economic Environment Social

Social 41.68%

Environment 34.50%

Economic 23.83%

4.3.2.2 Prioritisation of CSR Components and Related Indicators
4.3.2.2.1 Economic Domain

Figure 4.3 illustrates the relative importance of the components in the economic domain and

their subordinate indicators.

Figure 4.2: Relative Importance—Indicators in Economic Domain

Corporate governance 8.13%
Ownership structure 1.12%
Shareholders right 2.29%
Transparency, disclosure and audit 2.59%
Board structure and effectiveness 2.12%
Risk and crisis management 4.24%
Natural hazard management 1.77%
Economic risk and crisis management 2.46%
Anti-corruption 11.46%
Financial corruption 5.76%
Moral corruption 5.70%

By far the most important component in the economic domain for all participants was
anticorruption (11.46%), followed by corporate governance (8.13%) and then risk and crisis
management (4.24%). For the component of anticorruption, both the financial (5.76%) and
moral corruption (5.7%) indicators received a similar rating of importance. For corporate

governance, transparency, disclosure and audit was the most important indicator (2.6%),
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followed by shareholders’ rights (2.3%), then board structure and effectiveness (2%) and
finally ownership structure (1%). In risk and crisis management, economic crisis and risk

management (2.5%) was slightly more important than natural hazard management (1.7%).
4.3.2.2.2 Environment Domain

The environment domain had two components: environment management system (EMS) and
green supply chain management (GSCM). The EMS component had three indicators identified:
water and energy consumption, total waste/waste management and environmental pollution.
GSCM had three indicators identified: green purchasing, assets recovery and eco-design
practices. Figure 4.4 illustrates the relative importance of the components in the environment

domain and their subordinate indicators.

Figure 4.3: Relative Importance—Indicators in Environment Domain

Environment management system 23.44%
Water and energy consumption 8.91%
Total waste/waste management 8.51%
Environmental pollution 6.02%
Green supply chain management 11.06%
Green purchasing 2.52%

Assets recovery 4.40%

Eco-design system 4.41%

It can be concluded from Figure 4.4 that, generally, EMS exceeded GSCM in terms of its
importance—while EMS received 23.44%, GSCM received only about 11%. In the EMS,
water and energy consumption was the most important indicator (9%), followed by total
waste/waste management (8.5%) and then environmental pollution (6%). For GSCM, assets
recovery was the most important indicator (4.4%), followed by eco-design system (4.14%) and

then green purchasing (2.52%).
4.3.2.2.3 Social Domain

The social domain was rated the most important domain of CSR (41.68%) and included three

components: employees, society and customer/products.
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Figure 4.4: Relative Importance—Indicators in Social Domain

Employee

Human-capital development
Talent attraction and attention
Labour rights

Equal opportunity

Gender equality/employing women
Employee benefits

Occupational health and safety
Society

Corporate citizenship/suadization
Corporate philanthropy

Human and community rights
Social communication

Social investment
Customer/product

Customer rights and relations
Product/service

Safety and quality

Monopolistic practices

Improving the supply chain

11.90%
0.70%
0.58%
1.52%
1.43%
0.78%
2.59%
4.31%
19.13%
4.22%
3.84%
5.75%
2.03%
3.30%
10.65%
2.19%
3.94%
1.42%
1.59%
1.51%

The most important component in the social domain was society (19.13%), followed by
employees (11.90%) and then customer/product (10.65%). For society, the most important
(5.75%),
citizenship/Saudisation (4.22%), corporate philanthropy (3.84%), social investment (3.30%)

indicator was human and community rights followed by corporate
and social communication (2.03%). For employees, the most important indicator was
occupational health and safety (4.31%), followed by employee benefits (2.59%), labour rights
(1.52%), equal opportunity (1.43%), gender equality/employing women (0.78%), human
capital development (0.70%) and talent attraction and attention (0.58%). For customer/product,
the most important indicator was product/service, followed by safety and quality (3.94%),
customers’ rights and relationships (2.19%), improving the supply chain (1.59%),

innovation/development strategies (1.51%) and monopolistic practices (1.42%).
4.3.3 Cumulative Results for CSR Practices

Figure 4.6 presents the cumulative results of prioritisation at each level of the consolidated
index. The result was the SESGI-h, which represents a sector-specific CSR practice framework
developed for the healthcare sector.
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Figure 4.5: Prioritised Index of CSR Practices (SESGI-h)
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Environment ] =] so% 020 34.50 %
Environment Management System B 755« 2344 %
Water and Energy Consumption = 38.00 % J§ 8.91%
Total Waste/ Waste Management = 3633% J} 8.51%
Environmental Pollution =3 2567 % | 6.02 %
Green Supply Chain Management =3 3207% i} 11.06 %
Green Purchasing = 22.78 % | 2.52%
Asset Recovery | | 39.79% | 4.40 %
Eco-design Practices .-l 374304 ________ 4.14%
Social Sy | UL 31.68 %
Employee [ sl 11.90 %
Human-capital Development | 5.85 % | 0.70 %
Talents Attraction and Attention | 4.85 % | 0.58 %
Labour Rights U] 12.74 % | 1.52 %
Equal Opprtunity | | 12.00 % | 1.43 %
Gender Equality/ Employing Women l 6.52 % | 0.78 %
Employee benefits - 21.81% | 2.59%
Occupational Health and Safety = 36.23% | 431%
Society = 45.90 % 19.13 %
Corporate Citizenship/ Saudzation = 22.05% | 4.22%
Corporate Philanthropy = 20.05 % | 3.84%
Human and Community Rights . 30.05% | 5.75 %
Social Communication | | 10.62 % | 2.03%
Social Investment B 17.23% | 330%
Customer/ Produds = 2555% 10.65 %
Customer Rights and Relations =] 20.52 % | 2.19%
Product/ Service Safety and Quality = 36.98 % | 3.99%
Monopolistic Pradices il 13.36 % | 142 %
Improving the Supply Cahin . 14.92 % | 1.59 %
Innovation/ Development Strategies o 14.22 % | 1.51%

As noted earlier, the analysis process employed software called Expert Choice Comparion,
which is designed to help identify eigenvalues, which indicate the perceived quality
(importance) of the selected criteria. Figure 4.6 displays the priorities (identified as a
percentage) for each CSR indicator in the specific domains (local priority) and a relative
priority for all indicators across the three domains (global index priority). Based on this
cumulative prioritisation, it is evident that the social domain (41.68%) was rated the most
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important, followed by environment (34.5%) and then economic (23.83%). To illustrate
identified priorities within a domain, anticorruption measures (48.11%) were the most
important activity in the economic domain. In comparison, corporate governance (34.11%) and
risk and crisis management (17.78%) were significantly lower in priority. When priorities were
considered within a particular component, it was evident, for example, that the most important
indicator within corporate governance was transparency, disclosure and audit (31.84%),
followed by shareholders’ rights (28.23%), board structure and effectiveness (26.10%) and
finally ownership structure (13.83%).

In the environment domain, EMS (67.93%) was rated significantly higher than GSCM
(32.07%), while, in EMS, water and energy consumption (38.00%) was ranked slightly higher
than total waste/waste management (36.33%) and environmental pollution (25.67%). Finally,
in the social domain, the priority component was society (45.90%), employees (28.55%) and
then customer/product (25.55%). Within this specific component, society, human and
community rights (30.05%) was rated the most important activity, followed by corporate
citizenship/Saudisation (22.05%), corporate philanthropy (20.05%), social investment
(17.23%) and finally social communication (10.62%). Moreover, for each component of CSR
domains, there were a number of indicators, and their importance is illustrated in Table 4.6

below.
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Table 4.6: Relative Importance of CSR Indicators

No. Indicator Ratio
1 Water and energy consumption 8.91%
2 Total waste/waste management 8.51%
3 Environmental pollution 6.02%
4 Financial corruption 5.76%
5 Human and community rights 5.75%
6 Moral corruption 5.70%
7 Assets recovery 4.40%
8 Occupational health and safety 4.31%
9 Corporate citizenship/Saudisation 4.22%
10 Eco-design system 4.13%
11 Product/service safety and quality 3.94%
12 Corporate philanthropy 3.84%
13 Social investment 3.30%
14 Transparency, disclosure and audit 2.59%
15 Employee benefits 2.59%
16 Green purchasing 2.52%
17 Economic crisis and risk management 2.46%
18 Shareholders’ rights 2.29%
19 Customers’ rights and relationships 2.19%
20 Board structure and effectiveness 2.12%
21 Social communication 2.03%
22 Natural hazard management 1.77%
23 Improving the supply chain 1.59%
24 Labour rights 1.52%
25 Innovation/development strategies 1.51%
26 Equal opportunity 1.43%
27 Monopolistic practices 1.42%
28 Ownership structure 1.12%
29 Gender equality/employing women 0.78%
30 Human capital development 0.70%
31 Talent attraction and attention 0.58%

Total 100%

4.4 Enabling and Constraining Forces

This section analyses the qualitative data obtained from the interviews. The interviews were

semi-structured and conducted with 18 healthcare representatives (six doctors, Six
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administrators and six nurses) who were randomly selected from a number of medium-sized
and large private sector hospitals in Saudi Arabia. Qualitative results were used to confirm and
support the quantitative data collected previously to gain further information and explore the
countervailing enabling and constraining forces influencing healthcare professionals’

performance in the private healthcare sector of Saudi Arabia.

Based on NVivo software, the qualitative data were divided into five thematic (parent) nodes,
each with a number of subordinate nodes (see Figure 4.7). The first theme was knowledge,
which contained three nodes reflecting the interviewees’ knowledge on the concept of CSR:
good knowledge, partial knowledge and no idea about the concept. The second theme was
importance of CSR, which contained three nodes indicating the extent of importance of CSR
practices to health sector, and the most important domain. The third theme was
support/challenge, which included two main nodes. The fourth theme was effect of CSR
practices on work performance, which contained three nodes related to CSR domains to explore
issues regarding the implementation of CSR via the enablers or constraints of internal
stakeholders. The fifth theme was the key players, which contained three nodes: individuals,
corporations and government. The findings of the qualitative analysis were used to illustrate

the key nodes identified as influencing CSR implementation.

Figure 4.6: NVivo Thematic Nodes

Impact of CSR on

Knowledge Importance
g p Support and Challenge performance Key players
Good Extent of Economic ivi
Knowledge importance Support Jomain Individuals
Partial
Importance to : .
Knowledge Challenge Environmental Corporations
g health sector g domain
No idea The most G "
important domain Social domain overnmen

4.4.1 Interview Analysis

This section examines the qualitative data from the interviews with healthcare professionals.
The interviews were conducted in Arabic and then translated into English for ease of analysis.

Each interview was divided into two sections: the first aimed to collect personal information,
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including the respondents’ gender and job title, while the second explored interviewees’
knowledge of CSR, the importance of CSR practices, support mechanisms and challenges, and
how a select number of CSR practices determine the quality of performance. The interviews
were conducted in scenarios with a large number of CSR practices, limited interview times,
and the busy schedules of healthcare professionals (see Appendix B for the list of semi-

structured interview questions).
4.4.1.1 Knowledge

Interviewees were organised into three groups regarding understanding of CSR concepts. The
first group held a good knowledge level, the second held only partial knowledge yet still
understood some CSR practices, while the third group had no idea about the concept. It
emerged that 39% of interviewees claimed they had a good understanding of the concept. All
agreed that large corporations or companies must provide some social/community benefits, and
not only generate profit. Some stated that CSR refers to companies having to provide financial
assistance and develop new programs to improve living standards in the community (a social
imperative), improve a country’s economy and increase public involvement in current social
issues (a broad social justice agenda) and environmental protection. Some asserted that,
although they had received their knowledge about CSR from Western countries during their
studies, the concept was now familiar in Saudi Arabia. One of the interviewees added that CSR
is not only the responsibility of companies, but also the responsibility of individuals towards
their country. Dr 2 stated that:

CSR initiatives are mandatory and not voluntary. Organisations that operate in any country
in the world must provide some social benefits. As long as these organisations are making
profits, they must also create social programs to benefit the society where they make their
profits. Not only companies, but also everyone who lives on this earth must provide social
benefits to the people and the area in which they live. Everyone is responsible to contribute
to the construction process of his country. CSR, from my point of view, | believe is a
subjective process that requires personal supervision from every individual in the community
to carry it out. Everyone must preserve the integrity of his environment and society, not only

for himself, but also for future generations.

Further, Dr 2 stated that literacy related to social responsibility must be fostered in people from

a young age:
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Just like that, we help individuals to develop two important aspects—first, the sense of
belonging to the country in which they live. Second, increase their literacy about the
importance of CSR, so we all can benefit from the energy of youth and their positive

contribution to the country’s development and social improvement.

Some interviewees emphasised that effective CSR strategies in the healthcare sector can reduce
service costs and help the wider society. However, respondents did state that, for CSR to be
successful, such ideals depend heavily on effective leadership and the desire of each individual

to act positively.

Around 50% of the participants indicated a partial understanding of the concept of CSR and its
practice. The interviewees suggested that these practices are closely related to ways individuals
can generate a positive image in their workplace. They suggested that individuals are
responsible for generating literacy about CSR practices in their society. According to Admin.
2:

Both genders—men and women—must show respect and discipline towards each other and
not underestimate the other. People who work in the healthcare sector also must consider the
workplace as their own habitat so they can continuously develop and improve their
workplace. The worker also must consider his manager as a big brother who gives his advice
firstly for your own benefit before anything else. Even if the worker feels that his manager’s
decision is not always right, he must show some respect and he must give his opinions in a

kind and intelligent manner so his manager can understand and respect them.

Some doctors viewed CSR practices as a way to deal with patients in a bio-social manner,
which means that doctors diagnose a patient by considering all aspects of that person’s life,
including psychological, physical and social aspects. Doctors not only provide medicine, but
must also be aware of the individual’s socioeconomic situation, how and where they live (the
environment), and the education level of both them and their family to offer an appropriate

plan of treatment. Dr 1 confirmed this theme:

Often, the social situation can affect the patient’s illness negatively. So, we try not to provide
the treatment only, but also to improve the quality of their lives. To clarify, most diabetics
who live in remote places do not have appropriate facilities, such as cooling devices for the

maintenance of insulin.
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Around 11% of interviewees either indicated having no idea about CSR or having an incorrect
interpretation of the concept. The interviewer provided them with a brief definition of CSR, so
that the participants could answer the remaining relevant questions. Figure 4.8 illustrates the
relative levels of knowledge.

Figure 4.7: Interviewees’ Knowledge of CSR

11%

\ = Good Knowledg

m Partial Knowledge

Wrong Knowledge

4.4.1.2 Importance of CSR
4.4.1.2.1 Extent of Importance

All participants agreed with the importance of CSR initiatives. Some stated that, although CSR
is not usually the primary concern of large businesses or corporations that seek to maximise
their profits, CSR practices should be mandatory. In a question about the importance of CSR
practices on a scale from 0 to 5, where 5 was utmost importance, 44% of participants agreed
that implementing CSR practices was of the utmost importance (5), while 49.5% agreed that it
was of strong importance (4). Finally, 6.5% of them viewed CSR as of moderate importance

(3). Figure 4.9 illustrates the perceived relative importance of CSR.
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Figure 4.8: Interviewees’ Perceived Importance of CSR Practices
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4.4.1.2.2 Importance of CSR Practices to Health Sector in Saudi Arabia

The participants suggested that a number of factors make CSR practices in the health sector of
Saudi Arabia important to implement. The main aim is to improve people’s health in the society
in which they live. Government policymakers and officials in both private and public sectors
can achieve certain economic and environmental objectives. Some participants agreed that the
healthcare industry must raise awareness throughout Saudi society regarding the importance of

matters related to public health. Admin. 1 remarked:

One of the most important roles of any health sector is to raise up the level of public
awareness, especially the health issues such as diabetes, obesity, and their relations with

economic situation and the lifestyle in general.

A number of participants confirmed that public health awareness would reduce the total
expenditure on health by both the government and individuals. Another interviewee stated that
CSR strategies as a whole play a crucial role in reducing expenditure, and an important issue
here is the current shortage of doctors and nurses compared with the number of patients. Some
participants suggested that this shortfall in medical staff could be overcome through effective
CSR strategies that can balance supply and demand. Thus, effective CSR strategies need to be
more innovative. The health sector deals with a large number of stakeholders. Internal
stakeholders, such as midwives, nurses, doctors and the board of directors, have the same goal,
which is to improve life quality throughout Saudi society. All these parties need to contribute
to a care plan that provides essential care to external stakeholders—patients and their families

and the wider community. Good CSR strategies consider economic, environment and society
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factors and help healthcare workers provide the best quality service to patients and their

families. According to Nurse 3:

The health sector deals with a large number of stakeholders, including patients and their
families, who represent the essential customers of any health sector. If we do not develop a
social responsibility system with its three axes, it will undoubtedly affect the medical care
provided to them. | think also that everyone who works in the health sector has an important
role to play in terms of increasing the quality of services provided. They contribute somehow

to improving the quality of work through effective CSR strategies.

Some interviewees stated that it is not only about the large number of stakeholders, but also

people’s different cultures and backgrounds. Dr 1 said:

Workers in the health sector should have enough experience to deal with their clients to
provide them with the best services and healthcare they need according to their social
situation. This is because some of them are from the big cities in the Kingdom, some of them

come from rural areas, and all of them have different social, educational and economic levels.

Some interviewees added that this sector deals with people in dire need of medical assistance,
including psychological, physical, economic and environmental support. Some of them added
that patients require a healthy environment in which to be treated. One worker encountered
people in critical circumstances, such as patients with complex conditions and their families.
Admin. 2 stated:

Unfortunately, we encounter very difficult issues in the hospital that need professional and
special ways to deal with them. For example, we deal with women with mental problems in
birth situations and you ask yourself how she got married and how she can raise her baby,
especially those women from rural areas ... Although sometimes | put myself in danger in

terms of accountability, I cannot control myself in some humanitarian situations.

From an economic perspective, the Saudi government has spent billions of riyals on the
healthcare sector, both public and private, and has a significant effect on the environment,
society and domestic economy. Effective CSR strategies and initiatives should be developed
in a way that benefits both healthcare sectors and the quality of services provided.

Overall, the healthcare professionals agreed that CSR strategies lead to positive outcomes for
organisations. CSR practices stimulate creativity, increase profits in the long term, serve as a

good marketing tool that companies can use to promote its services, and enhance a firm’s
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reputation. There is a better sense of credibility and loyalty among employees and a strong
motivation factor, which helps increase the quality of services provided and leads to enhanced
customer satisfaction. The perceived effects and key considerations of CSR are summarised in
Table 4.7.

Table 4.7: Importance of CSR Practices in Healthcare Sector

Importance Outcomes

. Societal good health

Raising public awareness . .
ap . Reduced total expenditure in the healthcare sector

. Enhanced quality of services

. Improved balance between supply and demand
. Increased credibility

. Increased innovation and creativity

Solve the problem of shortage

. Increased quality standards
. Enhanced customer satisfaction
. Enhanced marketing

Large number of stakeholders

. Improved quality of the healthcare system
. Improved incomes in the domestic economy
. Enhanced rules and accountability (governance)

Pivotal sector in the Kingdom
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4.4.1.2.3 Most Important Pillar of CSR from Perspective of Healthcare Professionals

Around 22% of interviewees argued that the three domains of CSR (economic, environment
and society) had the same importance. They stated that these domains complement each other
and that achieving success in one domain leads to success in the other domains. The three

domains are closely linked, according to Admin. 2:

The good society starts from a good and healthy environment, and the environment represents
the image of any society. Then, the good society is the main factor that makes economic

growth possible.

Around 50% of interviewees agreed that the social domain is the most important in CSR. Social
development makes a strong economy possible and should aim to create a sustainable

environment. Dr 2 emphasised the importance of this domain:

Investing in individuals is a sustainable investment and more important than any other
financial value. It is also considered to be a national treasure that will benefit future
generations. Through people, we can change the economic situation and enjoy a sustainable

environment.

122



Around 28% of interviewees stated that the environment is the most important domain, second
to the social domain. They agreed that a poor-quality environment could seriously endanger
the health of people in society and reduce productivity. Finally, while economic features were
the least important domain, 10% of interviewees viewed the economic situation as a factor that
enabled an educated and healthy society and supported a sustainable environment. Around 22%

considered all three domains as equally important (see Figure 4.10).

Figure 4.9: Relative Importance of Domains in CSR
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4.4.1.3 Support and Challenges
4.4.1.3.1 Support

Figure 4.11 provides a summary of the satisfaction with support for employee participation.
Around 78% of interviewees were not satisfied with the support they received from their
managers, based on issues such as slow response to problems, indifference, inflexibility, being

too busy and having an authoritarian trait. Dr 1 stated:

The support of my direct manager is moderate. Sometimes when | inform him about some
scarcity in our clinics, he never responds quickly—he always takes a very long time to

respond to our needs.
Further, according to Nurse 3:

I thought that the manager is considered to be the backbone for me, but unfortunately, she
does not listen in an effective way. When | offer details about a problem | need support for,
I unfortunately cannot find a solution, or maybe she does not accept the method of

implementing my proposal.
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Another issue that interviewees identified was the inflexibility of their managers. Nurse 1

noted:

| feel that | am not getting enough support from my manager. He is not flexible, especially in
terms of leave and permission. Flexibility makes me able to perform my tasks better. It also

protects the workplace from many possible problems, such as absenteeism and job leakage.

A number of interviewees stated that their managers were too busy and could not balance their

schedules or duties well. Admin. 1 believed that:

He is always busy with different things. | need some [of] his time to complete my tasks on
time and as required. I am not trying to grab his attention, but I really need him to listen to
my problems, discuss some issues in the workplace, and I wanted to know if I’m doing things

in the right way or not.
Nurse 2 elaborated on the current problems of managers’ support:

The least thing that | can say about him that he was very bad. He is very bossy and he does
not like discussion. When | give him my opinion, he starts mocking me and he sticks to his

opinion, does not accept negotiation, and he never looks for the positives in my talks.

Figure 4.10: Employee Satisfaction with Support Shown by Their Managers

Satisfied
22%

Unsatisfied
78%

Figure 4.12 provides a summary of satisfaction with collegial support. On the subject of
collaboration in the workplace, 70% of interviewees were satisfied. Most confirmed that it was
difficult to generalise, as some colleagues were uncooperative, but mostly the staff worked well
together.
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Figure 4.11: Employee Satisfaction with Their Colleagues’ Support
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4.4.1.3.2 Importance of Support

Most interviewees agreed that support is crucial for improving the quality of CSR and
workplace performance. Support increases people’s confidence, appreciation, care in their
work, productivity and spirit of giving. One of the interviewees stated that both tangible and
intangible support is important to encourage individuals to seek success and productivity.

Admin. 1 asserted:

I believe, without positive support, you will feel depressed and you will lose your confidence
to do your job in a good manner. I think that it should be an appropriate amount of support,
which is either tangible or intangible.

4.4.1.3.3 Challenges

As illustrated previously, 78% of participants were unhappy with the support they received
from their managers. This was a common problem encountered by workers in the private
healthcare sector. The interviewees added that there were difficulties in dealing with their
managers. One issue was older ways of thinking, given the disparate age groups working in

this industry:

Another influencing factor is when your manager thinks and works in a very old style, and

he cannot keep up with the new updates in technology and how it affects people’s lifestyles.

Maltreatment is an important factor in Saudi Arabia, especially for nurses, as a result of the
Saudi culture and regressive beliefs about nursing, and the role and position of women in this
very conservative and patriarchal society. Unfortunately, even managers in the healthcare

sector do not treat nurses well. Nurse 2 illustrated this as follows:
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The administration is very tough and they treat us as machines, without any respect. Although
we, as nurses, studied at the same college with doctors, the direct manager does not treat us

fairly when solving problems.

Moreover, some participants stated that they experienced workplace instability because
managers were constantly turned over. This issue led to serious problems, such as a low level
of service because of delays in decision-making, weak relationships between workers and their

managers, and continuous changes in laws and regulations. According to Dr 3:

Within one year, we had three managers. The relationship between the employee and his
manager must be strong and stable. For instance, when we start any project, they change the
manager, so we go back again to the start [and] the procedures become very complicated until

the new manager understands the issues. | deal as best | can with it.

Some interviewees stated that the workplace environment is essential to ensure that good-
quality services are provided. Challenges included the lack of equipment or poor quality of
equipment, lack of facilities for employees, and lack of protective instructions for cleaners in

the hospitals. Nurse 3 emphasised that:

Another thing is the lack of adequate facilities for the nurse to be able to work for longer than
10 hours a day. There are no adequate rest rooms for nurses and private places for personal
needs.

Another challenge related to the workplace quality of services provided is the that the number
of healthcare professionals is low compared with demand in the health sectors of Saudi Arabia.
There are shortages in the healthcare sector throughout the Kingdom, which is closely related
to the steady increase in the population of Saudi Arabia. Fifty-five per cent of interviewees
agreed that this issue affects the quality of services. One interviewee suggested that shortage is
the main reason for some social practices in healthcare being neglected. Dr 3 claimed that:

Unfortunately, with the shortage in doctors and nurses, we never find enough time to

participate in public awareness programs, although it is of high importance.

Some interviewees claimed that there is a lack of clarity in the legislation (policy) that they
must adhere to, which leads to deterioration in the health of patients, decline in the quality of
services, delays in service delivery, and inconsistent decisions made by managers. Moreover,

regulations are not applied to everyone equally. Dr 3 stated:
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One of the most important factors that influence the quality performance is legislation. It
must be clear, specific and it must be applied on everyone, starting from the owner of the
health institution to the smallest staff, and in a fair manner.

Moreover, 70% of participants agreed that Saudi culture is a great challenge for employees
working in medicine and health. Racism was first on the list, as there is a great deal of racial
discrimination between Saudis and foreigners. Some clients (either patients or their families)
display various forms of abuse against foreigners, including shouting, aggressive actions,
inappropriate gestures and name-calling. Another issue related to culture is that folk medicine
and certain religious beliefs often interfere with or compromise the effectiveness of science-
based medicine. This can cause conflict between healthcare professionals and their patients.

Moreover, culture can greatly influence how people think. Admin. 2 reported:

One of the unforgettable cases—a new-born baby had been stolen by her grandmother and,
after investigation, it appeared that the grandmother planned for this with her daughter
because her daughter got divorced from her husband and they were afraid that the father may
take the baby from the mother by force. Security men, nurses, administrative staff and even
some doctors were subjected to a large investigation as a result of the bad influence of culture

on people’s ways of thinking.

The doctors also claimed that their practice was affected by the beliefs of uneducated patients,
often from rural areas. These patients do not understand the system, do not follow the rules,
want quick service regardless of quality, and are often rude and impolite. Nurse 1 made the

following claim:

Culture influences the quality of performance negatively. Especially since the hospital that |
work in is located in a vulgar neighbourhood. The majority of patients are non-educated.
They want a fast service, they do not understand the system and laws, and they tend to
complain for no apparent reason. We suffer sometimes from verbal abuse, as well as physical

abuse.

Moreover, misinterpretation of Islamic religion legislation leads to negative consequences.
Some interviewees emphasised that bureaucracy tends to complicate procedures and is a great
obstacle for attaining outcomes in the healthcare sector. One of the most important challenges
is that the nature of work in the healthcare sector forces employees to deal with sensitive

segments of Saudi society.
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4.4.1.4 Influence of CSR Practices on Performance (Countervailing Forces)

In this subsection, the interviewees were asked about the influence of some CSR practices on

their work. The findings of these questions are explained below in further detail.
4.4.1.4.1 CSR Practices Related to Economic Domain
1. Corporate Governance

Some interviewees stated that legislation and corporate governance procedures and regulations,
although well intentioned, focus on the company’s interests and display an unconscious bias
towards economic concerns, without considering the employees who have to perform the work

and at times ignoring their rights. Admin. 1 stated:

| believe that the main purpose of regulations is to protect the company and to increase profits,
regardless of the real needs of employees. I can’t see enough regulations that aim to protect

their rights or to keep them happy and excited about what they are doing.

Some interviewees added that the legislation implemented in their company was not
sufficiently explicit or worded in a way to protect personal interests. Another group of
interviewees stated that, despite the laws and regulations, they were not implemented correctly.
These regulations were not upheld by the designated person or adhered to properly. Dr 2

suggested that:

It is important to ensure that the right person does a regulation. There are a series of managers
who have a good knowledge of legislation, but, in the end, the legislation does not reach the

employee. The person doing the job must have a written copy of the relevant regulations.
According to Nurse 3:

As | mentioned, the problem is that many people do not follow these regulations and, because

| follow the regulations, they find me strange and odd and different from my work colleagues.

One person raised another problem of focusing too heavily on small unimportant issues,

highlighting the value of clear priorities. As stated by Admin. 2:

Especially in the health sector, decision-makers may care more about secondary recreational

issues and leave the essentials behind.
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Conversely, having clear policy is crucial to guide practice, yet is seemingly also driven by
clear cultural undertones of feeling the need to protect them when doing what is right. Thus,
most interviewees agreed that legislation was a positive factor because it did enhance their
ability to perform better. It also helped them work without fear on a well-established base of
evidence, insight and confidence. Some stated that legislation protects their rights from any

damage or loss. Finally, legislation is an important guideline for Saudi companies.

However, about 20% of employees claimed that legislation is a double-edged sword. Evidently,
policy creates an authorising environment for CSR-related considerations; however, if the
policy is unclear, contentious or open to interpretation, then it can be a hindrance, as Admin. 3

noted:

Regulations ... Can be the largest obstacle or the largest auxiliary factor for any company.
Companies in general must seek to be fully aware of regulations and compete among

themselves to be in the forefront.

The interviewees were also asked about specific corporate governance practices, and their

answers are explained in more detail below.
A. Ownership Structure

The interviewees agreed that a clear ownership structure for any hospital is an enabling factor
that makes healthcare work more efficient and effective. It increases credibility, which leads to

definite increases in employee loyalty and better-quality performance of duties.
B. Shareholders’ Rights

Most interviewees agreed that, although protecting shareholders’ rights was an important
aspect of ethical practice, it had no direct effect on their workplace performance. Some added
that sharing decisions with shareholders was not always possible, especially for large
companies that have a large number of shareholders. However, transparency and disclosure
were considered essential to ensure shareholders are better involved in and informed about

each decision made in a hospital.
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C. Transparency, Disclosure and Audit

Most interviewees agreed that transparency was an important facet of CSR, as it enhanced the
sense of security, stability and belonging of employees. Admin. 3 remarked:

Transparency and disclosure are very important, and | think that all documents must be open

for stakeholders.

The underlying reason behind transparency for most interviewees was to increase the quality
of services provided, increase the quality of workplace performance, enhance creativity
(especially in solving problems) and help employees develop their strengths and weaknesses.
Moreover, 78% of interviewees confirmed that transparency and disclosure helped them
function better. However, a few decision-makers refused to declare their reports because of the

influence of culture on their way of thinking. Admin. 3 asserted that:

Some financial issues are highly related to our culture and traditions. Some of the owners do
not like to share the financial reports with stakeholders and maybe this is because they [are]
afraid of envy or maybe because owners do not want to pay the proper allowances to

employees.
D. Board Structure and Effectiveness

The interviewees agreed that organisational structure is an important factor of CSR practices.
They stated that the healthcare sector in the Kingdom, as in other countries, is a sensitive sector.
Employees must be fully aware of their responsibilities and know how to communicate
effectively with staff, patients and the public. Dr 2 displayed a managerial concern regarding
the adequacy of performance by staff, and contended that:

In fact, job descriptions must be written clearly and they must be available for everyone in
the hospital. This will make the work easier, more streamlined, flexible and more
comfortable. Everyone will be able to understand the nature of their jobs, what to do and who

to ask. Everyone will understand clearly his or her rights and duties.

Conversely, the nursing staff/administrative workers held a more personal view, concerned
with clarity of roles and expectations and resultant stresses. The interviewees emphasised that
the company’s board structure must clarify the job description for each employee in all

departments or units to avoid infringement and overlapping of tasks and responsibilities.

130



Another group of interviewees suggested that structure ensures staff adhere to the protocol,

minimises wasted time and reduces mental and physical pressure. According to Nurse 2:

The knowledge of the employee-based protocol, besides the functional tasks assigned to each
individual or each department, enables me to complete my tasks quickly, save time and

reduce physical and mental pressures.

Structure also facilitates following up, reviewing and accountability. Some participants stated
that the organisational structure must be well defined and logical to both internal and external
stakeholders. The primary external stakeholders are patients and their families, who represent

the wider society to which a hospital is answerable. Dr 3 stated the following:

Unfortunately, the structure is not totally clear, especially for patients. Patients are suffering
not only from their illness, but also from stress due to the lack of clarity of organisational
structure of the hospital. They don’t know who is responsible, who they need to ask and this

makes their health situation worse.

Over 75% of interviewees agreed that an unclear organisational structure encourages people to

leave the workplace.
2. Risk and Crisis Management

Although a good number of interviewees confirmed that risk and crisis management practice
had no direct influence on their workplace performance, they all agreed that it made them feel
safer. A group of interviewees stated that this practice was intangible in their workplace.
However, a few interviewees illustrated the importance of having a system that is ready to deal
with any economic or natural crisis, especially for large and medium-sized hospitals. Some
interviewees claimed that it is a difficult financial decision to spend money on unknown

circumstances that may not happen in the future. Admin. 3 asserted:

Although this practice makes employees at the middle and bottom of the organisational
pyramid feel safe, it is a difficult decision for me as an executive manager. It depends also
on the events and facts. | think every company that has good financial resources must have a

risk and crisis management system for both economic and environmental sides.

However, all agreed that a risk and crisis management system provide an excellent environment

that helps everyone work well. Around 20% of participants confirmed that a risk and crisis
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management system existed in the hospital at which they worked yet required improvement.
As observed by Dr 1:

We have an environmental risk management system, but it requires some improvement in

terms of awareness of dealing with any potential environmental hazards.
3. Anticorruption Measures

Most participants confirmed that corruption in all its forms was a significant obstacle that
affected and seriously undermined the quality of their work. They also agreed that
anticorruption measures improved their motivation to perform better. In this research,

corruption was divided into two types: moral corruption and financial corruption.
A. Financial Corruption

Almost all participants agreed that financial corruption pervades the Kingdom. This issue does
not so much relate to theft or bribery, but to nepotism and favouritism linked to endemic issues
of tribal loyalty and race. Admin. 2 clarified the influence of racism by stating:

This issue has been present and observed in hospitals for a long time and, despite the
awareness, it still exists. The tribal manager always prefers and offers opportunities,
promotions and allowances for a person from the same tribe and facilitates their affairs. The
urban person [Saudi nationality with non-Saudi origin] is not seen or is marginalised in many

cases, regardless of the employee’s efficiency.

Another type of financial corruption is arbitrary managerial actions, described as injustice and

infringements on people as a result of disagreement between individuals. Admin. 2 stated that:

Another common picture of financial corruption is oppression. Especially if there is a
disagreement between an employee and his direct manager, he sometimes takes his financial

rights away.

Unfortunately, several interviewees confirmed many forms of dishonesty in financial
transactions in healthcare, whether in the form of money or goods, especially when decision-

makers are involved. As an example, Dr 1 claimed that:

We as doctors know that our government spends a huge budget on a ministry such as the
Ministry of Health. Sometimes they provide hospitals with medicines and medical treatment,

but these medicines for some reason are not distributed to hospitals on time. They are stored
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somewhere until the expiry date of these medicines is nearly at the end. The question here is

why something like this happens.
Dr 2 added:

More often, a friend or a relative ask for free treatment from the hospital. Some people also
give presents to doctors to take what they need. The medicine in any health sector is for
people who are eligible for this treatment and are already diagnosed, otherwise this is

considered to be robbery.

Moreover, Nurse 2 illustrated that the health sector suffers from the self-interested actions of

managers and some decision-makers:

Some companies that specialise in food and health products, such as baby milk, pay a large
amount of money for the administration to market their products, although there is no
evidence of quality in these products. Sometimes, some companies provide the hospital with
medicines as a donation and they [have] been used by workers in the hospital.

Most interviewees agreed that financial corruption leads to other forms of corruption. For
example, when faced with obstacles, people may be forced to use corrupt methods to attain
their rights. Admin. 3 stated:

Unfortunately, financial and moral corruption has become a legitimate means and well known
to employers to facilitate their workflow. The first and last interest of companies is to make
profits, regardless of the ethical considerations. Nothing prevents these companies to use
immoral ways to achieve their goals. Human beings are simple and no matter how high their

ethics are, the employer will eventually have to use illegal approaches.

About 10% of interviews claimed that financial corruption in Saudi Arabia is limited and
unclear to the public.

B. Moral Corruption

On this topic, 80% of interviewees confirmed that immoral practices are very evident in
healthcare. These practices are evident in the work undertaken by decision-makers and the way
they treat employees, and between internal and external stakeholders. Admin. 1 provided an

example:
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The HR [human resources] department is suffering from the consequences of fraud,
especially from people applying for work in the hospital, whether through forged certificates
or by lying about their social situation to obtain greater financial benefits and so on.

Such immoral practices are also undertaken by doctors. Dr 2 confirmed that:

I think that any doctor is the output of his society in which he is raised. Unfortunately, moral
corruption exists among doctors. We hear every day that there are some doctors involved in

illegal operations.

The study participants suggested that strict and clear legislation must be available to contain

these practices, as stated by Dr 1:

Unfortunately, moral corruption appears in most workplaces and is more common in the
healthcare sector. We hope that decision-makers can set up strict legislation to minimise the
effects of blackmail and moral corruption.

Most interviewees agreed that moral corruption leads to high levels of inner struggle (stress).
Moral corruption causes employees to waste time considering whether to accept a situation that
could compromise them in the workplace. Some interviewees stated that it is difficult to work
in environments with immoral practices, which led them to consider leaving their jobs. Some
interviewees added that immoral practices reduced enthusiasm, killed excitement and
destroyed morale. Meanwhile, 10% of interviewees stated that the situation is improving in the

Kingdom. According to Admin. 3:

In terms of moral corruption, | think that the current situation is heading for the better.

Personally, | have never encountered immoral practices so far.

One interviewee suggested that immoral practices depend on each individual’s view about what

is ethical and unethical, and highly relate to their values. Nurse 3 suggested:

Due to the difference in people’s characters, the ways of thinking, reactions and values, we
cannot know what is ethical and not ethical. Ethical practices vary from one perspective to

another perspective.

All interviewees believed that cronyism, favouritism and nepotism are the most common
immoral practices in Saudi Arabia. A good number of them agreed that these practices destroy

relationships. As asserted by Dr 2:
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Cronyism is deadly embarrassing. It destroys relationships. Unfortunately, if you are a person

who loves the system and does not like breaking the law, people often complain about you.

Another group confirmed that these practices curtailed their productivity, undermined the

quality of services and killed honest competition.

4.4.1.4.2 CSR Practices Related to Environment Domain

1. Environmental Management System

Reporting a high level of ambivalence, almost all interviewees agreed that the main problem is
that people in the Kingdom do not care about the environment. However, they all encouraged
the idea of implementing a good system to promote environmental sustainability. Some
interviewees stated that the population is continuously increasing, yet resources are finite; thus,
raising awareness about the use of resources is greatly needed to help protect the environment.
Admin. 3 stated that:

The existence of serious regulations for environmental sustainability is crucial to enhance
everyone’s life on this planet. Some action must be taken to protect the ecosystem.
Unfortunately, I didn’t see any kind of implementation of a similar system in my workplace

or in previous workplaces.

Most agreed that this factor was definitely an enabling factor because a safe and clean

environment helped them work more successfully through notable psychological improvement.
2. Green Supply Chain Management

Most interviewees stated that GSCM had no direct influence on their workplace performance;
however, they saw such practices as increasing trust and credibility between the public and the

organisation.
A. CSR Practices Related to Social Domain

Most interviewees concurred that the social domain is the most important and leads to
environmental sustainability that allow for long-term environmental quality and a stable
economic situation. They suggested that any country that cares about its society through a
strong education system, public awareness, good employee benefits and respect for gender

equality can establish a strong and economy alongside environmental sustainability. The
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following section illustrates the perspectives of healthcare professionals regarding some key

social practices.
3. Employees
A. Human Capital Development

The interviewees stated that human capital development helps employees achieve their goals,
enhances work performance and improves quality standards in the services provided. It is a
crucial factor for continuous development and improvement, especially given the ongoing
development of medical science and new discoveries. However, a large number of participants
claimed that human capital development programs are unfair because most focus on doctors,
executives or senior policymakers who have strong relationships with other decision-makers
in the hospital. A group of participants added that nurses and workers at the frontline must be
trained in how to deal with people in critical situations. Another group stated that human capital
development programs usually focus on people who are already qualified yet ignore people in

real need of such programs. Nurse 4 stated that:

Human capital development is an extremely motivating factor, but unfortunately training
programs do not include all staff. The hospital uses unclear processes to select employees for
training programs, where the upper management interferes according to personal choices and

preferences.

In contrast, a number of interviewees suggested that training employees depends on the nature
of their job. Some jobs in a hospital involve continuous development and change, so employees
require training programs to maintain their skills, while other jobs in the hospital remain the
same. The interviewees also stated that decision-makers do not care about human capital
development programs at all. Dr 6 stated that:

From my point of view, the least things that decision-makers care about are, first, the

environment, and, second, training and human development.
B. Talent Attraction

The interviewees agreed that talent attraction strategies increase the spirit of competition
between employees, add great value to the workplace and encourage employees to improve

their skills and abilities. However, although some interviewees confirmed that this practice
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exists in Saudi healthcare companies, they claimed that cronyism is an epidemic that
undermines talent attraction, as the person who has a mediator is deemed to be talented. Nurse

1 emphasised:

Unfortunately, sometimes cronyism or bias kills this element and spreads frustration and

worry among employees.
C. Labour Rights

Most interviewees concurred that high standards of labour rights enabled them to work more
successfully by increasing their enthusiasm. However, they claimed that most Saudi
companies, especially the healthcare sector, retain the lowest level of labour rights developed
by the Ministry of Labour and Social Development. Some interviewees stated that they were
not treated equally, despite the fact that labour rights are supposed to enhance a company’s
reputation. Admin. 1 made the following assertion:

Unfortunately, companies that gain billions of funds annually do not care about their workers,
and especially nurses and cleaners. Most sectors and companies in the Kingdom follow the

lowest level of labour rights that been developed by the Labour Office.
D. Equal Opportunity

The interviewees claimed that racism is very evident in the Kingdom and inhibits equal
opportunities for all employees. Racism is evident in the way managers and some decision-
makers tend to give priority for promotions or bonuses to workers from the same tribe or clan
or to workers from the same social class, regardless of qualifications. Some participants added

that nepotism and especially employing relatives are prevalent throughout the Kingdom.

The treatment of women relative to men in the Kingdom is another major issue. Decision-
makers sometimes refuse to employ women in senior managerial or executive positions, even
if they are qualified, because Middle Eastern men habitually will not take orders from a woman,
as they consider themselves to hold all power and control over women. Worse, some men

refuse to deal with women completely, as Nurse 2 related:

Some men refuse to be touched by a woman and, as you know, almost all nurses are women.
They ask for a man, although there are no many men nurses. This leads to delays in our work

and poor quality of service. Some people, and especially men, also see nurses as servants.
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Another interviewee added that the government must establish clear regulations to solve these

issues because these problems hinder positive and honest cooperation between employees.
E. Gender Equality

Most female participants agreed that equality between genders is real in the healthcare sector,
especially in terms of working hours, salaries and employee benefits. Some male participants

believed that this practice is unfair, as stated by Admin. 3:

The culture in our country sees the man as a main provider. In this case, women are taking
the place of another man who must provide his family with everything. According to Islamic
law, men are financially responsible, and a woman has no financial responsibilities. Men are
working to provide everything for their families, but women are working only for themselves.

Therefore, | think that employing men must be a priority.

Some interviewees added that the existence of women in Saudi hospitals is important because
of culture affecting patients’ preferences. Women usually choose female doctors because it is
unacceptable for a great number of Saudi women to be touched by a man. Some added that,
although significant progress has been made in education, many Saudis still have negative
views of women working in medicine and healthcare. Revealing deep-seated cultural bias, Dr 1

illustrated this point:

Many people still do not accept the idea that women can work with men at the same place or
in the same jobs. They usually also prefer a man doctor, rather than a woman doctor, because

most people in our community do not believe in the abilities of women.

A great number of participants agreed that gender equality is a fundamental concept and one
of the most important motivational factors of CSR. However, they added that equality is not

only about men or women—it is about their capabilities. Dr 2 suggested:

With full respect to the nature of men and women, | think there is no objection to gender
equality. This equality must be about capabilities and ability to do such a job. I believe there
are some jobs that [are] not suitable for women and other jobs are not suitable for men. There
are also some jobs that are suitable for both, such as the medical profession. The idea is not
about pure equality, but we must recognise that men and women are complementing each

other. Justice from my point of view is the right expression for this concept.

F. Employee Benefits
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Most interviewees confirmed that employee benefits is a significant factor for CSR in terms of
increasing competitiveness, enhancing a firm’s reputation, increasing attraction and retention
of employees, increasing enthusiasm, and stimulating employees to be more creative. The
interviewees added that, although financial benefits were crucial, moral benefits helped them
remove the monotony of some aspects of work and increased their creativity. They suggested
that companies must organise different types of employee benefits, such as group tours, tickets,
reduced working hours and increased official holiday periods. They added that policy decisions
affecting financial or moral benefits cause frustration and a decline in standards.

4. Society

A. Corporate Citizenship/Saudisation

Around 67% of participants confirmed that Saudisation is very important and a positive factor
for CSR practices. They claimed that Saudi employees have the ability to understand the culture
and traditions of the Saudi community much better than non-Saudi staff. Thus, Saudisation
increases the quality of services and level of customer satisfaction, especially if patients are
better understood by natives. In addition, interviewees stated that Saudisation will open doors

for a huge number of graduates from health colleges and medical specialties. Dr 6 stated that:

It is an incentive factor for Saudi youth. | think that the people of the homeland are more able

to understand the nature of Saudi society in terms of language, customs and traditions.

Identifying the prevailing community’s perceptions about work, most of the categories in
nursing work—such as cleaners and the simplest medical services—are the preserve of non-
Saudi workers. The level of Saudisation can only be raised if the community’s views about
certain jobs are changed. The Ministry of Labour and Social Development has set a minimum
number of foreign workers in each sector. This regulation now compels Saudi companies to
employ native workers in low-level jobs with basic salaries, which has been implemented by

this ministry. Dr 6 stated that:

We cannot raise the level of Saudisation unless the community’s perceptions change as far
as these jobs are concerned. Most of the companies tend to hire Saudis as clerks, even if they

do not actually need them and the pay is not that much.

Further, participants suggested that the Saudi government must have a clear strategy to ensure

that the process of Saudisation leads to substantial benefits, such as overcoming the skills and
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education level shortages of Saudis, so they can become effective employees. Reflecting this
tension, 22% of participants believed that Saudisation is a double-edged sword. The practice
gives companies less choice in employing capable and qualified people with lower salaries than
Saudi workers with the same qualifications. Although most participants agreed that Saudis
must have priority in employment, unfortunately, the managers saw that Saudi doctors were
less competent than foreign doctors. Some participants also believed that, although Saudisation
helps Saudi workers, it can compromise the workplace environment, as it gives priority to
nationality over competence. It emerged that 11% of participants believed Saudisation would

not help the country’s health sector. Admin. 5 stated:

The medical profession is a humane profession, which should be kept away from such

nationalistic measures.
B. Corporate Philanthropy

Although the interviewees agreed that corporate philanthropy had no direct effect on their
workplace duties, they claimed that it enabled them to perform well. They stated that this
practice made them proud of their workplace, helped them feel safe and increased their
motivation to do their best work. Some interviewees suggested that philanthropy exists in
different forms and, instead of donating money to improve society, there are awareness
campaigns, organising vaccination programs, encouraging blood donations and organ donation

campaigns. Admin. 5 suggested that:

However, | feel that society needs a lot of health education, as there are many unhealthy
practices and misconceptions. Such education has to be voluntary and upgrading health-
related information is very important. There are other voluntary pursuits that are equally
important, such as offering free, state-paid open-heart or kidney transplant surgeries or

offering hospital-paid surgical procedures to the underprivileged.

However, 28% of interviewees stated there is a clear overlap between corporate philanthropy

and the concept of CSR. Admin. 3 contended:

When we talk about CSR, the attention of businessmen goes directly to charity initiatives,
rather than CSR practices as a comprehensive concept. CSR practices are much better than
some charitable initiatives that are in the form of charity or donations because | believe the

impact of social practices is greater than charity.
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C. Social Communication

The interviewees confirmed social communication as a crucial CSR practice that enables
employees and the healthcare industry to perform better. They suggested that one of the most
important functions of preventive medicine is to promote health awareness. Health awareness
will prevent diseases from transferring from the first level to the second level, save time and

subsequently improve service quality, and decrease government expenditure. Dr 2 stated:

If we didn’t support this factor, the burden on the health sectors will be larger than what can
be afforded by the health sector. In my opinion, the success of this factor is the success of the

medical profession in general and everywhere.

Although the interviewees agreed that most healthcare sector agencies have initiatives related
to public awareness, these initiatives remain limited and require expansion, yet the effect of
these programs cannot be measured. Unfortunately, the interviewees added that the shortage of
doctors and nurses continues to be a large obstacle, as these professionals never have time to
participate in public awareness programs, despite their high importance.

D. Social Investment

Only 11% of interviewees showed a clear understanding of social investment. They stated that
social investment programs invest in people, which mean strategies that have been designed to
strengthen communities and the capacities, and support people to participate fully in
employment and social life. They identified these programs as including education, quality of
lifestyle, better healthcare, training programs, job-search assistance and rehabilitation
initiatives for people in need. They added that good social investment practices, that aim to
invest money in companies and funds that have positive social returns, increase quality
standards. .In contrast, around 89% of interviewees had no knowledge of social investment or

its potential effects on healthcare in the Kingdom.

5. Customer/Product

A. Product/Service Safety and Quality

The interviewees confirmed that the quality of services or products provided to their customers
enabled them to effectively achieve their own and the organisation’s goals through improved

customer satisfaction. They added that poor-quality customer service hampers good
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professional performance, which is particularly undesirable in the medical field. Admin. 5
stated that:

We are dealing with human beings at their most vulnerable, so providing quality service to
them should be your top priority. Of course, whenever complaints of poor service abound,

this will negatively affect your performance as a health professional.
B. Monopolistic Practices

Most interviewees confirmed that monopolistic practices are undesirable, as they affect both
employees and customers negatively, despite the financial benefits for the hospital and those
running it. They stated that these practices abolish or cease healthy competitiveness among
institutions, which makes it harder to reach the customer.

C. Improving the Supply Chain

Asked about the importance of improving the supply chain, most stated that complex
procedures make this the worst practice they encountered. Nurse 2 claimed that:

| feel that there is an intentional and unnecessary complication. Procrastination and
bureaucracy are not justified, and they lead to many issues, such as lying, serving some people

but leaving others, overriding or complicating the system for personal gain.

Over 78% of participants held the view that complex supply chain procedures cause significant
delays and hinder the workflow in healthcare. They added that some transactions need a rapid
and direct response, as medical matters require urgent attention. Complex procedures explain
the failure of many development projects proposed by the Ministry of Health. Admin. 2 stated
that:

Mostly, complex procedures reduce the quality of work and leads to serious consequences,
especially in the health sector. Sometimes, long procedures lead to the death of the patient

before the necessary medical intervention.
Admin. 3 also claimed:

The main problem is bureaucracy and procrastination. The papers that [should] take one day
will take days and sometimes a month and more. If we are about to deal with the health sector,
bureaucracy can be a real problem because it is related to important operations that may lead

to death. It totally disrupts and destroys the quality of work.
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They also added that an optimal solution would be electronic processing, as the documents then
could not be forged or manipulated by hand, and could not ‘vanish’ in filing cabinets, as

paperwork tends to do.
D. Innovation/Development Strategies

Some interviewees stated that the solution to the aforementioned complex procedures is to
develop online applications that can deal with different issues. This practice reduces time and
problems for both employees and clients. However, most people in Saudi Arabia are not ready
for this type of technological development. Dr 4 confirmed this by saying:

We try to make things easier, but patients do not want to keep pace with development. For
example, we have a website that we can use to avoid making people wait for hours before
their appointments, but they do not want to use it. They do not understand the website and
they do not know how to use it.

4.4.1.5 Key Players in CSR Practices

The three key groups involved in CSR are individuals, executives and the government,
identified in order of perceived importance. Around 56% of interviewees claimed that all
individuals are responsible for the economic, environmental and social sustainability of the

place where they live and work. As Nurse 6 stated:

Everyone is in charge, as self-monitoring must start with the senior executives in the hospital

and end with the lowest one in the chain of command.

While accepting implementation to be a distributed responsibility, 28% of interviewees also
identified executives and decision-makers or other policymakers in an organisation as
responsible for establishing programs and procedures that enable the CSR practices that are
expected to contribute to the country’s sustainable economic development. This discussion
offered a rich insight into the decoupling tension and the role of local cultural attitudes and
other less visible relationships, which are categorised as preconditions to policy and
implementation. These include tribal and family loyalties, weak regulatory frameworks that
allow the favouring of relationships over merit (nepotism) and a paternal top-down practice
that negates diversity, which is crucial to building capacity for innovation and resilience. The
challenge for organisations and the country, if they are to move beyond rhetoric and create

sustainable social and economic value, is to embrace large-scale change that perhaps begins
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with an explicit regulatory, authorising environment conducive to embracing new ideas, which

will establish the policy and implementation context for CSR.

This latter observation matched with 16% of interviewees, who claimed that the Saudi
government is the key player in promoting effective CSR strategies. As some suggested, as a
pertinent insight for the practice of CSR in an emerging economy, countries are unable to move
forward without purposeful engagement of businesses and other corporations who can
contribute to improving society. The national standing of a country and the wellbeing of its
citizens are inextricably linked to environmental, technological and workplace or institutional
competency challenges. These mounting challenges can only be managed through productive
corporate initiatives in partnership with the government. While the focus of this study did not
invite investigation of the role of the government, the participant comments seen in light of the
local country norms and practices suggest that productive CSR initiatives depend more heavily
on government initiatives that will create the authorising environment for productive

partnership within businesses and the wider community.
4.4.2 Enabling Forces

Based on the Graafland & Smid (2019) theory of implementing effective CSR, the qualitative
findings for enabling forces can be divided into four main stages: the preconditions stage, CSR
strategies and policies stage, implementation of CSR stage, and results stage. First, for the
preconditions stage, Saudi Arabia as an Islamic country has the social values needed to
implement high standards of CSR practices (Abo Baker & AbdulRahman 2007). For example,
the centrality of Umma (which describes Muslims as one nation) is considered a motivating
factor to provide positive contributions to society. Moreover, Sadaga or philanthropy in Islam
is not limited to donating money to poor people but is also an intended and continuous act of
uprightness that aims to remove harm and promote positive behaviour. Given its Islamic values,
Saudi Arabia can be considered a good environment for understanding and embracing CSR
practices. Moreover, there is a reported strong understanding of CSR practices and strong belief
in the importance of CSR for the whole society, often expressed by respondents as a desire of
the person himself / herself to perform ‘good’ actions that benefitted the environment, the
society and work. These are positive indicators for the capacity to rethink CSR policy and

implementation in the Kingdom, albeit stated as depending heavily on effective leadership.
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Second, in terms of policy development, Saudi Arabia has urged Saudi companies to implement
CSR through the SARCI, with the main goal being to enhance competitiveness in the Kingdom
(SAGIA 2008, 2019). With Vision 2030, there is a clear intention to build a dynamic,
transparent, accountable and high-performance government (Vision2030 2016). The levels of
knowledge and individual-level commitment are present. Arguably, the necessary
preconditions are now established, yet there is relatively weak policy prescriptions and weaker
implementation. Thus, we turn next to the constraining forces that underpin many of the
disappointing findings in the qualitative data.

4.4.3 Constraining Forces

Constraining forces were similarly considered across the four stages of preconditions, CSR
strategies and policies, implementation of CSR, and results. The qualitative data revealed an
absence of commitment that reflects that the prevailing culture and social norms are the primary
obstacles preventing organisations from practising effective CSR. High levels of authoritarian
practices, gender inequality, cronyism, racism and nepotism were reported. Thus, while social
(and environmental management) considerations are highlighted and given greatest priority in
terms of policy, there is a complete decoupling in implementation because of endemic social
and cultural attitudes towards women and minority groups. This weakness in practice is
compounded by the associated absent local governance regulations. As the interviewees also
noted, when looking at results, these issues have led to real social and economic issues, such
as misallocation of local wealth, reduced human and capital productivity, poor quality of
governmental services, increased pressure on governmental expenses and stifled economic
growth.

Potentially, given the array of constraints identified in qualitative data, the risk is that the
country may not move beyond rhetoric and thus will likely fail to achieve the lofty goals and
real needs of Saudi society. Largely consistent with insights in the literature linked to other
emerging economies, this study found governance gaps, nepotism, gender inequality,
managerial underperformance and tendency to not embrace diversity—to name just some of

the many items that emerged in the qualitative data of this study.
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4.5 Summary

The findings from the quantitative and qualitative data appear to support each other in many
ways. Combined, these findings are useful in regard to the development of a practice
framework (RO4) that will help shape policy and subsequently evaluate CSR practices in the
private healthcare sector of Saudi Arabia. While the quantitative results illustrated the
healthcare professionals’ preferences for the most important CSR practices, the qualitative
results identified some forces that enable (limited few beyond the rhetoric of Vision 2030) and
many forces that constrain employees and businesses from achieving the desired high CSR
goals that accompany the aspirational objectives of emerging markets. While staff mostly
understand the value and potential of CSR, and there is an alignment with many resident
religious virtues, there is also a lack of clarity in policy and an implicit plea for supportive
senior management, implicitly even governmental, action to help achieve desired productivity
and related CSR outcomes. These preconditions to policy development and implementation are
highly understandable in a high-context and very traditional society. Practically, if workers in
an organisation are to implement any CSR practice, they require regulatory legitimacy or an
authorising context to support the desired large-scale changes. In the highly conservative Saudi
culture, this support from above is a precursor condition and structural necessity; otherwise,

CSR is unlikely to move beyond simple rhetoric.

The qualitative data illustrated the effects (primarily constraints) of local social norms and
attitudes on CSR practices in workplace performance. Noting that the social domain was
ranked as the most important domain in CSR, followed by the environmental and economic
domains, it is clear that a major challenge facing CSR in the sector is the deeply held attitudes
and norms, such as tribal, familial and other relational loyalties. This effect was confirmed by
qualitative comments from a number of interviewees, and also indirectly confirmed the
prioritisation of practices that emerged from the quantitative data and highlighted items such

as moral corruption and the need for governance systems and transparency.
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CHAPTER 5: DISCUSSION

5.1 Introduction

The motivation for CSR, typically through self-regulation, in a developed economy is often for
strategic and/or ethical reasons, such as increasing a firm’s value or contributing to
sustainability (Alotaibi & Hussainey 2016; Kolk & Van Tulder 2010; Mishra & Modi 2016).
However, implementing effective CSR can be problematic (Kolk 2016). Larger companies
typically report their efforts annually and, as some have convincingly argued, rather than
impressive-sounding rhetoric of CSR for purpose-led companies, the trend is now towards
reporting on ESG criteria (Clark & Viehs 2014; Marsat & Williams 2011). The difference
between CSR and ESG in simple terms is that the latter involves a more precise approach to
metrics to measure outcomes (Finch 2004). This difference is arguably captured in the third
component of the CSR/CSP framework identified in this study (see Figure 5.1), where beyond
the policy implementation nexus, CSP draws attention to measuring outcomes and reporting
results. Regardless of terminology—corporate citizenship, that is not ‘significantly different’
to CSR (see Carroll 2008: 165) or the more recent ESG, the broad challenge is to shift from
rhetoric and undifferentiated activity to quality practice (Wickert et al. 2016).

This challenge is complicated in emerging economies by underdeveloped capital markets,
weak legal controls and poor investor protection, as well economic or political uncertainty in
corporations (Tsamenyi et al. 2007). Moreover, as related literature has highlighted, the priority
is to improve economic and social systems (Gravem 2010) via a focus on issues such as
corporate governance, anticorruption, anti-poverty, transparency and auditing (Bhaduri &
Selarka 2016; Blowfield & Murray 2014). This prioritisation is important because, despite over
300 CSR standards in existence (Azmat & Coghill 2005), there are no standardised metrics that

can be followed unanimously (Vogel 2006).

In Saudi Arabia, where this study was situated, the country’s strategic plan (Vision 2030)
requires enhanced company- and country-level competitiveness. A particular CSR-related
consideration is the need for improved female workplace participation rates (Lenssen et al.
2006; SAGIA 2008). There is also growing concern over effective governance and sustainable
development (Garriga & Melé 2004) and the significant gap noted between intention and
implementation of CSR in private companies, mainly resulting from the lack of policy to ensure
quality in CSR execution (Aldosari & Atkins 2015; Mandura et al. 2012). Noting the scope and
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scale of the changes suggested, the findings from this study suggest that the Saudi Arabian
government and country will not successfully achieve the 2030 vision of a dynamic,
transparent, accountable and high-performance government without some fundamental
changes. Reflecting this concern, this study sought to develop a practice-oriented CSR
framework focused on local-sector and community-specific needs. This chapter will first
briefly review the findings related to the first three research objectives of this study: devise a
consolidated index of CSR practices (RO1), prioritise these identified CSR practices (RO2)
and identify the countervailing forces that influence CSR implementation (RO3). The chapter
will then outline the main outcome from this study—a (policy and) practice framework,
including identified tensions in an emerging economy, to support quality in CSP (RO4). The
next section considers how these findings might form the basis for further empirical research
to improve practice by identifying suitable metrics that can help the government and other

stakeholders apply, manage, evaluate and improve CSR practices.
5.2 Devising Consolidated CSR Index (RO1)

As we have established, effective CSR practices vary. This variance is largely determined by
national context (history, culture and tradition), as well as by local factors, such as literacy,
community interaction, public mentality and socioeconomic development (Carroll & B. 2000;
Mandura et al. 2012; Matten & Moon 2008; Poussenkova et al. 2016). As a result of these and
other contextual factors, global models are unsuited to an emerging country context.

From an institutional, as opposed to academic, approach to CSR, the concern in this study was
contextual implementation (CSR) and measurement of results (CSP). The role of government
appears central to effective CSR in emerging economies; otherwise, as one study suggested,
market protection and sustainability can be compromised (Donaldson 2001). Governments
often lack the resources to oversee activities of corporations or can be more concerned with
economic development and foreign direct investment (FDI) than with promoting other CSR
considerations. Further, governments may view CSR primarily as philanthropic activity by
corporations, such as Tata in India and banks in the Middle East (Hopkins 2007). However,
this study suggests that there is another more fundamental role for governments in effective
CSR policy and implementation in an emerging economy—to create an authorising
environment for practitioners and unambiguous expectation to deliver on their functions, or
CSR practices may be compromised at the outset by ambiguity of requirement and by

inadequate legal and regulatory policy.
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The initial challenge was to devise a consolidated CSR index suited for the health sector in an
emerging economy context. From the primary analysis illustrated in Chapters 3 and 4, three
domains of CSR practice were identified: economic, social and environment. Subordinate
components and (third-level) indicators were identified and grouped within these domains to
form an initial composite index. This grouping was informed by what was seen as best practice
for the sector, as well as perceived relevance to an emerging economy. Following this grouping,
recent literature was used to extend absent or underdeveloped subordinate practices within the
three domains. Although described variably across indices, the domain common to all five
indices was environment, while corporate governance was the primary focus of the economic
domain in the selected indices, less ASPI and SARCI.

Figure 4.6 summarised the 31 practices within the domain (local or specific) and in relative
terms to indicators across the three domains (global) of the composite index. The priorities for
each indicator were shown as a percentage based on an accumulative prioritisation. The social
domain (41.68%) was rated as most important by the community, followed by environment
(34.5%) and then economic (23.83%). Collectively, Figure 4.6 was the basis for a sector-
specific framework that overcame the reported bias towards economic factors in some indices
(Fowler & Hope 2007; Windolph 2011). It also met the need for a clear structure (Kotler &
Lee 2006; Vartiak 2016) and comprehensive set of indicators suited to the country and sector,
as urged by the literature (Van Tulder & Van der Zwart 2005).

5.3 Quantitative Findings: Prioritise Identified Practices (RO2)

If the consolidated index sought to enable a focus on effective CSR practice and performance
(CSP), the next step in developing a practice framework was the prioritisation of the 31
practices using the AHP analytical tool. Prioritisation of practices provided the basis, with
suitable performance criteria, to assess the quality of implementation (evaluating) of CSR
practices. In the interim, RO2 accommodated the debate in literature over macro-environmental
conditions varying by country and sector, which renders CSR models difficult to apply
commonly across different country and sector contexts (Jamali & Karam 2016; Tsamenyi et
al. 2007). This objective (RO2) was thus foundational in terms of devising indicators for policy
and practice, as well as subsequent reporting, which is described as a key driver for effective
CSP (Epstein & Roy 2001; Vogel 2007).

149



The prioritisation of practices overcomes the common weakness in many CSR indices of
treating all practices as equal in importance (Tahir & Darton 2010; Turker 2009; Ullmann
1985). The priority given to items in the three nominated CSR domains and across the 31
practices provided the framework to shift practice from generic activity to sector-specific
activity, based on perceived importance by experts central to facilitating and implementing
local CSR practice (Isa & Kitt 2015; Kirchner et al. 2012). The framework identified
incorporates the suggested triple bottom line of reporting social, economic and environment-
related outcomes, and corporate citizenship (De Bakker et al. 2005). The resultant composite
index was labelled the ‘Saudi Environmental, Social and Governance Index for the Health
Sector’ (SESGI-h).

For sustained performance, metrics are required that allow practitioners to measure the
practices that are most important to evaluate relative outcomes. This further task was part of
the analysis related to RO4. Moreover, noting also that the field is not static and many practices
will evolve and change over time, if the aim is a framework that supports sustainable practice,
a process of continuous improvement is implicit. Overall, the general effort to implement and
evaluate performance that intersects moral responsibility and business interests is evident for
organisations the world over (Chan et al. 2014). However, the collective effort is well justified,
as CSR practices are widely reported to have a positive effect on stakeholders’ reported
satisfaction (Mishra & Modi 2016), companies’ reputation (Brgnn & Vrioni 2001; Kim et al.
2010; Pirson et al. 2019; Yoon et al. 2006) and companies’ image. Other benefits include
improved financial revenues, firm value and sustainable development (Alotaibi & Hussainey
2016; Kolk & Van Tulder 2010; Marin et al. 2015).

5.4 Enabling and Constraining Forces (RO3)

The qualitative analysis of interview data identified four primary considerations that affect
CSR practice: knowledge, perceived importance by internal and external stakeholders, support
for CSR and effects (speculative first-, second- and third-order effects) of CSR on performance.
In terms of knowledge, the majority of interviewees regarded themselves as having an adequate
and partial knowledge of the concept of CSR. Only a few participants stated that they had no
idea about the concept. This response was consistent with earlier findings at international
(Bhaduri & Selarka 2016; Blowfield & Murray 2014; Gravem 2010) and national levels
(Mandura et al. 2012).
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A second contextual consideration relates to perceived importance of CSR. Most participants
agreed that CSR is either strongly important or important, while only a few participants viewed
CSR as partially important. This is common with the international trend. For example, 93% of
executives worldwide, responding to a 2010 UN survey, stated that CSR was ‘important’ or
‘very important’ to the success of their business (Cahan et al. 2014; Cheng et al. 2014; Di Giuli
& Kostovetsky 2014). The current study interviewees viewed CSR as essential in the health
sector, as it helps maintain community health and safety. In addition, reflecting a growing
demand to respond to social concerns (Quazi & O'Brien 2000), a number of interviewees
viewed the health sector as responsible for raising awareness on matters such as public health,

as well as helping support other social benefits.

The immediate downstream effect of awareness strategies is reduced total expenditure in the
health sector. Other effects also accrue, particularly from handling large numbers of internal
and external stakeholders (Isa & Kitt 2015; Kirchner et al. 2012). Internal stakeholders help
implement effective CSR practices, while external stakeholders tend to reward businesses
when social practices align with their interests (Marin et al. 2015; Sen & Bhattacharya 2001;
Sen et al. 2006). Consequently, building a strong connection between multiple groups of
stakeholders is crucial. However, this engagement is difficult to achieve, as hospitals perform
their functions within the norms of the society in which they operate (Fernando & Lawrence
2014). A key downstream effect from delivering high-quality services and products is the
adoption of a serious approach to public rights, environmental sustainability and social

responsibility, helped by establishing a strong reputation (McWilliams et al. 2006).

Moving to support for CSR, over half of the interviewees claimed that the social domain was
the most important domain in CSR, followed by the environment and then the economic
domain. A significant number of interviewees argued that the three pillars of CSR (economic,
environment and society) held the same level of importance. This essentially pluralist view of
the three domains being highly interrelated is supported by a meta-analysis of around 30 years
of empirical data (Orlitzky et al. 2003). Equally, while these dimensions may be strongly
interrelated, the criteria for each dimension differed.

Reflecting the interrelated nature of CSR practices, as Daizy (2014) and others (Carroll 1991;
Elkington & Rowlands 1999; Orlitzky et al. 2003) have argued, there is a need to consider
contextual influences in terms of culture and religion. Reported social attitudes perpetuate a
number of difficulties, described by the current study participants as financial and moral
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corruption and gender inequality. Reflecting these concerns, as a study observes the
philosophical perspective of the board and attitudes of senior management are for effective
governance and in the general approach to CSR (Ackers 2015). Conversely, delegated to lower
levels within the organisations, the risk is to produce a superficial approach to CSR that may
undermine buy-in throughout the organisation. Thus, for CSR to be embedded into business
practice to improve the quality of response, a key constraint to CSR is social attitudes
embedded in culture, with Saudi Arabia described as a ‘high power distance’ country by Bjerke
& Al-Meer (1993).

The general dissatisfaction with prevailing cultural norms was evident among the great
majority of study participants in the support received from managers, and the tendency towards
authoritarianism and moral muteness, wherein managers did not share opinions or did not
respond when they noted unethical behaviour—see Baden & Harwood (2013). In contrast,
most interviewees felt they received good support from their colleagues—a factor consistent
with the nature of collectivist societies, where individuals value interpersonal relationships and
devote great attention to the needs and interests of others (Dion & Dion 1993). Reflecting many
internal tensions, most participants agreed that culture perpetuated issues such as nepotism and
gender inequality, which significantly hindered performance. These issues are common in the
MENA region (Fnais et al. 2013; Korotayev et al. 2015). Nurses particularly claimed that both
managers and customers treated them poorly because of the general attitude towards women
working in the health sector, which is an open workplace with numerous men and women
working together. These participants added that some male patients refuse to be touched by

female nurses.

Table 5.1 displays the factors that enable and constrain CSR in Saudi Arabia, across four
categories—the three-stage policy, implementation and results framework identified by the
literature, as well as a fourth category of context. The red text flags key factors relevant to
Saudi Arabia. Positively, key enablers exist in aspirational policy terms (Vision 2030) and a
clear goal—country and company competitiveness. Conversely, the black text identifies
important considerations for any policy or implementation plan, most of which realistically

may be best practice in developed economies and are not yet evident in Saudi Arabia.
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Table 5.1: Enabling and Constraining Forces (RO3)

Stages Enabling Constraining
Context Increase social value Historical, culture, * religion,*
autocratic/male tradition**
Senior management Improve country and company
competitiveness
Policy Government Vision 2030 Mapping tool (-) *
Stakeholders’ views Policy void,* weak governance,* social
ambiguity*
Self-regulation, globalism Mandated regulations
Implementation Reporting (TBL) Decoupling
Competencies (merit) Resources, priorities, nepotism**
ESG—metric that measures Social attitude,* management attitude™
Results Social/environmental impact Greenwashing
Firm value, reputation Metrics, competing interest
QM, country and company Continuous improvement
competitiveness

Based on qualitative responses, the considerations highlighted in red indicate the items that are
central to enacting CSR effectively in the emerging economy of Saudi Arabia. As evident from
the table, for large-scale change to achieve the ambitious objectives of Vision 2030, the
contextual influences of history, culture and religion must be addressed. Not unlike developed
(Western) economies, there are a number of practice tensions across the subsequent three-stage
CSR/CSP process. Decoupling between policy and implementation is evident and, while
reporting is generally nascent and rhetorical, it may be seen as unconsciously greenwashing.
However, perhaps reflecting a policy void or that policy is compromised by definitional
ambiguity and prevailing cultural norms, an earlier shaping tension is identified that precedes
and determines policy development and subsequent implementation. Given the realities of a
high-context culture and the prevalence of an authoritarian approach within management, what
seems needed as a precursor to policy is a regulatory approach to remove ambiguity and create
an authorising environment for a more confident approach to CSR policy and subsequent

implementation.

Table 5.2 provides a summary of hypothesised positive downstream effects arranged by
stakeholders. The issues displayed in italics were seen by participants as constraints to effective
CSR practices—being either absent or applied only in limited fashion. It is clear that culture is

a primary determinant that influences CSR.
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Table 5.2: Hypothesised Positive Downstream Effects

Stakeholder | Reported intervening | First-order effects Second-order Third-order
constraining issues (in effects effects
itals)
Minimal protection of Employment Staff engagement Increased
human rights transparency and improved workforce
Prevailing social Employee security | Performance participation
Community | MOTMs: authoritarian, | stahjlity and Service quality
(public) | Support cronyism, belonging Improved
nepotism, gender productivity
inequality
Lack of technology
awareness
Financial corruption Changes to costs, Input savings Reputation
Complex procedures increased technology Product/process
Governance/ efficiency _ Increased quality | innovation
Business | transparency Shareholder rights | performance Reduced regulatory
(economic/ | Board and ownership | Avoid Accountability risks
governance) | structures |nfr|rl1gen_1ents aEd Increased creativity | Sustainable
Minimal commitment to | OVE"@PPINGT8SKS 1y s oy process | development
human capital Improved quality | jmprovement
development of service
No EMS Statement of Control effect on Reduced pollution/
commitment to the | environment waste
Environmen environment Reduced incidents | Attract customers,
t Buy-in from staff and improved investors and
and board reputation shareholders
Defined roles
Incentivise firms to Tangible policy Reduced regulatory | Trade flows, FDI
improve CSR and guidelines risks Total factor
reporton CSP Greater Reduced gender productivity
Environmental policy | transparency and inequality Changed social
Government | Business/social policy | eémployment based norms
Saudisation policy on merit Sustainable
Increased costs development
Reduced
competitiveness

Empirical evidence of second- and third-order effects is difficult to locate, as is innovation;
thus, the identified downstream effects are largely speculative. However, there is abundant
evidence to support the idea that competitiveness depends on policy development, and
outcomes will depend on how stringently policy is applied. Consequently, the importance of
governments creating a suitable regulatory framework to resolve socio-political issues is
highlighted (Crane et al. 2013; Davis 1960; Margolis & Walsh 2003; Scherer & Palazzo 2011).
In addition, noting the tendency for private businesses in developed (Western) economies to

assume a government-like role, there is a potential tension from ‘competing interests’ in
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emerging economies that do not enjoy such democratic freedoms (Matten & Crane 2005).
Another issue in most emerging economies, and particularly Saudi Arabia, is the high level of
authoritarianism (Bellin 2004). Private businesses are not completely free and NGOs lack local
foundations (Anderson 2011; Bellin 2004, 2012; Gill 2017). These constraints negatively affect
CSR in the country and collectively a more fundamental role is evident for governments in an
emerging economy. This role involves the creation of an authorising environment for
practitioners via legal and regulatory policy, with unambiguous expectations for businesses and
individuals to deliver on their functions; otherwise, the risk is that CSR will be compromised

by ambiguity and cultural inertia.

Another constraint is the shortage of skilled employees—an issue echoed by a great number of
participants in the health sector. As Bellin (2004) reported, literacy rates are generally low in
the MENA region. The interviewees confirmed this situation. With a significant increase in
population and the rising demand for services, there is a growing gap between supply and
demand that will compound the issues with quality in healthcare services (Almalki et al. 2011;
El Bcheraoui et al. 2015; Elachola & Memish 2016). Another issue noted is the lack of clarity
and transparency in legislation, which causes deterioration in service quality, delays in service
delivery and inadequate human development. The call by Ahmed & Asmaa (2016) for an
integrated regulatory system within an overall organisational and governmental reform strategy
in Arab countries is well justified. A paradoxical challenge is that, if change is to occur,
organisations must reconfigure to suit changing events via internal compensations and
adaptations, instead of being controlled in the conventional manner by governments and

regulation.
5.5 From Rhetoric to Quality in Practice

The CSR policy framework (SESGI-h) identifies 31 indicators across three broad domains—
economic, social and environment. The index provides an objective basis for implementation
of CSR in the public health sector. To support quality in implementation and subsequent
evaluation to capture results and support continuous improvement, the individual practices
were consolidated into three priority groups based on staff feedback. The parent domain is
presented in parentheses in Table 5.3. Priority 1 signifies the most important variables
identified by the practitioners (> 5%), Priority 2 identifies variables of moderate priority (2 to
4.9%) and Priority 3 identifies variables rated as least important (< 2%).

155



5.5.1 Priority Groups

Table 5.3: CSR/ESG Indicators in Priority Groups

Priority CSR indicators Ratio
1. Water and energy consumption (environment) 8.91%
2. Total waste/waste management (environment) 8.51%
3. Environmental pollution (environment) 6.02%
Priority 1 (> 5%)
4. Financial corruption (economic) 5.76%
5. Human and community rights (social) 5.75%
6. Moral corruption (economic/social) 5.70%
7. Asset recovery (economic) 4.40%
8. Occupational health and safety (social) 4.31%
9. Corporate citizenship/Saudisation (social) 4.22%
10. Eco-design system (environment) 4.13%
11. Product/service safety and quality (social) 3.94%
12. Corporate philanthropy (social) 3.84%
13. Social investment (social) 3.30%
Priority 2 (> 2 to < 5%) 14. Transparency, disclosure and audit (economic) 2.59%
15. Employee benefits (social) 2.59%
16. Green purchasing (environment) 2.52%
17. Economic crisis and risk management (economic) 2.46%
18. Shareholders’ rights (economic) 2.29%
19. Customer rights and relations (social) 2.19%
20. Board structure and effectiveness (economic) 2.12%
21. Social communication (social) 2.03%
22. Natural hazard management (environment) 1.77%
23. Improving the supply chain (social) 1.59%
24. Labour rights (social) 1.52%
25. Innovation/development strategies (social) 1.51%
Priority 3 (< 29%) 26. Equal opportunity (social) 1.43%
27. Monopolistic practices (social) 1.42%
28. Ownership structure (economic) 1.12%
29. Gender equality/employing women (social) 0.78%
23. Human capital development (social) 0.70%
31. Talent attraction and attention (social) 0.58%
Total 100%

While categories are not intended to be definitive, they facilitate focus when implementing the

proposed framework. The grouped priorities, for example, will enable suitable resource
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allocation and help in subsequent evaluative review of implementation. With suitable metrics
for each indicator, it is also possible to develop a performance scorecard to assess (before and
after) results for reporting purposes. Examining these CSR indicators (a ‘global’ view of the
31 practices), it is clear that the social domain was rated as most important (41.68%). With 17
indicators identified, it was also the most substantial domain. The next most important domain
was environment (34.5%), albeit with just six indicators identified. The economic domain
(23.83%) was ranked lower in priority, with eight indicators; however, as indicated by the
qualitative comments, this was considered a key enabler of practices in the other two domains.
It is useful to note that the priority given to each domain and the identified practices appeared
largely consistent with the needs and priority highlighted for CSR and ESG in emerging
economies (Ahmed & Asmaa 2016; Hudson & Claasen 2017). For example, as evident in the
literature, moral corruption practices are a clear feature of a great number of Arab countries
(Farhan et al. 2016). Another example concerns women, who, in a great number of emerging
countries, are subject to more rules and constraints in their daily life than are men (Shen &
Khalifa 2010).

5.5.2 Calibrating Practice with Internal and External Stakeholders

From an internal stakeholders’ perspective, the priority groups are a useful basis for a high-
level policy review to verify compliance and possible blind spots in terms of attitude, as well
as in subsequent policy and implementation. From an internal stakeholders’ perspective, for
example, it is possible to assume that the priority accorded to each practice is an accurate
indication of intention. Using attitude or intention as an indicator of implementation, we may
conclude that the social domain, while the largest of the three domains by number of variables,
is also at risk of non-implementation for a number of societal indicators that are presently
ranked in Priority 3. Conversely, once the policy/implementation connection is established, it
is possible to test for inclusion and compliance from the perspective of a key strategic and
external constituent—the Saudi government. On the basis of Table 5.1, there is arguably a
strong rationale for hospitals to recalibrate their priorities for innovation, human capital
development and gender rights, with current priorities at odds with the social need and

government strategic direction (as per Vision 2030).
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5.5.3 Continuous Improvement

Another aspect in any shift from rhetoric to quality in practice relates to understandable
constraints in resources and time. Given these potential constraints, it is possible that (Priority
3) societal practices may end up being supported more in form than in substance.
Correspondingly, assuming a periodic review process, the prioritised list gives CSR
implementation teams a vehicle by which to reflect on implementation and performance and,
if necessary, institute changes to suit new information or need. A further consideration in any
shift from rhetoric to quality is a lesson from QM. Through an iterative learning process
involving all key stakeholders, the prioritised list and associated performance criteria can be
regularly updated to ensure currency and efficacy of practice (Meeks et al. 2017). Moreover,
based on experience in implementing ESG, another key issue is objectivity of scoring outcomes
and experience. An iterative process of improvement will overcome significant differences

between scores for some companies, which can result partly over disagreements in definition.
5.5.4 Test of Utility

Having organised the 31 practice variables into three priority groups, the SESGI-h was tested
for utility. The policy index was first benchmarked against the selected industry indices—the
DJSI, ASPI Eurozone and SARCIl—as well as ESG-related criteria. Key considerations
included confirming whether the policy framework overcame earlier noted limitations,
particularly of the SARCI, as well as determining whether the index provided a robust set of
CSR indicators, as this is a core way for responsible businesses to operate today (Cho & Patten
2007; Rossi 2017). Table 5.4 presents the results of this test of utility.
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Table 5.4: Desktop Test of Utility for SESGI-h Compared with Other CSR Indices

Indices CSR indicators Number of Stakeholder Sector Emerging Scorecard/ Weighting
indicators voice economy metrics
DJsI Comprehensive practice 25 No General and specific No Available Economic domain is
indicators indicators by sector primary
ASPI Lacks a comprehensive | No indicators for No No general indicators No No All of equal importance
set of practice indicators CSR practices
SARCI Lacks a consistent 8 No No (general Yes No No differentiation—all
structure/no indicators) domains equal
comprehensive
indicators
FTSE4 Comprehensive practice 12 No General and specific No Available Economic domain is
Good indicators indicators by sector primary
ESG India Lacks a consistent 18 No No (general Yes No No differentiation—all
structure indicators) domains equal
SESGI-h Comprehensive sector- 31 Yes Sector-specific Yes Yes— Social domain is
Private specific indicators priorities indicative key primary/individual
indicators priority

health sector
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As revealed by this simple desktop exercise, there is a sector-specific tendency in the
comparison indices, lack of differentiation between activities and low recognition of country-
specific need. These limitations render the comparison indices unsuitable for supporting CSR
policy, much less measuring quality of practice. These limitations are markedly reduced in the
composite index (SESGI-h), which can be further enhanced by policy discretion in decisions
versus a strict rule-based approach, which is the practice in some ESG ratings (Giese et al.
2017; Mooij 2017). The SESGI-h is based on practitioners’ experience; thus, the index has
stakeholder engagement (voice) and, with the inclusion of value components in any future
index construction, there is a capacity to differentiate given particular economic, societal and
environmental considerations. Comparatively, the SESGI-h offers a substantive advance in
CSR practice from undifferentiated activity to sector-specific needs in an emerging economy
context (Saudi Arabia). Assuming the subsequent development of aggregate (hard and soft)
metrics, the composite index can also be usefully extended to measure performance (CSP) in

terms of the most important factors for an emerging economy.
5.5.5 Performance Analysis Using SESGI-h

Having established the face-value utility of the SESGI-h, what remained was to measure
performance using the index. Drawing on practice literature, four illustrative performance
categories were proposed (Kiessling et al. 2016). These categories in turn captured local
country- and business-specific customer imperatives (defined as core performance indicators)
and key stakeholder or government-mandated activity, as well as general activity described as

non-core and discretionary or future oriented. The four performance categories were:

e Al (customer-related needs/core performance)
e A2 (stakeholder interests or government mandated)
e A3 (non-core performance or industry practice)

e B (discretionary, future-oriented activity).

These four categories enabled a (visual) performance metric based an interval scale of colour
levels (red, yellow, green and blue) to identify conformance based on two criteria: relevance
and credibility (of information) (Meyer et al. 2012). Red signifies information that is absent or
of low relevance and low credibility. Yellow signifies a development opportunity with partial
conformance on either criterion (relevance and credibility). Green signifies near full

conformance with both criteria. Blue indicates best practice (core performance focused on
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customers with both reliable and credible information). Table 5.5 presents a performance

analysis of three large private hospitals in Saudi Arabia using annual company reports and

available CSR reports, mapped against the 31 practices of the SESGI-h.

Table 5.5: Performance Analysis Using SESGI-h for CSR/ESG Practices

CSR practices Domain Ratio | Compliance | Hosp. | Hosp. | Hosp.
protocol A B C

Stakeholder Priority 1
1. Water and energy consumption Environment | 8.91% Al
2. Total waste/waste management Environment | 8.51% Al
3. Environmental pollution Environment | 6.02% Al
4. Financial corruption Economic 5.76% Al
5. Human and community rights Social 5.75% Al
6. Moral corruption Economic 5.70% Al
7. Asset recovery Environment | 4.40% Al
Stakeholder Priority 2
8. Occupational health and safety Social 4.31% A2
9. Corporate citizenship/Saudisation Social 4.22% A2
10. Eco-design system Environment | 4.13% A3
11. Product/service safety & quality Social 3.94% A3
12. Corporate philanthropy Social 3.84% B
13. Social investment Social 3.30%
14. Transparency, disclosure & audit Economic 2.59% A2
15. Employee benefits Social 2.59% B
16. Green purchasing Environment | 2.52%
17. Economic crisis & risk Economic 2 46% A3
management
18. Shareholders’ rights Economic 2.29% B
19. Customer rights and relations Social 2.19%
20. Board structure and effectiveness Economic 2.12% B
21. Social communication Social 2.03% A3
Stakeholder Priority 3
22. Natural hazard management Economic 1.77%
23. Improving the supply chain Social 1.59% B
24. Labour rights Social 1.52% A2
;E;é::;ig\éation/development Social 151% Al
26. Equal opportunity Social 1.43% A2
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27. Monopolistic practices Social 1.42% A3
28. Ownership structure Economic 1.12% B
SVSZ). ng;eennder equality/employing Social 0.78% A2
30. Human capital development Social 0.70% A3
31. Talent attraction and attention Social 0.58% B
Totals (compliance) 67.8% | 40.5% | 35.64%

The table is instructive, as it reveals significant gaps (or failure to report) in current practice
and considerable opportunities for improvement across all priority groups—Priorities 1, 2 and
3. Designing performance into CSR activity clearly requires initial policy effort to first identify
a range of suitable social, economic and environmental indicators and associated performance
criteria, and then invest effort to ensure initial compliance, maintain currency and ensure the
ability to continuously improve. However, once these principally voluntary measures become
internalised, the benefit is clear, as it can set the stage for sustained success and opens the door

to innovation (Jacobsen 2011).

The percentage of compliance of each hospital was calculated based on the sum of averages
for each CSR practice in the SESGI-h. Allowing for incomplete reporting, Table 5.5 indicates
a considerable number of areas in CSR activity that were only partially achieved (yellow) or
not achieved (red) for all three hospitals in the Kingdom. In each performance area, it is
possible to identify specific areas of need and consequent strategies for improvement for each
hospital. At face value, it is clear that Hospital A (67.8%) performed best, with most Al
indicators satisfied, yet with some A2 ‘nominally mandated’ activities not yet achieved or
requiring future development. Conversely, the number of A3 indicators well achieved might
suggest a forward-looking commitment to CSR in this hospital. For Hospital B, the results
suggest that the hospital is not devoting sufficient attention to a number of social and possibly
government-mandated areas, but rather is focused on the economic dimension. In relative
terms, the performance for many Al and A2 criteria in Hospitals B and C were either not being
reported or were nascent and requiring development, especially at Hospital C. There was no
evidence of any performance that currently could be rated blue (best practice).

5.5.6 CSP: Supporting Impact

As Graafland & Smid (2019) suggested, policies merge into outcomes if they are supported by

high-quality implementation. Assuming that what is measured can be improved, quality
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implementation will be helped by a rubric that measures results. To achieve this, we adopted
the rationale for weighting performance identified by Meyer et al. (2012) based on end-user
needs in a medical facility. The rationale was as follows: 30% of the quality measurement was
directed at design conformance (external stakeholders), while 70% was weighted towards
process conformance (internal practice). Adopting this rule of thumb, a 70% weighting in a
prospective rubric was allocated for process conformance as follows: Priority 1 practices
(40%), Priority 2 (20%) and Priority 3 (10%). These weightings will vary over time and context
to reflect the organisation’s location in its improvement journey, but the 70% allocation

arguably strongly moderates any risk of policy—practice decoupling.

The remaining 30% was apportioned to design conformance, which addressed the second
tension of greenwashing, which relates to a potential gap between positive communication and
poor performance. The 30% was apportioned as follows: 10% to reporting results in
recognition that effective communication, including report structure, is a natural extension of
implementation, and 20% to sustaining results, which recognises that continuous improvement
is an essential aspect of any performance rubric (Meeks et al. 2017). This weighting aside, what
will help institutionalise CSP is to make its implementation an explicit responsibility of
business leaders. Their role is regarded crucial (Graafland & Smid 2019) and this element could

be included as an item in the 20% apportioned to sustaining results.

Finally, in a caution against any rush to identify metrics for desired practices, as Graafland &
Smid (2019) counselled, governments can help by mandating minimum standards in reporting
and can seek to foster comparison by encouraging a standardised report format. However,
governments and policymakers should also understand that there is high degree of divergence
in CSP across sectors; thus, the aim must be to maintain a good balance between self-regulation
and government regulation of CSR practice.

5.6 Policy and Practice Framework (RO4)

CSR initiatives are important for sustainable development, increasing firm value and enhancing
competitive advantages (Clarkson et al. 2008; Jamali & Karam 2016; Mishra & Modi 2016;
Shehadi et al. 2013). However, the global indices applied commonly are unsuitable. Guided by
the principle that what is measured can be improved, this study has outlined the design and
partial evaluation of a sector-specific, practice-oriented framework for CSR in an emerging
economy. Assuming the clear definition of suitable metrics for the 31 indicators identified, this
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practice framework can be extended to support the measurement of results and enable
continuous quality improvement. In effect, the SESGI-h overcomes a key obstacle to
integrating social and environmental performance into core business—the absence of a suitable

mapping tool (Bocken et al. 2013).

Reflecting on country context, while CSR has reportedly advanced towards institutionalisation
in Western developed economies, the general emphasis of CSR activity still largely remains
‘value creation’ defined by the dominant market logic, such as competitive positioning or profit
(Bondy et al. 2012). This fixation with ‘maximising value’ helps sustains the view of CSR as
an illusory goal that is noble in spirit, yet unachievable in practice (Devinney 2009). Turning
to an emerging economy, it seems that CSR is mostly viewed as corporate philanthropy, while
firms engage in profit maximisation and, as evident from the interviews, the social and

environment domains are largely ignored.

Turning from motive to practice, the literature shows that measuring the outcomes of CSR is
problematic. Labelled as CSP (Graafland & Smid 2019), measuring results highlights the risk
of greenwashing (the potential gap between positive communication and actual performance)
reflective of less visible (cultural and sector/country-specific) relationships in CSR adoption
beyond narrow strategic interests. However, the concept of CSP is more substantive than
symbolic, as it captures the sector trend towards ESG. Thus, from an institutional perspective
of CSR, the central role of governments is highlighted for sustainable CSR for an emerging

economy such as Saudi Arabia.
5.6.1 (Policy and) Practice Framework

The application of a (policy and) practice framework has been discussed in the context of a
three-stage process of CSR and CSP—see Graafland & Smid (2019). Illustrated conceptually
is Figure 5.1, the three-stage process has been adapted for an emerging economy context.
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Figure 5.1: Policy and Practice Framework for Sustainable CSP for Emerging Economies

Pre
conditions

Global

o Polici Implementation Reporting s
JRS———— icies || Implementation -z . % L.
! ¥ olicies P (Results/ Impact)
£ :
HERE ’ .
A 2 s
EIRA ¢ s ’ N
Bloo | ’ . N 4 e
El T < Decoupling e lgreen-wuohmg\
= 2 H AN ’ ~ ’
& v ! S P ~ Vv
2| N/ ; ML
(=] | . ~ 8 e i ~
: ) Social/ Moral 'd Symbolic { Competing i
' P N % Ambiguity response interests s N 3
- PRt - e ’
R S B . 9 - \ ’ ;
E| € i¢ ’ . \ V' Decoupli | Green-washin ; 1 < 7 Change ~
gl & S Void ,/I'rioritised 4 €COUPUNE . Integrated . SRING Yalue | .« (oM 7
SR /7 needs response mapping / . 7
S i -~ ’ : ’ ) i R ’
=p| =P LN 4 3 . / N
E En _l \_’ ok s " HEE ’ ." * %k , v
s . . .
S| = I . P 1 Enabling R4 1 - pr
s E . Mapping tool‘ pr framework -’ 1 Metrics .
3| = h P . e v o
= - A ~. -

##% Necessary conditions
Accepting the three-stage process by Graafland & Smid (2019), four basic practice tensions
are identified in an emerging economy: policy void, decoupling (between policy and practice),
greenwashing (potential positive communications and poor results) and change (to stay current
or adapt to disruption). Associated practice considerations are also identified: the need for a
mapping tool and prioritised needs at the formative policy stage, an enabling framework and
integrated response strategy at the implementation stage, and suitable metrics and value
mapping to measure results. These are necessary conditions for effective CSR, while a suitable
regulatory framework will help resolve socio-political issues, such as the cultural norms and

inertia that can derail the implementation of CSR.
5.6.2 Tension 1: Policy Void and Moral Ambiguity in Emerging Economies

The first tension identified in a policy and practice framework for emerging economies is that
of a policy void and associated social/moral ambiguity (of practices). The key necessary
condition identified is a suitable mapping tool, supported ideally by prioritised needs. The
primary concern in this pre-policy design stage is to enable practice, given scarce resources
(hence prioritised needs) and the endemic issue of social and moral ambiguity that can exist in
emerging countries because of several factors. First, civil society is weak, labour unions are
inactive, business people’s associations are not independent, and private organisations often

lack local regulations (Anderson 2011; Bellin 2004; Gill 2017). Second, authoritarian practices,
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as well as nepotism, racism and gender inequality, are evident (Hudson & Claasen 2017;
Korotayev et al. 2015). These are powerful contextual conditions that can lead to substantive
social and economic issues, such as misallocation of local wealth, reduced human and capital
productivity, poor quality of governmental services, increased pressure on governmental
expenses and stifled economic growth (Méon & Sekkat 2005). These conditions drive the need
for a clear agenda for CSR, supported by an integrated system of regulation within an overall
strategy of organisational and governmental reform (Rahman Belal & Owen 2007). Arguably,
a clear regulatory framework can help governments and other stakeholders in the community

advance a country’s economic and social growth (Ahmed & Asmaa 2016).

Despite being considered a rich country based on the abundance of crude oil, Saudi Arabia is
facing serious social problems, as with many other emerging economies (Farhan et al. 2016).
These problems include high unemployment, a lack of trust and transparency, female
disempowerment, corruption and widespread nepotism and discrimination (Al-Ghalib et al.
2018; Farhan et al. 2016; Fnais et al. 2013). Unsurprisingly, the government-endorsed SARCI,
which focused on the quantity of CSR practices, rather than the real needs of the community,
has failed to enhance the economic position of Saudi Arabia and failed to solve any social
issues (Mandura et al. 2012; SAGIA 2008).

Policies are a crucial first step in helping companies devise a CSR strategy. Clear policies also
create the motive and rationality of action that leads to effective implementation of CSR as a
development tool (Graafland & Smid 2019). Thus, policymakers and practitioners must focus
on developing clear policy for CSR (Sinkovics et al. 2015). To support this outcome, this study
developed a consolidated index for CSR practices based on a critique of selected well-known
CSR indices (RO1). This consolidated index was then used to develop a prioritised index for
the health sector in Saudi Arabia (RO2). The selected indicators provided the basis for a

systematic set of metrics that could be developed to evaluate CSR practices.
5.6.3 Tension 2: Decoupling between Policy and Practice

A second implementation tension (see Table 5.1) related to the potential means—end decoupling
(or disconnect) between policy and practice. Given multiple and possibly competing
stakeholder interests, there is a risk of decoupling between policy and practice or of adopting
symbolic responses. This risk arguably reflects the natural pressures between external

legitimacy and internal efficiencies. Reflecting the influences of this decoupling, the reality is
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that CSR has evolved into a mandatory scheme at national, regional and even transnational
levels (Carroll & Shabana 2010), and reflects the competing requirements of multiple groups
of stakeholders (Dawkins & Lewis 2003; Greenwood 2001; Maignan & Ferrell 2004). A
critical point in satisfying different groups of stakeholders is to go beyond the main goal of
investors (profit). Other stakeholders expect, for example, to be treated fairly, plainly and with
clarity in marketing and communication. In addition, the community reasonably expects
companies to operate with full integrity and contribute to the development of the community.
When stakeholders’ expectations conflict, companies must be cautious of incurring potentially
serious problems. Key to managing this tension is building a strong connection between groups
of stakeholders from different organisational levels (Werther Jr & Chandler 2010). An enabling
framework, such as the policy and practice framework in Figure 5.1, and an integrated process
are identified as necessary conditions to navigate this second stage in implementation.

5.6.4 Tension 3: Greenwashing (Competing Interests)

A third tension identified in Table 5.1 is the potential for greenwashing, which highlights a gap
between (positive) communications and actual (poor) performance when reporting CSR
(Bromley & Powell 2012; Graafland & Smid 2019). Given multiple and possibly competing
stakeholder interests, this gap between communication and actual performance is the result of
both external and internal drivers. As the literature notes, companies often report CSR practices
based on their areas of interest and in mostly rhetorical ways (Ellerup Nielsen & Thomsen
2007; livonen & Moisander 2015) or as a public relations exercise (livonen & Moisander 2015;
Mintzberg 1983). Yet the expectation is that businesspeople must act responsibly—an
expectation that extends to the Middle East (Shehadi et al. 2013).

Turning to reporting results, as a number of studies have indicated, stakeholders seek
information about CSR practices and investors will reward companies when social practices
align with their interests (Barnett 2019; Marin et al. 2015; Sen & Bhattacharya 2001; Sen et al.
2006). For these reasons, CSR is not only an essential component of strategy (Kotler & Lee
2006), but also requires businesses to be vigilant about unethical actions, as well as ethical
actions that may be seen as inconsistent with stakeholder interests (Marin et al. 2015). Another
consideration in reporting results is that reports can often be low in quality and not provide the
information that readers seek (Habek & Wolniak 2016). Two categories of criteria are
identified for reports—relevance and credibility (of information)—with experience suggesting
that the relevance of information is often at a higher level than credibility. These issues

167



intensify the problem of evaluating performance and comparing results (Habek & Wolniak
2016); however, on a positive note, there is a significant positive relationship between CSP and
the readability of reports (Wang et al. 2018). Simply, companies with stronger CSR
performance are more likely to have CSR reports with higher readability.

5.6.5Tension 4: Continuous Improvement (Further Study)

A fourth and final tension for sustainable CSR and CSP is the need to update CSR indicators
and metrics occasionally. As aforementioned, while many Saudi companies have turned their
focus towards CSR, what is really needed is a practice-oriented framework and related research
to test the effects of CSR practices (Mandura et al. 2012). In addition, to ensure the currency
of this sector-specific framework, the framework needs to be revised periodically through a
systematic process that shifts providers from a reactive to proactive approach that seeks internal
alignment and continuous improvement based on evidence (Meyer et al. 2012). Thus, the
prioritised list of CSR indicators and associated priorities need to change in accordance with
high engagement with key stakeholder to ensure currency, given changing circumstances and
lessons from an iterative learning process (Meeks et al. 2017). Although a QM approach is not
yet evident in the CSR field (Sapru & Schuchard 2011), as some studies have confirmed, there
is considerable benefit to be gained from applying a quality framework to business-aligned
cases for program improvement (BSR & ASQ 2011) and for evaluating social performance
(Jacobsen 2011).

5.7 Summary

This chapter discusses the results of the main objectives of the study. The consolidated index
provides the basis for clear CSR policies and the framework needed to measure performance
in an emerging country context. The index also offers a (health) sector-specific approach, as
urged by the literature, and overcomes the bias towards economic factors and other weaknesses
noted in the comparison indices. Despite this economic bias evident in some indices, especially
in DJSI and GRI (Fowler & Hope 2007; Windolph 2011), the literature also supports the view
that financial returns are no longer the exclusive driver of CSR (Daizy 2014). Consistent with
this evolution in focus, this study shows that social and environmental factors are regarded as
significant, as are engagement and partnerships with stakeholders. Conversely, reflecting less
visible cultural and organisational tensions, most of the current study participants agreed that

the culture of the Saudi community is a great challenge for employees. Two particular issues
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were highlighted as significantly hindering performance: racism and gender inequality. Albeit
described differently, these embedded cultural attitudes are similarly evident in the MENA

region.

Consistent with the literature’s great emphasis on employee engagement in determining CSR
initiatives (Wang et al. 2016), the healthcare professionals surveyed in this study represented
the primary internal stakeholders and tended to facilitate CSR practices (Isa & Kitt 2015). The
prioritised CSR practices (RO2) were based on their feedback and experience. Assuming
scarcity of resources and time, the list was consolidated into three priority groups to facilitate
the development and implementation of sector-specific practices. Internal stakeholder
involvement is expected to help override policy and practice decoupling by ensuring
compliance, and negate inadvertent exclusion of practices. Further, these internal stakeholders
and experienced CSR practitioners helped identify the enabling and constraining forces
affecting practice and effective CSP (RO3). These interview findings supported the
quantitative data, which highlighted that the CSR agenda for healthcare professionals is driven

by stakeholders’ interests and focused on social issues.

The prioritisation process of indicators helps shift CSR practice from generic activity to actions
based on perceived importance in the sector. Moreover, to promote quality in action across the
identified variables in the index, the CSR practices were consolidated into three priority groups
(the most important, moderately important and least important). This step was useful for the
allocation of scarce resources and when reviewing implementation. The prioritised groups were
also used to devise a scorecard to assess and report performance. Using a formative rubric, this
study conducted a content analysis of published CSR reports for three private hospitals in the
Kingdom. The outcome illustrated at face value a considerable number of areas in CSR activity
that were only partially achieved or not achieved for all three hospitals. This simple analysis
indicated how practitioners could use the index to review extant practices and the government
could foster comparison by encouraging a standardised report format. Equally, understanding
the high degree of divergence in CSP across sectors, the essential aim is to maintain a good

balance between self-regulation and government regulation.

This chapter then presented a qualitative analysis of stakeholders’ opinions on CSR practices,
identifying a number of (mostly constraining) forces that influence CSR practices and
healthcare professional performance. The analysis shed light on some existing practices and
obstacles in the Saudi health sector that largely constrain effective CSR in the sector and
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country. The reflective process embedded in the proposed policy and practice framework
(RO4) helped illuminate four practice tensions for an emerging economy: the initial policy void
and associated social and moral ambiguity that can negate CSR implementation, the possible
decoupling between policy and practice, the potential for greenwashing when reporting CSR
practices, and the need to review and update the index to ensure currency given changing
circumstances. The summative outcome of this study was a practice-oriented policy framework
in a three-stage process: policy, implementation and outcomes. Adapted to suit an emerging
country context, the framework identified four possible tensions before, during and after CSR
implementation. The expected result of this framework is to help society challenge and remove
social constraints and improve the country’s social and economic conditions through focusing
on social needs. The framework can also be used as a useful tool to enhance companies’ and

countries’ competitiveness.
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CHAPTER 6: CONCLUSION

6.1 Enabling Effective CSR

As noted at the start of this study of CSR, there are varied definitions of the concept of CSR
(Blowfield & Murray 2014) and practitioners often do not agree regarding what CSR comprises
or what socially responsibility involves (Crowther & Aras 2008). Nonetheless, in its broadest
sense, this study accepts CSR as relating to business relationships between global corporations,
national governments and individual citizens (Crowther & Aras 2008) and that CSR practices
will vary, determined by factors such as the national context of history, culture and tradition,
as well as community interaction, public mentality and socioeconomic development (Carroll
& B. 2000; Mandura et al. 2012; Poussenkova et al. 2016). Reflecting on country context, there
is an important and necessary distinction between CSR as a business tool and CSR as a
development tool (Sinkovics et al. 2015). This distinction draws attention to the fact that
Western-based CSR practices may not be effective in an emerging economy, such as Saudi
Arabia. Equally, CSR has an acknowledged crucial role in emerging economies, where
economic growth and business activity can have the most dramatic social and environmental
effects (Visser 2009). That said, it is also clear that culture and religion are strong contextual
determinants that influence CSR, while stakeholder engagement is crucial in identifying CSR
indicators (Fowler & Hope 2007). Finally, while the absence of a suitable regulatory
framework compromises effective practice, global indices for CSR are also unsuitable for
emerging economies that are characterised by underdeveloped capital markets, weak legal

controls and economic or political uncertainty (Tsamenyi et al. 2007).

Locally, many businesses in Saudi Arabia have turned their focus towards social contribution
and the community (Aldosari & Atkins 2015; Edgar et al. 2016; Khan et al. 2013). However,
the country lacks a practice framework and associated research to test the effect of CSR
practices (Mandura et al. 2012). Noting the scope and scale of related considerations, this study
aimed to devise a sector-specific policy framework (Figure 5.1) suited to the country and an
emerging economy. The framework and associated formative performance rubric provided a
substantive basis to implement CSR and report performance. For Saudi Arabia as an emerging
market, the country is unlikely to move beyond rhetoric without its corporations, public and
private, genuinely engaging in societal affairs and in the wellbeing of citizens, which in turn is

inextricably linked to environmental, technological and social considerations. Consistent with
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general insights in the literature, an integrated and multilevel approach that involves
corporations in partnership with government is required to enable the necessary changes. This
study also identified a policy void and the absence of regulatory structures, compounded by
the absence of management commitment. Effective change requires an authorising
environment to support practitioners and sustain effective CSR beyond activity and empty

rhetoric.
6.2 Agenda for Change

While an approach to change was not the focus of this study, the issues identified will need to
change to enable the desired country and company outcomes. The broad impetus for change is
captured in the need to move forward from rhetoric and associated sociocultural habits—
particularly the traditional male-dominated and hierarchical thinking—to a more open and
transformational approach. Some elements of this change agenda include a basic redesign of
organisational practices to embrace diversity in organisations (structural and ideas based),
which is a crucial source of strength and adaptability and helps build capacity for innovation
and resilience. In addition, paralleling the approach of QM in CSR, the change agenda must
include evidence-based actions to understand empirically what works and why, rather than

relying on assertions and general rules of thumb, usually determined by senior management.

Beyond effort, this study also argues that, for effective CSR and CSP, there is change required
in terms of motive and focus. The evidence, according to some literature, is that businesses in
Saudi have turned their focus towards social contribution and the community (Aldosari &
Atkins 2015; Edgar et al. 2016; Khan et al. 2013). However, efforts are reportedly hindered by
the lack of practice framework and associated research to test the outcomes of CSR practices
(Mandura et al. 2012). Noting the many other constraints identified in the qualitative data in
Chapter 4, the risk is that the country will not move beyond rhetoric and will subsequently fail
to meet the real needs of Saudi society. Largely consistent with insights in the literature linked
to emerging economies, the challenges that emerged from this study included governance gaps,
gender inequality, managerial underperformance and a tendency to avoid embracing diversity.

These are some of the many items that emerged as constraints to practice in this study.

6.3 Summative Remarks

This study has developed the SESGI-h framework as suitable for the healthcare sector in the

emerging economy of Saudi Arabia. The index is considered essential to overcome the lack of
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mapping tool and standardised metrics for CSR practices that realistically are also needed to
report and measure key performance drivers (Epstein & Roy 2001; Vogel 2007). The empirical
contribution is a composite index (SESGI-h) with prioritised indicators that resolve a practice
gap in Saudi Arabia. Given the demand for clear CSR policies and the need to measure
performance (Kotler & Lee 2006; Vartiak 2016), the SESGI-h provides a systematic structure
and an inclusive set of indicators suited for the country and the private health sector, as urged
by the literature (Van Tulder & Van der Zwart 2005).

The key advantage of the composite index is that it overcomes the tendency towards
undifferentiated activity, the general bias towards economic indicators and a focus on large
companies in particular sectors, as in previous well-known CSR indices (Fowler & Hope 2007;
Windolph 2011). Supplemented by a more detailed self-analysis tool or rubric, the index is
well suited to implementing CSR and reporting CSP. This study also identified enabling and
constraining factors that influence the quality of implementing CSR practices and effective
CSP in the health sector of Saudi Arabia. This step is considered important to help practitioners,
decision-makers and other stakeholders in the wider community concerned with CSR to build
a connection between different groups of stakeholders to understand and overcome the
decoupling between policy and actual CSR implementation. Moreover, based on the political
theory, companies play a role in governance if regulations do not align with actual societal

needs, and companies can have a strong effect on the political system.

Conceptualising related research, several tensions in a three-stage CSP process were illustrated:
the initial potential ‘decoupling” between policy and implementation and the tendency for
greenwashing (in reporting) that can occur between implementation and results. In addition,
the study identified two further tensions in an emerging economy context. The first tension is
formative (before initiating policy), while the second occurs after measuring the results of
effective CSR. This study suggested that policymakers must consider the effects of ambiguity
and cultural inertia through prevailing norms that can contribute to policy inaction or voids that
may be common in emerging economies. To facilitate effective CSR, governments must create
an authorising environment. Conversely, the latter tension concerns the ongoing effort to
maintain a robust framework with supporting metrics. This latter tension allows a novel
theoretical contribution by this study, which unites the fields of CSR and QM.

QM s described as a powerful yet currently untapped connection (BSR & ASQ 2011). By
explicitly linking CSR to QM, the composite framework is arguably better suited to integrating
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CSR into corporate planning and reporting CSP because, through using explicit performance
criteria, CSR processes can be controlled and monitored to ensure a positive outcome for the
organisation or particular stakeholders, both in the short and longer term (Goetsch & Davis
2014). In addition, by adopting a quality approach to improvement, data on activity can be used
for internal process improvement—identifying performance gaps and biases in company
activity. The list of priority groups offers a further checklist for managers seeking to conduct
ad hoc analyses and transform data into actionable insights using analytics and dashboards if
required. This is doubly valuable because a standardised model applied equally is unrealistic,

given the differences in macro-environmental conditions, as well as country-specific contextual

determinants and sector characteristics (Jamali & Karam 2016; Tsamenyi et al. 2007).

While performance criteria can help reduce the means—end tension and subsequently improve
the link between reporting and outcomes, companies do not operate in isolation. As such, the
identified CSR variables and associated priorities must be reviewed regularly and refined to
suit the particular institutional environment (Habek & Wolniak 2016). There is clearly a
considerable ongoing effort required to sustain this shift towards CSP—or what was earlier
described as a change towards substance over form (Calabrese et al. 2013). This shift is founded
on a change in thinking in terms of motive and focus, and is enabled by a framework that

identifies policy and measure practices that matter. The overall effort is well justified.
6.4 Study Implications

This study has number of implications for several stakeholders, including policymakers,
companies and employees. For policymakers, this study will help the Saudi Arabian
government achieve its main intention of improving the economic situation of Saudi Arabia—
especially its intention to position Saudi Arabia as one of the top-10 nations in the world
economically. This was the main goal of developing the current CSR index (SARCI); however,
the SARCI failed to achieve this goal because of its focus on quantity without considering the
Saudi community demands and real needs. The SESGI-h will help the government achieve
Saudi Arabia’s Vision 2030, especially in terms of improving the quality of healthcare services
and creating an attractive environment for local and international investors. The CSR
framework will increase the government’s ability to assess and evaluate companies’ CSR
performance to ensure that these companies are participating in the country’s sustainable

development, including economic, environmental and social development. Finally, and
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generally, this study supports the development of a dynamic, transparent, accountable,
responsible and high-performance government through a systematic approach to measuring
CSR activity.

For companies, the suggested framework can be considered an effective guideline for
companies aiming to apply and manage their social activities. Given that this study focused on
the real needs of the Saudi community, companies can attract loyal customers and top-tier
employees, which is important to their long-term success. Many consumers will willingly deal
with these companies knowing that part of the companies’ main goal (profit) will be channelled
towards social initiatives that are important to them. High-quality CSR practices that consider
stakeholder needs among the main factors of increasing profitability and long-term economic,
environmental and social success. For employees, formal CSR initiatives can enhance morale
and lead to greater productivity in the workplace, as employees tend to facilitate the success of

CSR practices when these practices align with their interests.
6.5 Study Contribution

The study’s empirical contribution is a prioritised activity for CSR through developing the
SESGI-h. This index resolves a gap in practice for Saudi Arabia and potentially other emerging
economies. It considers the differences between developed and emerging economies,
especially in terms of the policy void and other moral ambiguities of some emerging areas,
such as Saudi Arabia. This study provides a substantial mapping tool and formative metrics to
focus on CSP quality and the actual needs of stakeholders by providing a specific eigenvalue
for each practice in the SESGI-h, based on the opinions of healthcare professionals from the
health sector of Saudi Arabia. Moreover, although this study focused on the health sector in
Saudi Arabia, it can be considered an empirical guideline for experts, practitioners and
researchers in terms of the methodology of prioritising social issues by using the decision-
making tool in the AHP approach. The study also identified a potential gap between

practitioners’ views and actual demands and political perspective.

Importantly, this study closes the gap in the locally devised SARCI created in 2008 by the
Saudi government. The main gap in the current SARCI is that the focus is on the quantity of
CSR actions that appear in companies’ social disclosures, while this study aimed to devise a
scale to encourage and evaluate practices in terms of quality of CSR actions. Focusing on the
private health sector in Saudi Arabia as a case study, this study sought to improve the criteria
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for CSR that exist in the SARCI, as well as prioritising actions based on social and other issues
of significance to the Saudi community. However, the SESGI-h also overcomes a number of
gaps in other ESG indices, such as the bias towards the economic dimension of the CSR and
the lower priority given to social and environmental dimensions. This study emphasised using
CSR as a development tool, rather than a business tool. In addition, this study overcame the
bias towards large companies with more resources by offering a CSR index that focuses on the
quality of CSR activity, instead of the quantity; thus, companies who focus on the real needs
and demands of their community will rank higher in CSR, regardless of their size. The SESGI-
h also overcomes the lack of consistent structure and absence of a comprehensive set of practice
indicators in some indices by offering 31 indicators for CSR practices based on a synthesised
process of selected well-regarded ESG indices and current literature. Finally, and importantly,
the suggested index of this study considers the importance of engaging stakeholders in CSR

activity and other controversial issues.
6.6 Study Limitations

This study had number of limitations that could affect the research findings, research
implementation and lessons that emerged from the study. These limitations are summarised as

follows:

1. The researcher aimed to develop an ESG index to support CSR quality based on a
selected number of CSR indices; however, there were limitations in collecting data on
these indices because of the lack of information available to the public, especially in
terms of CSR criteria and methodology of assessments.

2. Although this study discussed the importance of engaging multiple stakeholders in
different CSR activities and emerging related issues, the researcher focused only on the
internal stakeholders of the health sector, who tend to facilitate the implementation of
CSR, due to lack of time and resources.

3. The researcher also used a quantitative approach called AHP, which has some
limitations. Although AHP is considered an effective tool for decision-making and
conflict resolution, it lacks sensitive elements, such as why stakeholders select one
practice instead of another. These differences could be slight and required further
explanation to support the results. Thus, the researcher used qualitative data from semi-
structured interviews to support the quantitative data. Moreover, an AHP hierarchy with

a large number of elements and multiple hierarchal levels is problematic. This hierarchy

176



is time-consuming, boring, complex and inconvenient, which may have affected the
number of completed surveys (linked to Item 4 below).

4. The questionnaire response rate was somewhat low, which was caused by a number of
factors, such as a lack of understanding of the importance of the study to the local
economy and the study’s focus on healthcare professionals, who sometimes work for
12 hours and thus lack time. Moreover, the health sector generally suffers from a
significant shortage of doctors and nurses, who represented the main respondents of
this study.

5. The semi-structured interview sample size was relatively limited. The qualitative data
collected relied on face-to-face interviews with doctors, nurses and medical
administrative staff who deal with sensitive segments of society and work longer hours
than employees in other sectors. For this reason, making appointments with healthcare

professionals required considerable time to complete.
6.7 Recommendations for Future Research

In accordance with these research achievements and to ensure the delivery of more robust and
useful outcomes in the future, the researcher believes that further work is required to fill the
existing practical and theoretical gaps in the area of evaluating CSR. Thus, the researcher

recommends that a number of conceptual issues be considered, as follows:

1. This study developed a prioritised index for CSR practices in the Kingdom, based on
the opinions of healthcare professionals, to overcome tensions related to implementing
CSR in emerging economies, including the policy void, decoupling between political
perspectives and stakeholder demands, and rhetorical approach to reporting CSR. It also
aimed to overcome some limitations in the current CSR indices, which may render them
unsuitable for emerging economies. This index aims to help both the government and
other stakeholders in the wider community manage, apply and evaluate CSR. However,
the researcher highly recommends that the evaluation process be undertaken by a third
party, so that the process is objective for outside stakeholders and allows companies to
compare their CSR efforts with other companies implementing CSR activity. Thus, the
Saudi government must encourage the existent of ESG rating agencies, rather than
relying on a self-reporting approach to evaluate CSR, to increase the credibility of the

information provided.
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Evaluating CSR and effective CSP requires tremendous effort and collaboration
between the government and companies. The researcher recommends that these efforts
should compare the outcomes of CSR relative to engagement with external and internal
stakeholders.

. The researcher recommends that the AHP process be implemented based on a group
study approach, rather than one by one, to improve qualitative responses. In this case,
each group study can involve multiple stakeholders who can prioritise the same set of
CSR indicators at the same time to minimise time wastage and collect a larger number
of opinions.

Based on QM and as the researcher mentioned, the suggested framework must be
revised periodically, as CSR issues are not fixed and require a continuous improvement
process to ensure the high quality of the CSR activities provided by companies.
Finally, CSR practices, evaluating CSP and related studies must gain support from
national authorities to encourage companies and researchers to take part in such studies
to improve the use of CSR as a development tool for both the local economy and for

social development.
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APPENDICES

Appendix 1 (Overview of the selected Indices)

Index Dimensions Indicators
Corporate governance
Economic Risk and crisis management
dimension Codes of conduct/compliance/anticorruption and
bribery
Environment i i
DISI (DISI Environmental reporting
2003; dimension
RobecoSAM
2015) Human capital development
Talent attraction and retention
Social Labour practice indicators
dimension Corporate citizenship/philanthropy
Social reporting
Environment
Human rights
Human
resources
ASPI Community
Eurozone .
(VigepASPI involvement
2013) Business
behaviour
Corporate
governance
Corporate governance
Risk management
FTSE4Good Governance Tax transparency
(FTSERussell
2016) Anticorruption
Environment Climate change
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Water use
Biodiversity

Pollution and recourses

Social

Customer responsibility

Human rights and community

ESG India
Index (S&P
2011)

Labour standards
Health and safety
Ownership structure
Corporate Shareholders’ right
governance Transparency, disclosure and audit

Board structure and effectiveness

Environment

Environmental pollution
Use of natural resources

Management policy and performance indicators

Labour rights
Employee health and safety

Employee Equal opportunity
Employee relations
Human rights
Community Community engagement/investment
Product safety and quality
Customer/ Monopolistic practices
Products

Customer relations

Business ethics

Business ethics

Corruption
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SARCI
(SAGIA 2008)

Responsible
business

climate

Corporate

philanthropy

. Attracting and

Employee benefits

Creating local jobs (Saudisation)

developing
talent Employing women
Business Ethics

standards and

Health and safety

Environment

compliance

Responsible Developing local economic opportunities
supply chain Improving the supply chain

Public

communication
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Appendix 2 (Study Questionnaire)

Study questionnaire

The relative importance of Corporate Social Responsibility (CSR) practices in the private
healthcare sector in Saudi Arabia.

The aim of our study is to devise a framework to help the government and other stakeholders
to apply, manage, and evaluate CSR practices in the private health sector in Saudi Arabia. We
aim to take a medical staff stakeholders’ perspective. This will include doctors, nurses, and

medical administrative staff.

In this questionnaire, we use what is known as Analytic Hierarchy Process (AHP). The AHP
approach allows respondents to express their preferred alternative as well as the degree of the
relative importance of each alternative. Therefore, using AHP in survey research questionnaire
can be determined as a superior method to identify precisely the respondents’ perceptions way

more than any other traditional methods.

In this questionnaire you will be asked a question in which elements are more important A or
B. In this case, you can choose A, B or equal (1). If you chose A for example you will be asked

how much more element A is important in comparison with element B (See Tables below).

A - Importance —or B Equal How much more?
1| o Economic or | o Environment 1|12(3|4|5|6|7|8]29
2 | o Economic or | o Social 1|23 |4|5|6|7|8]|9
The Fundamental Scale for Pairwise Comparisons
_IntenS|ty of Definition Explanation
importance
1 Equal importance Two elements contribute equally to the objective
3 Moderate importance | Experience and judgment slightly favour one
element over another
5 Strong importance Experience and judgment strongly favour one
element over another
7 Very strong One element is favoured very strongly over
importance another; its dominance is demonstrated in practice
9 Extreme importance | The evidence favouring one element over another
is of highest possible order of affirmation
Intensities of 2, 4, 6, and 8 can be used to express intermediate values.

Note: Definitions are attached with this questionnaire if any element of CSR is not clear or
not understandable.
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First: General Information

Name (optional)
1 Doctor
Current position ] Nurse
"1 Medical administrative
Employer
Gender 0 Male
1 Female

Second: the pair comparison of CSR pillars

A - Importance —or B Equal How much more?
1| o Economic or | o Environment 112 (345|617 |8]9
2| o Economic or | o Social 2|13 |4|5]61|7|8]9
3| o Environment or | o Social 2|13 |4|5]61|7|8]9
Third: the pair comparison for CSR dimensions of each pillar
3.1. Economic
A - Importance —or B Equal How much more?
1| o Corporate governance or | o Risk and crisis management 11234 |56 (7819
2 | o Corporate governance or | o Anti-corruptions 2134|567 |8]9
3 | o Risk and crisis management or | o Anti-corruptions 2 (3|4 (5|61]7 |89
3.2. Environmental
A - Importance — or B Equal How much more?
1 | o Environmental Management system or | o Green Supply Chain Management [ 1|2 |3 [4 [5 |6 |7 [8 ]9
3.3. Social
A - Importance —or B Equal How much more?
1 | o Employee or | o Community 1(2|3(4|5|6|7|8]9
2 | o Employee or | o Customer/product 2 (3|4 ]|5|61]7 |89
3 | o Community or | o Customer/product 213 |4|5]6|7|8]9
Fourth: the pair comparison for CSR practices of each dimension
4.1 Economic:
4.1.1. Corporate governance
A - Importance —or B Equal How much more?
1 | o Ownership structure or | o Shareholders right 11234 |56 (7819
2 | o Ownership structure or | o Transparency, disclosure and audit 1(2|3|4|5|6|7|8]9
3 | o Ownership structure or | o Board structure and effectiveness 112345671819
4 | o Shareholders right or | o Transparency, disclosure and audit 112|3|4 |56 (7819
5 | o Shareholders right or | o Board structure and effectiveness 112 (3[4 ]5|6]71]8]9
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| 6 | o Transparency, disclosure and audit

| or | o Board structure and effectiveness [ 1[2 [3 |4 [5[6 [7 [8]9]

4.1.2. Risk and crisis management

A - Importance — or B

Equal How much more?

1

o Natural hazard management

| or | o Economic crisis and risk management | 1 |2 [3 [4 |5 [6 [7 |8 |9

4.1.3. Anti-corruption

A - Importance — or B

Equal How much more?

1 | o Financial corruption

| or [ o Moral corruption

[1]2]3]4]5]6]7[8]S

4.2 Environment:

4.2.1. Environmental Management system

A - Importance —or B

Equal How much more?

1 | o Raw material consumption or | o Energy consumption 112|134 |5|6|7(8]9
2 | o Raw material consumption or | o Water consumption 1(2|3|4|5|6|7|8]9
3 | o Raw material consumption or | o Total waste/waste management 1123|4567 1]8]9
4 | o Raw material consumption or | o Environmental pollution 112 (3[4]5|6]718]9
5 | o Energy consumption or | o Water consumption 112 (3|4]|5|61]7|8]9
6 | o Energy consumption or | o Total waste/waste management 1123|4567 819
7 | o Energy consumption or | o Environmental pollution 112 (34|56 1]7]8]9
8 | o Water consumption or | o Total waste/waste management 1123|4567 ]8]9
9 | o Water consumption or | o Environmental pollution 112 (3]4|5]61]7]8]9
10 | o Total waste/waste management or | o Environmental pollution 112134 ]|5]|6]718]9
4.2.2. Green Supply Chain Management

A - Importance — or B Equal How much more?
1 | o Green purchasing or | o Asset recovery 112 (3|4|5|61]7|8]9
2 | o Green purchasing or | o Eco-design practices 112 (3|4]|5|61]7|8]9
3 | o Asset recovery or | o Eco-design practices 112345671819

4.3 Social:

4.3.1. Employee

A - Importance — or B Equal How much more?
1 | o Human-capital development or | o Talent attraction and attention 112 (3|4]|5|61]7|8]9
2 | o Human-capital development or | o Labour rights 1(2|3|4|5|6|7|8]9
3 | o Human-capital development or | o Equal opportunity 1123|4567 18]9
4 | o Human-capital development or | o Gender Equality/Employingwomen | 1 |2 |3 |4 |5 |6 |7 |8 |9
5 | o Human-capital development or | o Employee benefits 112 |3|4 |56 (7819
6 | o Human-capital development or | o Occupational health and safety 112345671819
7 | o Talent attraction and attention or | o Labour rights 112345671819
8 | o Talent attraction and attention or | o Equal opportunity 112345671819
9 | o Talent attraction and attention or | o Gender Equality/Employingwomen | 1 |2 |3 |4 |5 |6 |7 |8 |9
10 | o Talent attraction and attention or | o Employee benefits 112345671819
11 | o Talent attraction and attention or | o Occupational health and safety 112 (3[4 ]5|6]71]8]9
12 | o Labour rights or | o Equal opportunity 112 |3[4]5|6|718]9
13 | o Labour rights or | o Gender Equality/Employingwomen | 1 |2 |3 |4 |5 |6 |7 |8 |9
14 | o Labour rights or | o Employee benefits 12 |3[4]|5|6|718]9
15 | o Labour rights or | o Occupational health and safety 112 (3[4 ]5|6]71]8]9
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16 | o Equal opportunity or | o Gender Equality/Employingwomen | 1 |2 |3 |4 |5 |6 |7 |8 |9
17 | o Equal opportunity or | o Employee benefits 112|134 ]5|6]71]18]9
18 | o Equal opportunity or | o Occupational health and safety 112134 ]5]6]71]18]9
19 | o Gender Equality/Employing women or | o Employee benefits 112 |3[|4]|5|6|78]9
20 | o Gender Equality/Employing women or | o Occupational health and safety 112 |3[|4]|5|6|7]8]9
21 | o Employee benefits or | o Occupational health and safety
4.3.2. Community
A - Importance —or B Equal How much more?
1 | o Corporate citizenship (Saudization) or | o Corporate Philanthropy 112|134 |5|6|71(8]9
2 | o Corporate citizenship or | o Human and community rights 112|3|4 |56 (7819
3 | o Corporate citizenship or | o Social communication 112 |3]|4]|5|6|7]8]9
4 | o Corporate citizenship or | o Social investment 112 |3[|4]|5|6|7]8]9
5 | o Corporate Philanthropy or | o Human and community rights 112 (3|4]|5|61]7|8]9
6 | o Corporate Philanthropy or | o Social communication 1123|4567 819
7 | o Corporate Philanthropy or | o Social investment 112 (34|56 1]7]8]9
8 | o Human and community rights or | o Social communication 1123|4567 1]8]9
9 | o Human and community rights or | o Social investment 112345671819
10 | o Social communication or | o Social investment 112134 ]|5|6]71]8]9
4.3.3. Customer/Product/Services
A - Importance — or B Equal How much more?
1 | o Customer rights and relations or | o Product/Service safety and quality 112 (3|4]|5|61]7|8]9
2 | o Customer rights and relations or | o Monopolistic practices 112|134 |5|6|7(8]9
3 | o Customer rights and relations or | o Improving the supply chain 11234 ]5|6]71]8]9
4 | o Customer rights and relations or | o Innovation/development strategies 112134 ]5|6]71]8]9
5 | o Product/Service safety and quality or | o Monopolistic practices 1(2|3|4|5|6|7|8]9
6 | o Product/Service safety and quality or | o Improving the supply chain 112345671819
7 | o Product/Service safety and quality or | o Innovation/development strategies 1123|4567 1]8]9
8 | o Monopolistic practices or | o Improving the supply chain 112 |3[4]|5|6|71]8]9
9 | o Monopolistic practices or | o Innovation/development strategies 112 (3[4 ]5|6]71]8]9
10 | o Improving the supply chain or | o Innovation/development strategies 112 (3[4 ]5|6]71]8]9
Fifth: the pair comparison for CSR indicators of each practice
5.1 Economic:
5.1.1. Risk and crisis management
5.1.1.1. Natural hazard management
A - Importance — or B Equal How much more?
1 o Emergency operation or | o Warning system 112 |3|4|5|6(7]8]9
2 o Emergency operation or | o Safety equipment and tools 112 |3|4|5(|6(7]8]9
3 o Emergency operation or | o Staff preparedness and training 112 [3]4|5|6]71]8]9
4 o Emergency operation or | o Rehabilitation/reconstructionplanning | 1 |2 [3 |4 |5 |6 [7 |8 |9
5 o Warning system or | o Safety equipment and tools 1(2|3|4|5(6|7]|8]9
6 o Warning system or | o Staff preparedness and training 12 |3]4|5|6]|7]8]9
7 o Warning system or | o Rehabilitation/reconstructionplanning | 1 |2 [3 |4 |5 |6 [7 |8 |9
8 o Safety equipment and tools or | o Staff preparedness and training 11234 |5|6]71]8]9
9 o Safety equipment and tools or | o Rehabilitation/reconstructionplanning | 1 |2 [3 |4 |5 |6 |7 |8 |9
10 | o Staff preparedness and training or | o Rehabilitation/reconstructionplanning | 1 |2 [3 |4 |5 |6 |7 |8 |9
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5.1.2. Anti-corruptions
5.1.2.1. Financial corruption

A - Importance —or B Equal How much more?
o Anti- Bribery or | o Anti-Embezzlement, theft and fraud 112 |3|4|5|6 |7
o Anti- Bribery or | o Anti- Extortion and blackmail 112|3|4|5]|6
o Anti-Embezzlement, theft and fraud or | o Anti- Extortion and blackmail 112 ]3]4]|5]6]7

5.1.2.2. Moral corruption

A - Importance —or B Equal How much more?

~

| o Anti-Abuse of discretion | or | o Favouritism, nepotism and clientelism | 1 [2 [3 [4 [5 [ 6 |

5.2 Environment:
5.2.1. Environmental Management system
5.2.1.1. Environmental pollution

A - Importance — or B Equal How much more?
| o Air emission | or | o Local issues |1]2[3]4a]|5]6]7
5.3 Social:

5.3.1. Community
5.3.1.2. Corporate citizenship

A - Importance —or B Equal How much more?
o Creating local jobs/ Saudization or | o Local economic opportunities 112 |3|4|5|6 |7
o Creating local jobs/ Saudization or | o Custom and traditions considerations 1(2|3|4 |56 |7
o Local economic opportunities or | o Custom and traditions considerations 112 ]3]|4]5]|6

5.3.1.2. Social communication

A - Importance —or B Equal How much more?

~

| o Public awareness | or [ o Community/stakeholders involvement | 1 |2 [3 [4 |5 |6 |

5.3.1.2. Social investment

A - Importance —or B Equal How much more?
o Intelligent giving or | o Special needs 1(2 (3|4 |56 |7
o Intelligent giving or | o Talent sponsorship 112 (3|4 |5|6 |7
o Special needs or | o Talent sponsorship 1123|4567

Thank you for your patience and cooperation....
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Appendix 3 (Consent Form)

VICTORIA UNIVERSITY

MELBOURNE AUSTRALIA

CONSENT FORM FOR PARTICIPANTS INVOLVED IN RESEARCH
INFORMATION TO PARTICIPANTS:

We would like to invite you to be a part of a study into...

The research project entitled ‘a sector-specific CSR policy framework for quality practice in
emerging economies. The aim of our study is to devise a framework for evaluating Corporate
Social Responsibility (CSR) practices in the private health sector in Saudi Arabia focusing on

the perspectives of medical staff that represent the primary stakeholders of any health sector.

The CSR concept is very important and essential for private hospitals as it has enormous
potential for strengthening society especially in the current stage.

This research project is based on reading and collecting data from a selected sample of
stakeholders by the researcher themselves. This research will be managed carefully, so there is

no chance for any health or safety risk.

CERTIFICATION BY PARTICIPANT

Certify that | am at least 18 years old* and that | am voluntarily giving my consent to participate
in the study: ‘Evaluating Corporate Social Responsibility practices in the private health sector:
A medical Staff Stakeholder’s Perspective in Saudi Arabia’ being conducted at Victoria
University by Bayan Banten. | certify that the objectives of the study, together with any risks
and safeguards associated with the procedures listed hereunder to be carried out in the research,
have been fully explained to me by the researcher and that I freely consent to participation
involving the below mentioned procedures:

e Fill out the giving questionnaire

V.1/2013 1 0f 243
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| certify that | have had the opportunity to have any questions answered and that | understand
that I can withdraw from this study at any time and that this withdrawal will not jeopardise me
in any way.

| have been informed that the information | provide will be kept confidential.

Signed:
Date:

Any queries about your participation in this project may be directed to the researcher
Bayan Banten
Phone: +61 413246386, Email: bayanbantan@gmail.com

If you have any queries or complaints about the way you have been treated, you may contact
the Ethics Secretary, Victoria University Human Research Ethics Committee, Office for
Research, Victoria University, PO Box 14428, Melbourne, VIC, 8001, email
Researchethics@vu.edu.au or phone (03) 9919 4781 or 4461.

V.1/2013 226 of 243
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Appendix 4 (Qualitative Interview)

The semi-structured qualitative interview

Name of interviewee

Current position
Place of interview
Date of interview

Length in min

Questions:

10.

11.

12.

What is your role in the hospital?

What do you understand are CSR practices? Do you think that applying CSR practices
is important? Using a scale from 0 to 5, how much CSR is important?

Why CSR is important within the Saudi health community context?

If Economic, Environment, and Social dimensions represent the main pillars of CSR,
which do you think is the most important pillar? Why?

Do you encounter any difficulties, problems, or barriers that affect the quality of your
work? Can you tell me about them?

How do you feel about support from your managers and co-workers? What is missing?
Why?

Could you comment on the impact of corporate governance, corruption, fraud, and
extortion on the quality of your work?

Does the social/political environment affect your work?

How involved are you in planning CSR related work? Can you explain?

From the index in your hands, what practices enable you to achieve your goals? What
inhibit you?

Last question, of all the things we have talked, tell me more about what is most
important factor? Who are the key players?

Is there anything else?

Thank you for your time ...
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Appendix 5 (VU Ethics application number)

VICTORIA UNIVERSITY

MELBOURNE AUSTRALIA

Application for Ethical Review of Research Involving Human Participants

Application ID: HRE17-098

Application Title: A Sector-Specific CSR Policy Framework for Quality Practice in

Emerging Economies
Date of Submission:  22/05/2017
Primary Investigator: DR Keith Thomas
Other Investigators: DR Romana Garma

MRS Bayan Sameer H Banten
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Appendix 6 (Scholars definition of CSR)

Scholars CSR definition

(McWilliams & Siegel 2001) | CSR is the actions that appear to further some social good,
beyond the interests of the firm and that which is required

by law

(Mohr et al. 2001) CSR can be defined as a company’s obligation for
decreasing or minimizing any harmful impacts and

increasing its long-run impacts on a community

(EU Commission 2002) CSR refers to the way companies “integrate social and
environmental concerns in business operations and their

interactions with their stakeholders on a voluntary basis

(Szekely & Knirsch 2005) CSR is about creating a society that lives with a balance

between economic, environmental and social goals

(Crowther & Aras 2008) CSR relates to the business relationships between global

corporations, national governments and individual citizens

(Aguinis & Glavas 2012) CSR can be defined as company actions or policies that
take into account stakeholders’ expectations and the triple
bottom line of environmental, social and economic

performance

(El-Garaihy et al. 2014) CSR is a commitment to the community and to those who

are affected by company strategy and business actions

(Korschun et al. 2014) CSR is business actions that aim to provide benefits to a

community, as well as to improve societal well-being
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