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Abstract

Nowadays, economic concerns are not the exclusive worries companies have.
Contrarily, corporations are requested to care about external stakeholders and try to
promote the sustainability of the world in general. Consequently, Corporate Social
Responsibility (CSR) is an issue of increasing importance that has to be controlled
by managers currently. Moreover, strategically used, CSR can help a company to
develop a competitive advantage. For instance, CSR can be a tool to attract talented
foreign people. This project shall try to analyze in which ways the CSR program of a

company might influence the attraction of a valuable international workforce.

Resumen

Actualmente, los asuntos econémicos no son la iinica preocupacién de las
sociedades. Al contrario, se espera que las compaiiias velen por factores externos y
que promuevan la sostenibilidad del mundo en general. Por ello, la Responsabilidad
Social Corporativa (RSC) es un asunto de creciente importancia que los directivos
deben controlar. Usada de manera estratégica, la RSC puede ayudar al desarrollo de
una ventaja competitiva. Por ejemplo, la RSC puede ser un instrumento para atraer
a profesionales de talento de todo el mundo. Este proyecto intentard analizar las

maneras en las que la RSC puede atraer mano de obra internacional muy valiosa.
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1. Introduction

Nowadays, firms are more and more concerned about the consequences of their
actions in the environment and social welfare. Moreover, external organizations,
companies and individuals are demanding companies to perform their actions in a

responsible manner, that is to say, they want corporations to be socially responsible.

Corporate Social Responsibility (CSR) has been a controversial item since 1991, and
its importance grows as years go by. It might be thought, though, that the current
economic crisis that is suffering the world since 2008, could have supposed a
decrease of CSR importance. Contrarily, recent studies suggest that the mentioned

crisis has increased even more companies” efforts to apply a good CSR program

(Economist Intelligence Units, 2008; Mckinsey, 2009, 2010).

Contrarily to what initially might be thought about this topic, acting responsibly
should not be an obstacle for still being successful. This report tries to analyze in
which ways CSR policies adopted by companies could have benefits for external
stakeholders, but also for the company itself. This could be achieved by integrating
CSR in the strategic performance of the enterprise. As will be seen in the following
sections of this report, CSR areas could be as varied as external stakeholders affected
by companies” actions and, a strategic CSR policy would be the one that benefits

both, the firm and the stakeholder to which it is addressed.

Furthermore, this project shall try to illustrate how CSR could be strategically used in
order to attract talent. This does not mean that companies only act in a responsible
manner in order to get some benefits; there are other reasons, even altruistic and
moral ones. Despite that, whether corporations take advantage of CSR benefits to
make their business more successful, the concrete CSR policy has more possibilities
to persist. In this regard, the good consequences of CSR are obvious for those who
are the target of the program. Nonetheless, there are other benefits for companies

that are behind their socially responsible performance: the good reputation created



by CSR. The image that a company gives when helping others is essential nowadays
to attract skilled people that want their job to suppose a difference, and join a
company that share their interests. Self-Initiates Expatriates (SIEs), and concretely
those who are well-prepared people interested in developing an international career

without being limited by national barriers, could mostly be included in that group.

Currently, organizations keep in the fight of meeting the growing demand for a
global presence and, as a consequence, the need of expatriate workforce has
increased. In this context, it might be of interest identifying the connection between
CSR and Human Resources Management (HRM), and, likewise, the implication of
the appliance of a CSR program within a company in the attraction of prospective

international applicants.

In order to do so, this end of master project is divided in five (5) sections, apart from
this Introduction that is section one (1): section two (2) shall give a general vision of
CSR, analyzing the concept, its main justifications, areas, etc., ending with an
approach to strategic CSR. By means of section three (3), the concept of HRM is
briefly remembered, and its relation with CSR in order to attract and retain talented
people is explained. After that, the forth (4) section introduces the concept of SIE and
its interrelation with the former concepts, CSR and HRM, that is to say, how CSR can
be used as a HRM tool to attract SIEs. Afterwards, section five (5) is dedicated to
state some good practices undertaken by big international companies to attract global
talent using its CSR program. Finally, section six (6), as a conclusion, provides the
lector with best practices in this field, and some recommendations for its correct

implementation.



2. Corporate Social Responsibility (CSR)

2.1. What is CSR?

Several are the definitions for Corporate Social Responsibility. Perhaps, one of the
more common definition is the one provided by Davis (1973:312), who defines CSR
as “the firm’s considerations of, and response to, issues beyond the narrow economic,
technical, and legal requirements of the firm to accomplish social [and environmental] benefits
along with the traditional economic gains which the firm seeks”. McGuire’s conception of
CSR is simpler but helpful to understand the concept. Regarding CSR he states the
following sentence: “The idea of social responsibilities supposes that the corporation has not
only economic and legal obligations but also certain responsibilities to society which extend

beyond these obligations” (McGuire, 1963:144).

In general, it might be said that CSR are all those actions undertaken by a corporation
not only for economic purposes, and that would be beneficial for the company itself,
but also for other interested parties (such us employees, community, environment,

etc.).

2.2. Justification for CSR

An excellent starting point for understanding the main justifications for CSR is the
Pyramid of Corporate Social Responsibility used by Archie Carroll (Carroll, A.B.,
1991). This academic was one of the pioneers in identifying firm’s responsibilities,
different from the economic ones. In Figure 1 below, the mentioned pyramid can be
seen, and it shows clearly the main reasons used by a company to justify CSR, being

closer to the top those that do have less importance for entrepreneurs.



Figure 1. Adaptation of the Pyramid of Corporate Social Responsibility (Carroll, A.B., 1991; Witszen, 2011).

According to this pyramid, the responsibilities of an organization are not limited just
to the economic ambit, although as we can see, economic responsibilities are
considered the more important ones for companies. Contrarily, there are other
responsibilities, such as legal, ethical or philanthropic that, despite not being strictly

economical, are also related to the firm.

It is not surprising to find economic responsibilities in the base of the pyramid, since
it is obvious that the main objective of an enterprise is being profitable. Neither it is
finding legal responsibilities in the second place; a company shall accomplish legal
requirements established by the correspondent government. However, it is
important to notice that companies” ethical and philanthropic concerns are not a new

issue, since Archie B. Carroll mentioned them as relevant responsibilities in 1991.

The survey “The 2005 State of Corporate Citizenship”, made by the Center of Corporate
Citizenship of the Boston College Carroll School of Management (Bcccc, 2005), gives
a more updated list of the motivations of corporations when adopting a CSR

program. By means of the answers provided by U.S. companies belonging to diverse



industry and geographical sectors, it concluded that motivations are very varied,

being some the predominant factors the following ones:

Reputation and image (56%).

Business Strategy (44%).

Employee recruitment and retention (30%).
Consumers (36%).

Community expectations (24%).

Political pressure (14%).

Therefore, and taking into account the above-mentioned studies, initially, the reasons

that come to our mind when trying to justify a socially responsible action are:

()

(i)

Legal requirements: Firms need to fulfil the requirements established by

regulations, from their government, or any other authority with power that

overcomes the national borders.

Nevertheless, this argument, although important, is not the key of a CSR
policy. Legal requirements have to be respected by every company; thus, it
would never suppose a difference. A good CSR policy (that can suppose a
real difference and become even a competitive advantage) is that one that
anticipates future social concerns and tries to satisfy them, that is to say,
implement an action good for the society before any regulation oblige
them to. Likewise, by means of this anticipation, they get adapted to future

regulations regarding those issues and thus, avoid future punishments.

Moral arguments: Companies, while doing businesses, must try to be

respectful with the society in which they are located, since this is what is
ethically expected from them. Moreover, there are corporations that try to
help the society just because they feel they have to, since they consider

they have to be good citizens.



The moral argument can also be seen from a rewarding perspective.
Companies obtain profits thanks, among other factors, to the society in
which they interact (consumers buy their product or services, employees
work for them, etc.); therefore, undertaking good actions for that society is

a moral duty in order to reward it.

(iii) Reputation and image: Companies undertake actions to benefit the

community because they create a good image for the company and, by
means of those actions, they are appreciated by several members of the
society, such as non-governmental organizations (NGOs) or, at least, they

avoid being criticized by them.

Within this reason, we can include possible contracting benefits, which
derived from the reputation created by the company with its CSR
endeavours. Some firms consider CSR to be an interesting recruitment tool,
which attracts and retains talented people, who are motivated with the
idea of working in a company that cares about the environment and the

society in general.

Likewise, some corporations think that the good reputation might also
help them to attract a specific sort of costumers that are concerned about

what they buy and therefore, are interested in CSR actions.

Nevertheless, the above-mentioned justifications are all focused on the facts that, if
something is good for the company is not good for society, and that companies take
CSR programs as a necessary cost they need to deal with. However, this is not
always true, sometimes an action can be advantageous for a firm and so can be for
the community in which the company is situated, for the environment, its employees,
etc. In this case, a given corporation would be keener to adopt it. If companies would

focus on identifying activities, by means of which they could reach both goals, those



CSR policies would be easier to keep. As long as firms still consider CSR as another

cost of the company, they would be losing opportunities.

Nowadays, reasons to justify CSR are going beyond and not just centred in actions
that benefit society and that suppose a cost for the company. Reasons such as
sustainability are arising as important justifications for CSR. Reasons that are not just
related to the welfare of the society, but also of the company itself, that is to say,

justifications that are important for both of them and that lead to a more strategic

CSR.

Sustainability refers to the fact that organizations must behave in a way that does not
compromise the future of the environment and community around them. This reason
is one of the easier to understand, bearing in mind that it is about keeping the future
safe not just for the community, but also for the company itself. What this principle
tries to explain is that companies must perform their actions trying to obtain current

benefits, but also trying to avoid future prejudices.

2.3. Who are the different stakeholders?

A good definition of a firm’s stakeholders is the one provided by E. Edward
Freeman, which defines them as “any group or individual who can affect or is affected by
the achievement of the organization’s objectives” (Freeman, E.E., 1984:46). Inside this
definition we can include employees, consumers, environment, competitors,

community, etc.

In order to define a CSR policy, a corporation shall be aware of the different
stakeholders that influence it, or are influenced by it. Using the same model than
William B. Werther Jr. and David Chandler (Werther, W.B. Jr., Chandler D., 2011: 35),
we can classify the stakeholders in three different groups, than can be seen in the

following illustration:



Globalization

Technology

Figure 2. A Stakeholder Model (Werther, W.B. Jr., Chandler D., 2011: 35).

This model, by means of concentric circles, locates the different stakeholders
depending on their closeness to the core business of the company. According to the
figure, those stakeholders that are located in the smallest circle -Organizational
Stakeholders- are the ones that are more related to the company, since are the
components of it, and without them the company cannot work. Following them, we
could find the Economic Stakeholders that, although they do not form directly part of
the company, their influence in its functioning is very relevant. Lastly, in the wider
circle -Societal Stakeholders- are included those individuals that, despite not

influencing the business directly, are also affected in some way by it.

Around the circles, we find technology and globalization, that is, the revolution in
technology has developed the global communication and therefore, nowadays,

stakeholders have the opportunity to mobilize themselves worldwide in order to



demand their objectives and, at the same time, these globalization and innovation
give also corporations the possibility to perform their activities beyond their national

boundaries.

Apparently, what we conclude analyzing this model is that those stakeholders that
are located in the centre circle, are the ones more important for the company,
therefore they could be supposed to be those more related to the core business too.
Nevertheless, as we will see later, depending on the field of the company, the
importance of the stakeholders shall differ. Anyhow, this image is a good example to

illustrate the different stakeholders that are related to the company.

Identifying the different stakeholders is essential since, once done, it derives to the
different possibilities in CSR policies, depending on to which stakeholders the

company is going to address its CSR performance.

2.4. CSR areas

Although some authors have identified the main CSR’s areas, it cannot be said that
the areas in which CSR can be applied are a closed list. Instead, the ways by means of
which corporations implement their CSR program have no limits, as long as they try
to achieve the primary objective of the CSR, that is, accomplishing social and
environmental benefits apart from the economic ones. In spite of that, those areas

seem to be divided into three sectors: economic, social and environmental.

In order to provide a classification, we shall continue with the model used by
William B. Werther Jr. and David Chandler in their book ‘Strategic Corporate
Responsibility-Stakeholders in a global environment” (Werther, W.B. Jr., Chandler D.,
2011). According to that model, we can divide the possible CSR actions into three
groups, depending on which group of stakeholders they are going to be focused on.

These three groups are the following;:



¢ Organizational Stakeholders: That is to say, the stakeholders that belong to the

organization, such as employees, shareholders, etc. Among the CSR practices
addressed to these stakeholders, we might find practices like corporate
governance, recruitment and employment practices, good working conditions,

social entrepreneurship, transparency, etc.

e Economic Stakeholders: As we have said before, we can include in this group

external individuals of the company that directly affect its functioning, such as
consumers, creditors and competitors. Among the CSR practices that can be

addressed to them we can include, for example, product value and fair trade.

e Societal Stakeholders: Those that form the environment that surround the

company (government agencies, communities, environment, etc.). In order to
give benefits to these stakeholders, practices like environmental protection,

community involvement, ethics, etc., shall be adopted.

2.5. Brief reference to Strategic CSR

In order to understand this concept, it is very important to accept the fact that
companies and society are not independent from each other. The society needs
enterprises to generate wealth for the economy, and companies need society since it
provides them with some key elements, such as the workforce, raw materials, energy
and even the government regulations, that protect firms from abusive behaviours

from other companies or physical people.

Bearing in mind the principle that companies and society need each other, the more
intelligent step to be followed by firms is trying to identify actions that are good for
both sides. Although ethical and moral justifications are important, the truth is that
the final purpose of a company in order to survive is obtaining benefits. Therefore, if

a strategy that is good for a corporation is also good for other stakeholders, then that

10



strategy has more possibilities to survive than another one that only suppose a cost

for the company.

Companies use to think in CSR in terms of costs that need to be dealt with, in order
to accomplish several objectives, such as having a good image for customers or
respecting regulations. Nevertheless, it would be more useful to analyze the possible
CSR policies as any other strategic aspect of the company, that is to say, trying to
maximize the benefits obtained from the CSR of the company. If companies use this
point of view to adapt a CSR policy, that would be beneficial not just for the

company itself but for the society in which it is located.

It cannot be said that trying to be a good citizen is bad, what this section tries to
explain is that the best CSR initiative would be that one that is at the same time
responsive and strategic. The ideal scenario in terms of strategic CSR is reaching a
CSR policy that provides the company with a competitive advantage above their
competitors, and at the same time is beneficial for the community. The simpler
example to understand this approach to CSR is for example, those companies that
undertake environmental respectful actions that, while they are good for the
environment, also help them to reduce costs. That is the case for example of WalMart
and its initiative to reduce packaging on toys: this company wants to reduce its
packaging by 5% before 2013, and this would suppose savings of 660,000 tonnes of
carbon dioxide and economic savings of US$ 3.4 billion per year (Pure advantage,

2012).

However, before going beyond in the field of strategic CSR, it is important to
understand the concept of strategy within the field of corporations. Companies”
strategies are those actions undertaken by them in order to achieve their mission and
vision. Michael E. Porter and Mark R. Kramer (Porter, M.E., Kramer, M.R., 2006)
suggest that, in order to put strategic CSR into practice, the following patterns could

be followed:

11



1) Identifying the points of intersection with the different stakeholders: We have

seen before the different stakeholders of a company. Nevertheless, it is
impossible for a unique company trying to satisfy all of them. Therefore, the
best alternative is choosing those stakeholders that have more interest in
common with the company, that is to say, those who are more interdependent

with the corporation.

According to the mentioned article (Porter, M.E., Kramer, M.R., 2006), there
are two forms of interdependence: (i) inside-out linkages, that is to say, that
every activity of a company has consequences for the community and
environment that surrounds it, and (ii) outside-in linkages, external factors
(what is called “competitive contextl”) also influence corporations, in fact, those
factors are taken into account when selecting a proper location for a company.
Strategic CSR happens when a given action of a company has a direct effect on

the society and the other way around.

Bearing that in mind, it is very important to find those things that are
important for both, companies and stakeholders. For example, if a company
needs to be supplied by people around them and wants the raw material to
have a certain quality, it could be useful to teach the producers of that raw
material how to get the maximum quality. This way, the consequences will be

advantageous for both of them.

In order to do that, before undertaking a strategic CSR, a firm must identify its
stakeholders, the objectives that each of the stakeholders has and compare

them to its mission and vision.

1 Competitive context can be divided into four broad areas (Porter, M.E., Kramer, M.R., 2006): (i) the quantity and
quality of available business inputs-human resources, (ii) the rules and incentives that govern competition- such
as policies that protect intellectual property, ensure transparency, safeguard against corruption and encourage
investment; (iii) the size and sophistication of local demand, influenced by such things as standards for product
quality and safety, consumer rights, and fairness in governments purchasing; (iv) the local availability of
supporting industries, such as service providers and machinery producers.

12



2)

Choosing the appropriate stakeholder: This is a consequence of the previous

one. A company that tries to satisfy all its stakeholders is destined for failure,
since, in many occasions, the interests of the different stakeholders of a
company are contrary. Therefore, after studying the different stakeholders
though step one (1), a company must select those stakeholders which share

more interests with it.

Consequently, we have to give priorities to some stakeholders in detriment of
others, depending on the intersection existing between them and the
company. These priorities should be set, therefore, attending the core business
of the company. That is to say, a strategic point of view in CSR is trying to
determine to which stakeholders the experience of the company might benefit
and, at the same time, in the future, might also be beneficial for the core

business of the company.

CSR Planning: Stabling CSR from a strategic point of view implies designing a

planning in order to implement it. As any other planning made by the
company, it should include objectives, strategies to reach the goals, a prevision
of the needed sources (financial, human, etc.). Besides, like any other strategic
aspect of the company, CSR initiative shall be clear and specific and, its
consequences shall be able to be measured and quantified, in order to know if
the initiative is fulfilling its function. In other words, a CSR policy undertaken

by a company must be effective.

Timing: It is doubtless that timing is essential for a strategic to be considered
serious; therefore, a CSR strategy must have short and long term goals.
Nevertheless, the long-term objective of CSR policy uses to be more like a
vision statement, such as, “Getting the company to be one of the most appreciated by
its CSR company” and consequently, is difficult to achieve. Therefore, this

generic objective shall be translated into more specific, short-term goals.

13



In order to get the short-term goals, it would be useful to make a ranked list of
possible actions that fulfil the mentioned requirements and evaluate the
results. As any other agenda, the CSR one must have deadlines for the

different objectives.

In this sense, however, it is important to take into account that, commonly,
CSR strategies shall be planed in a medium to long term. Implementing a CSR
policy is not a matter of a short period of time. Instead, it is a continuous task
of complementation and adaptation to the times. Therefore, time objectives
shall be reasonable and, as soon as an objective in this regard has been

reached, another one must be settled.

Measurement: In spite of what have just been said, there are some benefits
derived from CSR that are very difficult to measure, such as recruiting
benefits. Nevertheless, there are several techniques that can be used in order
to give an estimated result of the CSR initiative in this sense, such as the
number of applicants, yield rates (i.e. the employees are the appropriate),

internal promotion of the employees and so forth.
Moreover, the accomplishment of the goals could be rewarded by some sort of

bonus, in order to highlight that these objectives are as important as any other

aspects of the company that are also rewarded.

14



3. Human Resources Management (HRM) and CSR

In this section, we are going to study the relationship between CSR and HRM. By
means of it, the purpose is not just identifying those policies that are made in order to
benefit employees. Instead, the objective of this part of the project is to check out
whether a social responsible company has more advantages when finding talented
people. That is to say, the consequences of adopting CSR programs in the field of
human resources, but not just the ones that have employees as beneficiaries, but also

those related to other stakeholders.

A CSR policy addressed to employees, or the CSR program of a company in general,
if it is used to attract and retain talented workers, could be strategic, since both
parties get benefits from it: employees enjoy good working conditions or the
satisfaction of working in a company that cares about the society and the
environment, while corporations count with a workforce full of potential that, if they

know how to manage, could become a competitive advantage.

3.1. Human Resources Management (HRM)

As happens with CSR, there is not a unique definition. Sims for instance defines
HRM as “the philosophy, policies, procedures and practices related to the management of an
organization’s employees” (Sims R.R., 2002:2). Therefore, HRM includes all the
activities made by a company in order to attract, maintain and motivate its workforce

since employees are an essential factor of a company.

Nowadays, HRM is considered by a lot of companies as a tool they should know
how to use in a strategic manner. In today’s global world, where technology makes
companies go beyond their national boundaries, having talented people with
international skills, who can make the corporation go further their competitors, is a
key factor and can even become a competitive advantage. Nevertheless, in spite of

the importance of the personnel for an organization, the attention given to this

15



stakeholder has been little if we compare it with others such as consumers or

environment issues.

However, this importance is growing and it is more and more common to find
studies (Delery, J. & Doty, H., 1996; Laursen K. & Foss N.J., 2003; Goll I., Johnson
N.B., & Rasheed A.A., 2007; Kramar R. & Hariadi M.F., 2010), which consider that
HRM could help to the development of unique characteristics within a corporation
and, therefore, could suppose a sustainable competitive advantage. Consequently,
HRM within a company could also be considered as a strategy and, as such, the
possibility to develop a competitive advantage by HRM has been studied in several
occasions (Boxall P. & Purcell J., 2003; Pfeffer J., 1995; Kramar R. & Hariadi M.F.,
2010).

As we will study in detail, HRM and CSR policies are interrelated. CSR could be a

strategic tool to attract and retain people with talent.

3.2. Workforce as a Stakeholder

As we have already said, sustainability is one of the main reasons to adopt CSR
policies. Companies must try to behave in a way that, despite getting the maximum
profits, do not compromise the future of the company, but also of the community
and environment around it. Although sustainability used to be related to physical
resources, such us the environment, we must not forget that the sustainability of

other factors such us human resources is also important.

Nowadays, that globalization and technologies make companies to operate within a
huge market where innovation and constant improvement are essential; counting
with good and talented people is a key factor. Therefore, companies should try to
make sure that, in the future, new generations as talented as the former ones or more,

would be able to replace them.

16



But, not only attracting qualified people is essential currently, also as important is
being able to keep them. An employee is affected by every single detail of the
company (layoffs, stress as a consequence of long hours of work, inequality in the
work place, provision of health insurance, etc.). Bearing that in mind, it is surprising
that there is still more interest in environmental issues that in those concerning
employees. Therefore, firms must use those factors in order to make the work place
attractive to people, that is to say, if you want to retain your employees, you must try
to make their work comfortable and attractive. As Jeffrey Pfeffer suggests in his
article “Building Sustainable Organizations: The Human Factor (Pteffer, J., 2010), it might
be expected that companies with better records of human sustainability, could enjoy
benefits in attracting and retaining employees, and also in building a reputation that

could attract additional consumer demand.

The importance of workforce is such, that although it is still not as expanded as it
should be, many big companies, as the ones that we will study in section 5 of this
project, promoted CSR policies in order to attract qualified employees. In fact, the
ability of a corporation to attract and retain good people might become a competitive
advantage since, in some ways, guarantees the future success of the company.
However, in order to transform the ability to attract and keep talented people into a
competitive advantage, the firm must also be able to use that talent to get an

advantage over competitors difficult to imitate.

Finally, I consider important to highlight that, in the current economical context, it
might be thought that, due to the high level of unemployment, attracting people is
not a problem nowadays for companies. Nevertheless, we must note that we are not
talking about unqualified people. Instead, we are talking about qualified and
talented people that have several possibilities, even in this situation, since these

employees are the ones that can suppose a difference.

17



3.3. How can a firm attract talented people?

We have already seen the importance of workforce. Therefore, a company that has
the possibility to choose among more people, has also more opportunities to join
talented people to its team and, consequently, if it knows how to manage that talent,

has also more possibilities to develop a competitive advantage.

There are several ways by means of which a company can attract a qualified

workforce. For the purposes of our study we can divide them into two groups:

> CSR policies addressed to employees: Those performances that are directly

related to employees, such as good work conditions, welfare and safety,

equality and diversity within the work place.

> CSR program in general: In this group, we include all the policies undertaken

by the company and that have provided it with good reputation. As we will
see in the following paragraphs, prepared applicants, with high level of
studies, use to be concerned about the welfare of the society, the environment,
and so forth. Consequently, those potential employees feel more attracted to

companies with a strong CSR program.

Several studies have been developed in order to evaluate the effect of HRM and CSR
on the functioning of corporations, such as “International transfer of employee-oriented
CSR practices by multinational SMEs” by Dirk Johan de Jong (De Jong, D.J., 2008);
"Human Resources Management, Performance and Organisational sustainability: a new
paradigm’, by Professor Robin Kramar and Melia Famiola Hariadi (Kramar R. &
Hariadi M.F., 2010); or “Value Priorities as Combining Core Factors Between CSR and
Reputation-A qualitative Study’, by Marjo Elisa Siltaoja (Siltaoja, M.E., 2006), to
highlight some. According to them, socially responsible companies are better

perceived by potential employees than others that are not, that is to say, the good
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reputation created by a company with a strong CSR policy affects the attraction that

talented people might have for that company.

If we take a deep look to some of those studies, we will see that there are two
important issues to take into account when trying to attract and handle high-

qualified personnel: reputation and trust.

3.3.1. Positive Reputation

Positive reputation is a key element when attracting prospective employees. As a
matter of fact, reputation is considered one of the most important competitive
advantages, that a company could develop (Deephouse, D. L., 2000; Fombrun, C,,
1996, 1998; Siltaoja, M.E., 2006).

CSR is considered as an issue that influences reputation by many authors (e.g.
Brammer, S. and S. Pavelin, 2004; Carroll A.B., 1979; Logsdon ].M. & D.J. Wood, 2002;
Mahon J., 2002, Mahon ]. & S. Wartick, 2003; Wood D.J., 1991). Having a good CSR
program creates a good reputation for a company but, it is not enough to develop
and apply it, if we want it to form part of our reputation, it must be noticeable. It is
necessary to build a reputation for that strategy in order to collect the benefits arising
from it (Russo M.V. & Fouts P.A., 1997). The mentioned studies, by means of
questionnaires made to a sample of representative people, have given support to the
above-stated hypothesis. The results obtained gave evidence that companies with a
good CSR program seem more attractive to potential employees than those that do
not have any CSR program at all. High-qualified employees have a wide range of
possibilities in front of them and, as a consequence, it is unavoidable to leave
themselves being influenced by what they know about the company they are
considering to join. Likewise, the more attractive a corporation is, the more
applicants it would have and, therefore, the more possibilities it would encounter to

choose the appropriate employee.
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To sum up, it could be said that certain type of people feel attracted by companies
that has a good CSR company but, if we want prospective applicants feel identified
with our CSR program; we must let them know its existence. There are two theories
that go deeper with this conclusion: the Social Identity theory and the Signalling
theory.

Social Identity theory: This theory, initially developed by Tajtel and Turner in 1979,
suggests that different social contexts may influence an individual’s way of thinking,
feeling and acting, that is, his or her “personal identity’. Besides, an individual has
several social identities. Social identity is the individual’s self-concept derived from

perceived membership of social groups (Tajfel H. & Turner J.C., 1979).

The relation of this theory with the context of companies has been made by several
authors, being of interest the article “Social Identity Theory and the Organization” of
Ashforth and Mael dated 1989 (Ashforth, B.E. & Mael F., 1989). In this context, the
relation of an employee with his or her company creates a social identity, that is to
say, the self-image of an individual is influenced, to some extent, by the reputation of

the company in which he or she works.

Therefore, according to this theory and bearing in mind that, as have already been
said, prospective applicants feel more attracted to companies with a CSR program,
the connection between reputation and this theory is obvious: those applicants will
try to join those companies, because they consider that they would have a positive

self-concept working there.

This theory leads us to an evident question: Which employees would feel attracted
for a socially responsible company? Pablo Rodrigo and Daniel Arenas (Rodrigo, P. &
Arenas D., 2008) differentiate three different types of employees depending on their
implication within the CSR program of a company. These three categories are
committed employees, indifferent employee and dissident employee. The

characteristics of a committed employee, who is the one that is more concerned about
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a company’s CSR program and, consequently, would be the type of employee more

attracted by it, are the following:

- Concerned about social welfare and social justices (due to his or her studies or
personal experiences).

- Positive perception of the new social role of the organization, which cause
identification with the company.

- They perceive importance in their task, which cause work above their
objectives.

- They can be found at all levels of the organization, although they used be in
top positions.

- Their average age goes from 40 to 65.

- They have familiar obligations.

- They use to have superior education (graduate professionals) or, at least

technical training.

The mentioned characteristics use to fit with talented people, who try to be involved
in their profession, and precisely these types of people are the ones that could
suppose a difference and lead to the development of a sustainable competitive

advantage for a company.

Signalling theory: The relation of this theory with the corporations is that applicants,

before entering into a new firm, do not have complete information about that firm.
Therefore, the image they have about it is a consequence of the idea they have
formed because of signals they receive about its working conditions (Greening D. &
Turban D.B., 2000). As a consequence, if there are certain conditions, as we have
already said, that attract employees, such as having a CSR program, this is something
that has to be highlighted in some way, like for example in the web site of the
corporation. It is worthless for attracting people to have an excellent CSR program
within a company, if this information is not perceived by potential employees that

might feel attracted by the reputation of the company.
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3.3.2. Trust in the company

Another important issue is trust in the firm, but this one is more relevant when
retaining the talent already attracted. New employees do not know whether the
company they are about to apply is trustful, therefore, they follow their reputation.
Nevertheless, the situation changes when the employee is inside, since he or she is

able to check, first hand, if the positive reputation is deserved.

That is a very important aspect since we are talking about employees that, due to
their talent, have several professional possibilities and might not have any interest in

being stuck in a company which values they do not share.

In one of the studies already mentioned (De Jong, D.J., 2008), the importance of trust
is highlighted. Employees must be satisfied with what they have found in the
company and be motivated. With that objective in mind, it is very important to make
employees participate and be involved in the organization or even in the CSR

programs undertaken by the company.

If a company gets its employees to rely on the company, what they would obtain is
exactly the same, trust, that is, confidence in its employees. Those employees that feel
motivated in a corporation are more willing to serve the firm, even beyond their

functions, since they have made the goals of the company, their own goals.
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4. Self-Initiated Expatriates and its relation with CSR

4.1. The concept of Self-Initiated Expatriates (SIEs)

One possible definition of SIEs is that one that defines them as individuals who
relocate voluntarily to a foreign country on their own initiative, i.e. independently of
any employer and without organizational assistance, and are hired under a local,
host-country contract (Crowley-Henry M., 2007; Inkson et al., 1997), later on Suutari
and Brewster (Suutari V. & Brewster C., 2000) expanded the group of self-initiated
foreign expatriates by more experienced people who deliberately chose an

international career.

Normally, SIEs are defined in comparison with Assigned Expatriates (AEs), who are
those employees that are sent abroad by the corporation they work for. As we can
deduce from both concepts, the main difference that exist between SIEs and AEs is
the reason that moves them to leave their home countries. AEs are sent to a foreign
country by their companies and, therefore, they count with their companies support
to install themselves there. Besides, the contract that links them with the company
usually is still regulated by the norms of their country of origin. Nevertheless, the
decision to move away in the case of the SIEs in not taken by any company; instead it
is decided by the individual him or herself that, for several reasons, ventures to work
in another country (Al-Meer A., 1989; Begley et al., 2008; Inkson et al., 1997; Shahid et
al., 2001). Once working in a company located in a foreign country, SIEs are like any
other employee of that corporation (not having a special support for being

foreigners).

SIEs could be considered as an alternative to the traditional model, representing a
career in a global context (Myers and Pringle, 2005; Scullion et al, 2007; Thomas et al,
2005). SIEs” experience might be considered as a ‘boundaryless career’, they are

responsible for their own careers without caring about the permanence in any
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concrete company or any concrete country (Feldman and Ng, 2007; Hudson and

Inkson, 2006).

The motives for which these SIEs choose to leave their country are varied.
Nevertheless, the reasons that lead them to leave their country are only important to
this study in the extent to which they are related to the sort of professionals that
could be defined as SIEs, and concretely as those concrete type of SIEs who take
advantage of the employment opportunities available in a global economy (Tharenou
P., 2008). Indeed, what is really important for the content of this report, is

determining the characteristics of the profile of this type of expatriates.

With the purpose of elaborating a general profile of SIEs that look for external
opportunities in developing a professional career, we can take advantage of the
studies made by Torsten Biemann and Maike Andresen (Biemann T. & Andresen, M.
2010), and another one made by Kaye Thorn (Kaye Thorn, 2009). According to their

researches, SIEs can be defined by the following characteristics:

» SIEs normally start their international career at a young age. However, they
are a particular kind of people that want to develop their career without any
limits and these characteristics remains along time. Therefore, age is varied.

» Although many of SIEs have partners, on a general basis, familiar barriers use
to be low or inexistent (maybe because their partners are SIEs too, or travel
with them, etc.)

» SlEs are self-confident people that trust on their skills in order to get adapted
to the new laboral and personal situation.

» SIEs use to be prepared people, with high level of studies and knowledge in
languages.

» SIEs use to have previous foreign experience, what makes the adjustment

easier for them.

24



» SIEs are normally very independent people. They have left their countries in
order to develop their career and, therefore, the motives that lead them are
personal and not linked to a particular corporation.

» Consequence of the previous one is that their sense attachment to any
company is low.

» Since they have made a personal effort leaving their home and moving to
another country by themselves, SIEs have high expectations about working
abroad. Therefore, as they have several laboral opportunities, they would
expect an interesting job with which they feel identified and that offer them

promotional opportunities as well.

4.2. The role of CSR as a strategic HR tool to attract and retain SIEs

As we have seen, HR managers of firms nowadays, when selecting personnel, are
focused on the search of talent. That, as mentioned before, is a consequence of the
globalization. Nowadays, a lot of companies do not compete locally anymore, they
compete globally, and the sector of Human Resources is not an exception. The aim of
companies is to attract talent, no matter where it comes from, and retain that talent.
When national barriers are not professional barriers anymore, companies have the

possibility to look for the perfect person, not paying attention to the nationality.

Besides, for those global companies, it is very important to have international staff
since competition is now international, and having employees from different

countries can be a competitive advantage for that company.

As explained before, HRM is essential in order to attract and motivate employees.
Therefore, a strategic HRM might be able to get adapted to the characteristics of
every type of employee, being aware that each group needs a specific treatment.
Different groups of employees (local, AEs or SIEs) need specific requirements

regarding leadership, and international companies needs to know them all in order
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to make strategic decisions within the field of HRM (Biemann T. & Andresen, M.,
2010). For instance, bearing in mind the specific characteristics of SIEs, i.e., they leave
their country and they are trying to get adapted to the whole new situation; it would
be useful trying to make the adaptation easier for them. There are some factors of the
adaptation that do not depend on the corporation, but there are others that can be
influenced by it and, what a firm should try to do is making this adaptation easier,
such as defining clearly their position within the company, training, intercultural

formation and support.

Nowadays, CSR is a very important issue, and a good human resources strategy that
integrates SIEs can be very relevant for the image of a company. As any other
strategic tool used by the HRM Department of a company, CSR can be a way to
attract talent. Consequently, what we have already seen in previous sections about
managing employees and taking advantage of CSR policies to attract talented people,
might be applied to SIEs. We also have already studied, SIEs are characterized for
being talented people looking for good opportunities and that, in their seek, try to
look for companies which they feel identified with. Nevertheless, SIEs has special

characteristics that should be taken into consideration by a HR Manager.

4.2.1. Attracting SIEs

We have mentioned the profile of the usual employee committed with the CSR
policies of a company and we have also determined the characteristics that define a

SIE.

In Figure 3 below we have made a comparison between the basic personal
characteristics of both, CSR committed employees and SIEs, in order to determine the
coincidences existing between them and, through them, identify to which extent

what has been said about attracting talented people, could be applied to attracting
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SIEs. But more important than the coincidences are the differences existing between

them, so that the HRM department of company can get adapted to them.

COMMITTEE EMPLOYEE SIE
AGE From 40 to 65 Heterogeneous
MARITAL STATUS Usually married/ partnered Heterogeneous (but most
married/ partnered)
FAMILIAR OBLIGATIONS Yes No
LEVEL OF EDUCATION They use to have superior Superior education

education (graduate
professionals) or, at least

technical training.

Figure 3. Comparison between “Committed employees’(Rodrigo, P. & Arenas D., 2008) and SIEs.

As we can see, there are not great differences regarding age or marital status and,
maybe, the most important coincidence is the level of education. We already studied
that the essential characteristic of committee employees is that, due to their level of
studies and experiences, are concerned about social welfare and social justices. The
more education a person has, the more concerned he or she is about what surrounds
him or her. Consequently, we can take advantage of the identification they might feel
with the values of the firm. The main conclusion that arises from Figure 3 above is
that SIEs might be potential committed employees with CSR policies and CSR could,

in some way, be a strategy to attract talent.
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When looking for a job, depending on the particular individual, the objectives might
fluctuate. However, what we know so far is that SIEs'main preoccupation is their
own career and, in their development, they seek for opportunities. As we have just
seen, due to the coincidences in the profile, it could be supposed that SIEs are mostly
people concerned about social welfare, environment and other factors. With that
supposition in mind, when SIEs look for a professional opportunity, they want to do
something that supposes a difference and that fits with their personal interests.
Therefore, according to the Social Identity Theory, already studied, SIEs would feel
more attracted to companies with a CSR program, because they consider that they

would have a positive self-concept working there.

On the other hand, in the event of SIEs that do not care about the social responsibility
of the company they are about to work for, but just for their importance and the
degree to which is going to help them to develop their career, CSR keeps on being
important but, in this case, for the reputation. As studied, CSR has increased in
importance so much that there are a lot of rankings where companies are rated
depending on their CSR performance (Fortune’s 100 best companies to work for,
Fortune’s 50 best companies for minorities, etc.). These indexes have become a
reference when determining important companies, since the success of a corporation
depends mostly on what others perceived, and consequently, those companies might

be of interest for SIEs.

However, in this subsection we have seen SIEs perception of CSR policies on a
general basis (the general CSR program of a company). There are other ways to
attract SIEs by offering them a good CSR program but addressed to employees, and
which could include, a specific section for diversity, integration or directly for SIEs.
All these programs should be notorious and easily found, in order to accomplish

with singling theory.
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4.2.2. Retaining SIEs (respecting their independence)

In Figure 3 above, despite the coincidences between the two profiles, we can find a
huge difference though: the familiar obligations or, in other words, the
independence. We have seen that SIEs are very independent people that want to
guide their lives in order to reach their professional development, which implies not
commitment to any company but only to his or her career. This is a great

inconvenient in order to retain these talented people.

As said for employees in general, when trying to retain them, trust is very important,
above all for those who selected a certain companies for its reputation or for its
concrete CSR policies regarding employees, for instance. For the sake of briefness, I
will not repeat what was stated in subsection 3.3.2 about trust, but the conclusions

reached could be extrapolated.

Trust and mutual confidence might not be enough in this case, though. SIEs are
characterized by being very international people, that wants to develop a
boundaryless career, and this generally includes high mobility. Consequently, if a
corporation wants to retain their SIEs, they need to offer them a job that fulfils their
expectations and that vary and increase responsibility as time goes by. A company
should be able to offer interesting development opportunities within the organisation

(Jokinen et al., 2008).

As a final conclusion for this section, it could be stated that the CSR policies that
might be used in order to attract and retain SIEs, are those that promote diversity,
flexibility, mobility, promotion possibilities and motivation, offering them the chance

of developing the career they want within the same company.
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5. HRM best practices to attract and retain global talent

5.1. Internet: Limitless tool

In today’s global world, trade is international, and if a firm wants to be competitive,
must know how to take advantage of this tool. HR field is not an exception and,

when attracting talent, is essential.

SIEs, when looking for a job, bearing in mind that frequently must do it from the
distance, try to obtain information of their potential employers from internet and,

therefore, it is important to control what they would find.

In this subsection we will find some examples of how companies try to give publicity
to those practices that can be found interesting by external stakeholders and,

concretely, by job applicants.

5.1.1. Firm’s official sites

The web-page of a company, for instance, is its shop window, the way to show
others what happens inside. Following the singling theory and, in order to attract
prospective employees, a firm should try to present them what they might feel

interested for.

Many firms, even small ones, make use of this tool. A good example of using its web
site as an excellent instrument to show what is appreciated by stakeholders is
International Business Machines (IBM), the American multinational technology and
consulting firm, and concretely the example used is extracted from IBM US’s site,

www.ibm.com.
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IBM tries to demonstrate that they care, not only about the corporation itself, but also
about clients and the “world’, even in the statement of the basic principles that rule

the firm, that is to say, its values. In the web page (http://www-

03.ibm.com/employment/our_values.html), where values of the company are stated

we can literally read:

“IBMers value:

e Dedication to every client’s success.
o Innovation that matters, for our company and for the world.

o Trust and personal responsibility in all relationships.

In 2003, IBM undertook the first reexamination of its values in nearly 100 years.
Through "Values-Jam," an unprecedented 72-hour discussion on IBM's global
intranet, IBMers came together to define the essence of the company. The result?
A set of core values, defined by IBMers for IBMers, that shape the way we lead,

the way we decide, and the way we act.

Do IBM's values ring true for you? If they are the way you show up in the world,
then you'll enjoy the responsibility of being an IBMer.”

By reading these lines we know that IBM wants to be perceived by its worrying, not
only about the benefits, but about all stakeholders that might be influenced by the
performance of the company. IBM knows that its actions can have consequences for
the stakeholders around them and thus, they want to let people know that they want

to be responsible in its relationships with them.
Even in the values of the company we have a recruitment sentence, the last one,

which tries to attract people by using the Social Identity Theory and the identification

of prospective applicants with IBMs values.

31



If we keep on exploring the site, we would find the CSR program in the company,

which initial screen is the following one:

Solutions  Services Products  Support & downloads My IBM

Ahaut B -

Respansibility reports Responsibility a‘t IBM

S e Aligned with our values:

Initiatives and grants Throughout our company and around the world

IBM policies

|BM believes that a company culture based an core values nat only helps our business, but also Citizen IBM blog

defines the role that we can and should play in society. R ———

Wa identify and act upon new opportunities to apply our technology and expertise to societal IBM's citizenship programs and
profblems. join the discussion about
carporate respansibility

‘We scale our existing pragrams and initiatives to achieve maximum benefit. 3 Visit Citizen 181

We empower our employees and others to sere their communities.

We integrate corporate citizenship and social responsibility into every aspect of our company,
Corporata

Responsibility
Report

Corporate citizenship

IBM has developed a thoughtful, comprehensive approach to corporate citizenship that we
believe aligns with IBM's values and maximizes the impact we can make as a global enterprige,  Leam more ahoutIsh

We focus on specific societal issues, including the environment, community economic Corporate Responsihility in our
development, education, health, literacy, language and culture. most recent annual report

Read the repart )
Environment Summary

IBM i committed to environmental leadership in all of our business activities, Our global
emironmental management system ensures the company is vigilant in protecting the
ervironment across all of its operations worldwide

= Visit the IBM and the Environment site

Supply chain

IBhd spends §36.5 hillion a year with our global suppliers, inclusive of $3.2 billion & year with
diverse suppliers. 1BM is committed to holding aurselves—and our suppliers—ta high standards
in all our business dealings.

= Learn more at B\ Global Procurement

2 IBM and the California Transparency in Supply Chains Act

Employee well-being and diversity

Employee welkbeing is incorporated in every aspect of IBM's global business, from our strategic
and business planning to our operations. 1BM also has a longstanding commitment to diversity
and caonsiders it a competitive advantage in serving clients.

< Leam more about diversity at [BM

< Learn more about employee well-being at 1BM

Other responsibility-related areas at IBM

IBM pursues the highest standards of social respansibility throughaut our company— from how
we support and empower employees, to how we work with our clients, to how we govern the
comparation

% Corporate Governance
< Governmental Pragrams

< University Relations

Figure 4. IMB’s CSR program. Screenshot of the web site http:/ /www.ibm.com/ibm/responsibility / ?Ink=fai-cres.

32



If we take a deeper look to the initial statement of this section, we will see that it
summarises the CSR policies by stating clearly that, in spite of having as a goal

maximizing the benefits, they do not forget their employees and their communities.

“IBM believes that a company culture based on core values not only helps our

business, but also defines the role that we can and should play in society.

o We identify and act upon new opportunities to apply our technology and

expertise to societal problems.

o We scale our existing programs and initiatives to achieve maximum

benefit.

o We empower our employees and others to serve their communities.

o We integrate corporate citizenship and social responsibility into every

aspect of our company” .

Below it, we can find in detail the CSR program of the company, with links that lead
to a specific explanation of each of the areas. As we can see, in IBM the CSR
performance of the company is accessible and visible. Prospective workers that are
interested in socially responsible corporation may find all the information they need

to know in this regard.

Likewise, applicants could also see that there is a specific section for employees and,
for the case of SIEs, there is a special policy promoting diversity. Moreover, apart
from seeing in its web, that IBM has a strong CSR policy, possible future employees
shall also find a section dedicated to them as we can see in the following screenshot

(http:/ /www-03.ibm.com/employment/ us/index.shtml):
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Are you an IBMer?

Jobs at IBM - U.S. Search Business units

Join us. Where forward-thinking IBMers are
inspired to build a smarter planet.

Diversity University recruiting

Join us and gain exposure to leading edge
technology. Be IBM's next great hire.

Be an innovator

Whether you're fresh aut of college, ar an experienced
professional, [BM is a company where you can cultivate
your expertise, use your knowledge to the fullest extent,
or re-invent yourself while working on sociefy's most
nressing issUes.

Work in the company of experts

Collaborate with like-minded people in an environment
that embraces indiidual differences, and rewards your
hestiwork. Deepen your expertise and leam from a
netwark of 400,000 [BMers that use our caollective
intelligence to make the world work better. Be part of a
team that encourages constant learning and provides
the situations, projects, training, and interactions that will
help develop your expertise.

Build the career you want

At [EM, we put more emphasis on career development
and give you more resources than anywhere else that
serve you well here, and for long afterward. IBM offers
competitive benefits, as well as an industry-leading
practice of performance-based bonuses far all
employees. IBM gives you the pawer to design yaur
winrkday, and your life, accarding to your unigue styles
and needs.

Work for a company you can be proud of

For more than a century |BM has defined itself not anky
by its leaders, products, technologies and services, but
by its fundamental values. [BM's Values serve as the
foundation of our cutture and brand, and ensure that we
deliver innovations that matter for our company, our
clients, and the warld.

Find ajob in the U.S.

Help change the arganizations that are changing the
world. Experience different industries and work with
different teams to learn from some of the best minds in
the business.

& Search for jobs by connecting to the Jobs at IBM Web
site, powered by netMEDIA™

@ Linkedin
G Follow us on Twitter
B Start@IBM

WhyI'manIB

&\Why I'm an IBM'r

Life at IBM

IBM Smart Projects

¥

+ Global Business Senices
iobs

-+ BN Software and
Acquisitions Group
openings

= 1BM Integrated Technalogy
Senices (ITS)
opportunities

-+ Project Seterus

+ Software Sales
opportunities

= Integrated Technalogy
Delvery in Columbia, MO

= |BM Systems &
Technology Group (STG)
openings

+ Technical Senices
Delvery Center jobs in
Dubugue, lowa

Get to know the real IBM

Find out what sets IBM apart
fram ather companies through
our Global Careers
newsletter.

et to know the real [BM.
= Subscribe now

= View current issue

Figure 5. IMB’s recruiting program. Screenshot of the web site http://www-03.ibm.com/employment/us/index.shtml.

In the previous screenshot we can appreciate all the features we have already studied
in order to attract talent and assuming that talent could come from all over the

world:
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¢ Be an innovator: Which indicates freedom when working, capacity to develop

yourself, not having limits for this innovation.

e Work in the company of experts: That also indicates the possibility of

professional development.

e Build the career you want: Here the company includes motivation for
prospective employees to join IBM, but also promises them freedom,

independence (that, as already stated, is a very important characteristic of

SIEs).

¢ Work for a company you can be proud of: Trying to appeal the identification

of applicants with the company.

Besides, although it is not seen in the screenshot, below this information we can find
a link to the CSR section. Therefore, we can see that although CSR and HR might not
be initially interrelated, they are in fact, since CSR is used as a tool to create

reputation and to attract talent.

In the screenshot it can be seen again, the existence of a subsection dedicated to
Diversity and, if we go there, the first thing we find is a statement from the CEO that

literally says (http:/ /www-03.ibm.com/employment/us/diversity.shtml):

"The employees of IBM represent a talented and diverse workforce. Achieving the
full potential of this diversity is a business priority that is fundamental to our

competitive success.

Business activities such as hiring, training, compensation, promotions, and
compensation of employees are conducted without regard to race, colour, religion,
gender, gender identity or expression, sexual orientation, national origin,

disability, or age.
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In respecting and valuing the diversity among our employees, and all those with
whom we do business, managers are expected to ensure a working environment
that is free of all forms of harassment. This policy is based on sound business

judgment and anchored in the IBM values."

5.1.2. Social Networks

Some corporations go further their official web sites, jumping to the universe of
Social Networks, such as Facebook, Twitter, LinkedIn, etc., that have million of users

and, therefore, it can be an excellent recruitment instrument.

The American firm Microsoft Corporation (Microsoft), company famous for the
development and distribution of computing products and services, apart from its

official web site, www.microsoft.com and a portal dedicated to jobs applicant

http:/ /careers.microsoft.com/, where all the information about the company, its

CSR program and its recruitment policy, among others, can be found; has also a blog
where people may have, not only the possibility of knowing all the mentioned

information but also interact between them, give opinions, formulate questions, etc.

The blog named ‘Jobsblog: Experience Microsoft” (http://microsoftjobsblog.com/),
apart from providing with the link to the official web site where they would find
further information, have diverse posts related to the laboral conditions in Microsoft,
such as one titled “Great place to work: does your company care about what you care
about?’, or another one named “Inspiration in the technology industry’, to state some of

them.
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Inspiration in the technology industry
Fosted Wednesday, May 30 2012 by the JobsBloggers W Tweet 430 | EiLike <133 2% |

In recent weeks, we asked the audience on our social channels to share what inspires them about a career in the
technology industry, And across our Facebook, LinkedIn, and Twitter pages, we received numerous perspectives, The

response was so great that we were inspired 10 create something to showcase everyone's feedback. Thank you 1o all who
participated.

How does technology
Inspire you?

We asked you to share your ideas on what inspires you about technology on

N

Facebook.com/MicrosoftCareers, Linkedin.com/company/Microsoft, and @Microsoftjobs.

And the responses were nothing short of inspiring.

A

There is always a new problem to solve

It's an industry where you can use cleverness,
structure, and systems to create the simplest
solution to improve someone's life

_Unlimited possibilities of a small idea
to bring about change in the world

The exciternent of what is still to come

Being on the cutting edge, and using
imagination to further push the

boundaries of possibility
' —— Itis possible to change the world through technology

Changing the world and making it
a better place for millions of people
every day

Popular themes from all responses
Limitless possibilities
Improving lives through technology
Learning new things
The ability to change the world
Endless puzzles and problems to solve
Creativity

New challenges

Passion for technology

'; " The fact that everyday has the uncanny ability to show you either
something new or open up your eyes to something you thought you knew

Figure 6. Screenshot of post “How does technology inspire you” (blog http:/ /microsoftjobsblog.com/).
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In addition, Microsoft also has accounts in Facebook? Twitter?, LinkedIn* and
Youtube®. In these social networks, users, by means of following Microsoft, shall be
notified of every job offer or any other update or piece of new that might be relevant
for Microsoft’s Recruiting process. Furthermore, the same post of the blog could be
found in these social networks and people can also leave their comments or
suggestions. With this wide range of alternatives, Microsoft can reach a lot of

prospective applicants all over the world.

Iniciar sesidn

Microsoft Careers
esta en Facebook. L

s, registrate hoy en Facebook, — v R

D
T ODDOrTLNITY Nere. 'Videos subidos - 10 e 124
.
e gusta

Actividad més reciente 0810812012
Fecha 241172008
Pais Estalos Unidos.

Listas de reproduccion destacadas
UK Graduate Recruitment Video

Unete a LinkedIin y averigua como estas conectado a Microsoft. Es Unete aLinkedin

gratis.
Obtén infarmacidn detallada sobre tu red en miles de empresas.

Microsoft Recruiting
‘ MicrosoftJobs
The official page of Microsoft Recruiting. Find out what it's
A Lol reqily like to work her
¢ Redmond, WA hitp:fmic

Sigue a Microsoft Recruiting Tweets

Microsoft

Resumen | Emples  Productos Insights

Windows cindows 38m Microsoft: | come as you ate. Do what you love.

Only 2 percent of peaple can mulitask successiully. Are you one

S ran MR S RGUWE TN atﬂhsmmsnaﬂ‘ we help people and businesses throughout the world realize their
ecruting

le mission corme to life every day through our passion to
jies and develop products that touch just about every kind of

Registiate
Microsoft Recruiting fUobs 10ag0 o ;
If you didn't catch it yesterday, (Microsoit hire Jessie Gertz mé 3 £
Tweets > discusses her #worklife balance bit yfjessie-video #careers L S
Siguiendo
Microsoft News (1 Trews
SOt ISR “what s it ke being an Intern at Microsoft? In one word,
S Bt " & SDE Ierm of 15 experierne Cof ag/QFSPI
@3 Retwiteado por Microsof Recruiing
Listas i

Figure 7. Setting up with four screenshots of Microsoft’s profiles in Facebook, Youtube, Twitter and LinkedIn.

5.2. Recruitment brochures

The use of these brochures is also an excellent way to attract job applicants.
Available, both in digital and printed format, is a way of including in a short

document all the advantages that can be offered to employees. It is common to find

2 https:/ /www.facebook.com/STARTatIBM

3 https:/ /twitter.com/Microsoft]obs

4 http:/ /www.linkedin.com/company /microsoft?trk=copro_tab
5 http:/ /www.youtube.com/user/Working AtMicrosoft
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these brochures available in pdf format in the web-site of a company, although all the
information provided is also included in other parts of the web, so that prospective
employees could have all the information they might be interested in the same

document.

To illustrate this manner of attracting applicants, two examples shall be found below.
The first one is from Johnsoné&Johnson, the American multinational that produces
and commercializes medical and pharmaceutical goods; and the second from Credit
Suisse, the global financial services company headquartered in Zurich. For the sake
of briefness, the whole brochures are not included in this project. Instead, in the
following paragraphs a brief summary of them shall be found and only some parts of

them will be illustrated.

Johnson& Johnson

In Johnson&Johnson’s brochure, the second page, that could de found below as
Figure 8, is a good summary of the information that is further explained in the rest of
the brochure: working for Johnson&Johnson gives you the chance of developing
your career at your own rate and, besides, you also can contribute to make the world

a better place.
There is a special allusion to diversity and global framework. Moreover, the feeling

of diversity is perceived throughout the brochure, through images from people

coming from different places of the world.
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Be Vital

...it's about being part of somathing blgger than FO“ rself
yet at the same tme De1NE Valued for who you are

and for all the things you can contribute

..italso means DECOMiNg empowered
to drive your own carear and to make
your UNique personal mark, ameong colleagues
whe share the PASS10M OF CATINEZ—for each cther,

for customers and patients, and for communities around the waorld

Figure 8. Page 2 of Johnsoné&Johnson’s brochure “Family of companies. Professional career Opportunities (North
America)’.

The rest of the brochure is divided in two (2) parts:

a) Part one (1) “Accelerating your career growth’: Where it explains that this
company offers you the possibility of building the career you want with
personal development plans (therefore, it implies that employees would keep
their independence when building their professions). It goes on indicating the
different segments existing within the company, and it ends up stating that

the strategies of growth of the firm are also opportunities for workers.
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b) Part two (2) “Touching the world": As the name indicates, this part is more

dedicated to show Johnson&Johnson’s contributions to the world and the

ways in which employees can also help in this function. It also alludes to its

global profile and its credo values that include talent development.

The Johnson & Johnson
Global Leadership Profile

The framework of leadership develop-
ment throughout the Johnson & Johnson
Family of Companies is the Global
Leadership Profile (GLP). The Profile
defines critical behaviors that charac-
terize and establish effective leader-
ship at all levels of our organizations.
It serves as a means for goal setting
and self-assessment, and it supports
effective discussion between employees
and their managers to help ensure
that you are supported in being vital
throughout your career.

The GLP includes:
= Integrity and Credo-based actions
= Strategic thinking

= Big picture orientation with attention
to detail

= Organizational and talent
development

= Intellectual curiosity

= Collaboration and teaming
= Sense of urgency

= Prudent risk-taking

= Self-awareness and adaptability

The leadership attributes
developed through

the Global Leadership
Profile are firmly based
in the shared values of
Our Credo.

ARGAMITATION &
TALENT DEVELOPMENT

COLLABORATION AND TEAMING

SELF-AWARENESS
AND ADAPTABILITY

FEOLLTS AND PERFORMANCE DRIVEN
SERE OF LIRGENCY

(REDO
VALUES

STRATEGK, THINING

8] MCTURE GRENTATION
INTELLECTUAL CUR)TY
FRUDENTRESK ThidG

Figure 9. Page 10 of Johnsoné&Johnson’s brochure “Family of companies. Professional career Opportunities (North

America)’.

Credit Suisse

This one is an example of brochure dedicated exclusively to diversity and inclusion.

With this type of brochure Credit Suisse aims to emphasise that they seek talent no

matter the sex, colour, religion or where it comes from.
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Engaging Difference: Diversity and Inclusion at Credit Suisse

Figure 10. Front page of Credit Suisse’s brochure “One you, One Credit Suisse. Engaging Difference: Diversity and
Inclusion at Credit Suisse”.

The brochure has five (5) sections, all of them dedicated to diversity and inclusion. In
them Credit Suisse establish its goal of having a diverse and global workforce, the
programs, networks and partnerships for doing so, and the awards and recognitions
received for being a great an diverse place to work. Sentences like “IWe are committed
to creating a global workforce that reflects the diversity of the world we work and live in, and

the clients we serve” or “You want to work for a different kind of bank, one that values
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different perspectives and support inclusion. We want to be the employer of choice for
exceptional diverse talent” shows clearly what Credit Suisse wants to transmit with this

brochure.

stand
OUL s

Our
recruitment programs
Strong

diversity | Su.
partnershif

Figure 11. Montage of the pages of Credit Suisse’s brochure *One you, One Credit Suisse. Engaging Difference:
Diversity and Inclusion at Credit Suisse’.

5.3. Strategic Alliances

As we have studied in previous sections of this project, good reputation in terms of
environmental or social causes is more and more requested by customers and young
professionals (Austin J.E., 1998; Rondinelli D.A. & Berry M.A., 1997), and

consequently, that good reputation is a key factor in order to attract talent.

A strategic politic used currently by a lot of firms in order to improve their external
image is collaborations with NGOs. There are several definitions of the term NGO. In

order to pick one, I consider that the definition used by Teegen et al. (2004:466) is
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very precise. They define NGOs as “private, not-for-profit organizations that aim to serve
particular societal interests by focusing advocacy and/or operational efforts on social, political
and economic goals, including equity, education, health, environmental protection and
human rights.” There are several reasons that fundament firm’s collaborations with
NGOs, among them, we find the improvement of its image and reputation (e.g.
Yaziji, M. and Doh, J., 2009; Glasbergen, P. & Groenenberg, R., 2001). The importance
of social responsibility is huge currently and, corporations could use the
collaboration with NGOs as a way to demonstrate social responsibility (Parker B. &

Selsky J.W., 2004; Selsky J. W. & Parker B., 2005).

Collaborations with NGOs could be considered a win-win strategy, since both have
advantages arising from that union: NGOs are fulfilling their core objectives while
corporations also have a lot of benefits, such as the mentioned good reputation,
fulfilment of legal requirements (sometimes, this unions help corporations to oversee
those requirements, by having a proactive behaviour), acquisition of environmental
experience (they can learn how to make their products more sustainable and
respectful with the environment), that sometimes can even suppose a reduction of

costs.

A good example to see the benefits of making strategic alliances between firms and
NGOs is the collaboration of McDonald’s Corporation (McDonald’s), the world's
largest chain of hamburger fast food restaurants, and the Environmental Defence
Fund (EDF), a US non-profit environmental advocacy organization. In order to know
a little bit the background of the alliance, we might use the article “Rewards of teaming
up. Enterprise Strategy and Corporate Environmental Alliance” (Hemphill, Thomas A.,
1996), which explains in detail the alliance between McDonald’s and EDF. According
to the mentioned article, before collaborating with EDF, McDonald’s was being
attacked by environmental groups through publicity campaigns because the huge
volume of solid of waste McDonald’s restaurants generated, which was damaging a
lot the image of the company. Meanwhile, EDF had been making a research for many

years on solid waste problems. On August 1, 1990, McDonald’s and EDF entered into
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an agreement to create an alliance to jointly evaluate product packaging and
developing strategies to reduce McDonald’s solid waste. The first action they
undertook was the establishment of EDF-McDonald’s Solid Waste Task Force
(SWTF) to implement the goals of the alliance, and in April 1991 they released a
report with forty-two (42) initiatives in the areas of source reduction, reuse, recycling
and composting. In April 1993, 23 out of them had been accomplished, and that was

just the beginning.

In order to know the benefits of that collaboration, information from EDF’s official

site (http://www.edf.org), might be extracted. According to an article published in

the mentioned page with the objective of commemorating EDF and McDonald’s 20
years of Partnerships for Sustainability; the initiative eliminated more than 300
million pounds of packaging, recycled 1 million tons of corrugated boxes and
reduced waste by 30 per cent in the next decade, and this was achieved at no

additional cost to McDonald’s (EDF, 2010).

McDonald’s has made alliances with other corporations but it still works together
with EDF. The new initiatives are still related to the environment but embrace a lot of
possibilities, for instance, one of its programs, EDF Climate Corps, encourages MBA
students to develop energy efficient plans for leading companies to save millions in

operating costs and carbon emissions.
Nevertheless, not all the benefits were from the environment point of view. The

reputation of McDonald’s has improved, since it is nowadays considered as a socially

responsible company concerned about the environment.
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5.4. Reporting, certifying, awards and recognitions

All these methods consist on assuring that what the company claims to do is really
being done (Waddock, Sandra, 2006). In order to do so, most of the companies that
have a CSR program, elaborate reports that include all the policies undertaken by the
company in the social, sustainability and environmental areas, what is considered

“triple bottom line” reports (Elkington J., 1997).

Nevertheless, these reports might be considered as other claims that might not be
true. In order to avoid this, the Global Reporting Initiative (GRI)® developed a
common reporting framework for ESG/sustainability reporting (Waddock, Sandra,

2006).

However, the best way to guarantee the effectiveness of a CSR program is by means
of accreditations issued by independent entities. In this regard, we can find methods
such as fulfilling discretionary certifications like, or example, the AA1000 Series of
Standards’, or de International Organization for Standardization (ISO) standards8, or

trying to occupy a good place famous rankings regarding CSR.

There are a lot of rankings regarding varied issues that evaluate firm’s behaviour in
relation to the environment, the community, the employees, etc. Sandra Waddock

(Waddock, Sandra, 2006) listed the most important ones that are the following:

e 50 Best Companies for Minorities (Fortune).

e 100 Best Companies to Work For (Fortune).

6 The Global Reporting Initiative (GRI) is a non-profit organization that produces one of the world's most
prevalent standards for sustainability reporting. GRI seeks to make sustainability reporting by all organizations
as routine as, and comparable to, financial reporting.

7 Accountability’s AA1000 series are principles-based standards to help organisations become more accountable,
responsible and sustainable. They address issues affecting governance, business models and organizational
strategy as well as providing operational guidance on sustainability assurance and stakeholder engagement]...].
The standards are developed through a multi-stakeholder consultation process with ensures they are written for
those they impact, not just those who may gain from them
(http:/ /www.accountability.org/standards/index.html).

8 ISO is the world’s largest developer of voluntary standards. Its more popular standards are ISO 31000 Risk
management, ISO 9000 quality management, ISO 26000 social responsibility, ISO 14000 environmental
management, ISO 3166 country codes and ISO 50001 energy management (http:/ /www.iso.org/iso/home.htm).
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e 100 Best Companies for Working Mothers.

e Best 100 Corporate Citizens (Business ethics).

e America’s Most Admired Companies (Fortune).

e Global Most Admired Companies (Fortune).

e Hispanic Corporate 100.

e Inner City 100.

e Most Valuable Brands (InTerbrand).

e Corporate Responsibility Index, Top 100 Companies that Count (London
Times).

e Top 30 Companies for Executive Women.

e World’s Most Respected Companies (PwC and Financial Times).

It could be assumed that those talented people that are seeking for job opportunities
would be aware of the existence of these rankings, certifications and so forth. In spite
of that, if we want our good reputation to be a hook for talent, we must make sure
that this information gets to arrive to prospective employees. An excellent way to do
so, is by means of the web site of a corporation, as we have already study. The Boston
Consulting Group (BCG), a global management consulting firm which has its
registered office in Boston (US), for instance, shows all its awards and recognitions in

its web page, as it can be seen in the screenshot of its web page below.
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BCG

Tk Boston ConsurTivg GROUP

Media Center

Honors for Our People

Many of our e been

1al and indep
nd fa

staff. bout BCG.

BCG Positioned for
ey

been ranked in th

Yault.com Top 10 Internships

Human Rights Campaign Award for Workplace Equality
Innovation

Working Mother 100 Best Companies
Universum Ideal Employer Rankings
Lifetime Achievement Award

Most Influential Consultants

Figure 12. Screenshot of the section “Awards” of The Boston Consulting Group’s web page
(http:/ /www.bcg.com/media/awards.aspx).

5.5. Retaining people: the real performance of claimed practices

This method differs from the previous ones in the fact that it is not addressed to
attract people, but to retain talented employees once working in the company. If
talented people have been attracted to the company because of claims of a firm,
experiencing the real existence of the policies, programs, etc., is essential to retain

them. The first thing we need to bear in mind is that, if we want to keep employees
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motivated and aware of the CSR policy, this policy must be directly sponsored by
high positions of the company, for instance, the CEO, and highlighted as a very
important part of the company’s core business (Werther, W.B. Jr., Chandler D. (2011).

A company might claim that working for it has a lot of health benefits for employees
(health insurance, balance, equality, etc.), that they can build their own careers with
personal programs, with flexible timetables, freedom and keeping their
independence. However, if those claims are proved to be wrong, the talent attracted

can feel cheated and “fly away”.

Google Inc. (Google), the American international company famous for providing
Internet-related products and services, which is ranked as the best place to work by
Fortune magazine, is famous for its capacity of innovation and recruiting talent. The
freedom its employees are claimed to have is not an illusion and it gives excellent
results. The article “How employee freedom delivers better business”, by Susanne
Gargiulo, published by CNN.com on September 21, 2011 (Gargiulo, Susanne, 2011),
shows how this freedom environment is an excellent tool for keeping employees

motivated and give their maximum.

As said before, SIEs are talented people that want to build their professional lives; if
an enterprise wants to retain them, they must be motivated by their professional
possibilities and, at the same time, giving them the independence they need to rule in

their own professional lives.
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Here's a taste of what we offer

N

Stay healthy, save time Travel without worries Meore time with your baby Never stop learning
On-site physicians and Googlers and their families Mew parents get time off and We'll reimburse you for
nurses, convenient medical are covered with travel some extra spending maoney clazses or degree programs
services, and comprehensive insurance and emergency to help thern welcome their that help you with what you
health care coverage help assistance - even on new bundle of joy. do.

keep you healthy and happy. personal vacations,

[%aries by location]

Legal aid for less

Googlers get legal advice at
no cost and, in the US, also
get common legal services at
a generous group discount.

Figure 13. Screenshot of the section “Benefits of life at Google” of Google’s web page
(http:/ /www.google.es/about/jobs/lifeatgoogle/benefits /).

According to that article and to the information provided in its web site, free medical
care for employees and their families, low-cost high quality child care, fitness centre,
and library are some of the benefits that employees can enjoy working at Google. The
consequences, as the same article continues stating, are increased innovation and

productivity, low turnover, low sickness rates and high employee satisfaction.

This is what Google gets accomplishing the policies and programs that has claimed
to have, employees are able to check by themselves that all is true and the result is
mutual trust. Employees trust in its company and, as a consequence, they feel more
involved and identified with it; Google trust in employees, it know that meanwhile
they are happy and motivated, they will continue to work hard for the company. The
sort of employees Google seeks, talented and innovative people, as we have seen, do
not use to be people that are just looking for earning a lot of money, instead, they are
employees that want to go further, and get mutual trust, transparency, feel identified
with the company and proud for what they do, and that is what a corporation might

be able to provide them if they want to retain them.

50



Maybe not all the companies, because of their nature, are able to provide employees
with this kind of free and extroverted work environment. Nevertheless, the
conclusion of this subsection is that, in order to retain employees, companies might

demonstrate that the policies that have been attractive for applicants are real.

6. Conclusion: Best practices and recommendations for its implementation

In this last section of the project, I shall try to summarize the conclusions we can
extract from it. Likewise, based on the mentioned conclusions, I will also try to

recommend some best practices for the companies of our environment.

In this sense, it must be beard in mind that the examples provided in the former
section are all related to big international companies. Nevertheless, Small and
Medium-Sized Companies (SMEs) represent an important part of the economy.
According to the web site of the Spanish Ministry of Industry, Economy and
Commerce (Ministerio de Industria, Economia y Comercio), the 99.88% of Spanish firms
(3,243,185 out of 3,246,986%) are SMEs. Consequently, the examples studied should be
adapted to the characteristics of this type of firms.

Despite SMEs represent an important part of the economy, the relationship between
these types of corporations and CSR has been given less importance than in the case
of big international companies. Jenkins (2004) has stated that it is necessary to
develop particular CSR strategies for SMEs, bearing in mind their differences with

respect to large companies.

9 http:/ /estadisticas.ipyme.org/Empresas/ Anuales/InformesAnualesEmpresas2008.aspx?idInforme=1. The data
provided is referred to the year 2010, the number of companies might have oscillated.
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6.1. Integrating CSR in the management of the company

Several authors, such as Roberts et al. (2006), have stated that SMEs undertake
several actions taking care of social, economic and environmental issues, but they do
not classify them as CSR. As a consequence, they do not use CSR as a tool to create a
good image and reputation. Nevertheless, as we have already studied, if a company
integrates CSR within its management and strategy, it could be more beneficial for it.
The steps that should be taken by a SME in order to correct the mentioned situations

might be the following;:

> Integration in values and mentality: Jamali et al (2009), by means of interviews

made to SMEs managers, delimitated that the main reason they based on
when applying a CSR policy was philanthropy. The strategic approach was
not even contemplated. However, as studied, a strategic approach to CSR
could be useful to ensure the sustainability of the community, the

environment, but also at the same time, the sustainability of the company.
The first step to be able to adopt strategic CSR is by means of the
understanding that good actions for external stakeholders can be also good for

the company.

» Corporative integration: SMEs are less diversified than large companies.

Therefore, it is common to find departments that merger function that in large
firms would be attributed to diverse departments. In these companies it is
unlikely to create a CSR department, since in many cases they lack even a
Human Resources or Marketing Department, that are the ones that use to take

care of CSR.

However, the integration of CSR could be done by a direct implication of the
director/owner of the company, with the development of concrete programs

in this sense, and involving personnel in these programs.
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» CSR programs development: For the sake of briefness, the steps to be

undertaken in order to apply a strategic CSR are not going to be reproduced
again, since they have already been studied in the correspondent section.

Instead, I would try to highlight some important elements.

When choosing the appropriate stakeholders, according to Jamali et al, 2009
and Vives 2006, SMEs use to select those stakeholders that are close to them,
such as employees (well-being, health, worker participation, equity, etc.) or
communities in which they are located. Focusing on employees, as we have
studied is an intelligent strategy, above all, bearing in mind their importance.
Nevertheless, an SME shall not be just addressed to local stakeholders since,
thanks to the globalisation and technologies, in spite of the small size of a
company; it might have a global spread. Besides, this is very important if a

SME wants to attract global talent.

Once chosen the stakeholders and the strategies addressed to them, as we
have already studied short and long-term objectives should be established
and, the results of those programs must be measured and evaluated, as any

other strategic aspect of the company.

6.2. Communication tools

We have already seen that, it is not enough to have a CSR program, or attractive
working conditions. It is also necessary that this information arrive to prospective
applicants, that is to say, it is necessary to create a reputation, a good image of the

company. Communication tools are a key in factor in this area.
In this regard, Nielsen & Thomsen (2009) differentiate two types of communication:

direct communications (which is the one that is directly provided by the company,

for instance through reports, web sites, brochures, etc.), and indirect communication
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(which is the one spread by external individuals, such as mouth-to-mouth

communication, publication in local press, etc.).

SMEs make a lot of use of indirect communication and that is of utility in order to
attract local employees, or customers, for example. Nevertheless, if an SME, due to its
particular business, wants to act in a more global way, then it must promote its direct
communication. SMEs, in general terms, use to be less visible than large firms to

employees; direct communication needs to be made in order to increase visibility.

> ldentifying the attractive points: First of all, a manager needs to make clear

what might be interesting for the type of employee he or she desires to attract.
Due to SIEs profile, already seen, in general terms, SIEs feel more attracted to
large companies, since they have more professional possibilities. Thus, if a
smaller company wants to attract the same time of talented international
person, it has to promote its attractiveness, by indicating the unique
characteristics a small firm can offer and that will not be found in a big

company:

- Family atmosphere based on trust: Jamali et al (2009), the relationship
between managers and employees in this type of companies is much more
personal, based on trust and mutual commitment. The relationship
between top managers and employees in large companies use to be strictly

contractual, but in SMEs this relationship is much closer.

- Employee well-being: According to the same study of Jamali et al (2009),
and, as a logical consequence derived from the first characteristic stated, in
SMEs human element is a core factor. Consequently, SMEs try to promote
employees well-being and, since the size of the company is smaller, it is

easier for them to create and atmosphere of equality, diversity, health, etc.

54



- Work variety and more impact: This is a way to turn the disadvantage that
supposes working for a small company, into an advantage. A SME should
strengthen the idea that within this type of company, since there are not
specific departments for each field, an employee would be able to develop

more and varied skills related to several aspects of business.

Another good advantage to highlight is the fact that, from the beginning
you have more responsibilities, since there are more tasks to take charge of,
and your work has a direct impact in the management of the company.
This is a good claim for ambitious people, as it is the closer situation to

having an own business, but without the economic venture.

- Direct involvement in the CSR program: As said, SMEs have a long
tradition of philanthropic activities, but they do not have identified them
as CSR. If a small firm desires to attract people from all over the world, this
should change, and the CSR program should be developed and become
visible for external stakeholders. It has already been mentioned, that CSR
actions in SMEs do not necessary have to be local. Nevertheless, being local

or global, the important thing is to make them notorious.

Moreover, and this is above all addressed to those SIEs concerned with
their environment and community, and that seek companies they might
feel identified with; a good direct communication shall be able to highlight
that, in a SME, an employee would be directly involved in the CSR

program.

» SIE’s official web site: It is more and more often that SMEs have official web

sites. However, as important is having a site as knowing the information that
must be provided by means of it. The web site should be as attractive as

possible, both in content and in image. Basically that information is the one
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mentioned in the previous point. In order to make a brief summary, the points

that might be included:

- Company’s values: Mentioning the familiarity, equality, integrity, trust

and, in general, all the strong points we have already seen.

- Employees section: Establishing a section to give publicity to well-being
programs, the development and promotion possibilities, and the direct

involvement and impact of their job.

In this section it is important to include the job positions available, the
characteristics requested and the description of the tasks. Likewise, the
company shall ensure that the application to the jobs can be done on-line in

an accessible way.

- CSR section: Identify the actions the firm does for their external
stakeholders. Publish, likewise, a report on this aspect and also, possible

certifications or awards (even local, as we will se below), if any.

- Frequent questions and contact: SIEs and skilled professional people in
general, wants to be aware of all the circumstances surrounding the
company. A section of frequent questions would be of interest, as well as a
direct phone or e-mail address through which they can have contact with

the company in order to solve all their queries.

> Social Networks: This is a very cheap and easy way to make a company more
public. By having accounts in social networks, such as Facebook, Twitter,
Youtube, or even having a blog, a SIE would be more in contact with potential
applicants. In those social networks, a brief summary of all the circumstances

stated above for the official web shall be available, as well as the link to that
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official web site. Besides, by means of these networks, people might be able to

ask questions, and thus it is important to be quick in providing answers.

Recruitment brochures: Available on-line in pdf format and also in printed

format that can be distributed, it must contain all the attractive points we have

identified. Here we have an example of brief brochure made by Trench Safety

and Supply, Inc., a medium-sized company located in Memphis, US, that, in

spite of being brief, collects all the advantages of working there:

UH S GREAT HEASUNS

Tnench Safeqf Isa sma!l cornpany And dm Is by deslgn
We llke It that way. Bacausa by staying small, each
employee’s contribution makes a difference. Do
you see a better way to process an order! Speak up.
Know of 2 new product that might help our customers
do their jobs better? Or save them money? Bring your
Ideas to the table. Heard about a way we might be
able to save some money!

TmnchSatety.

TmnchSa!ety 15 unigue. Few compan!es offer the pmducts and services we do.
And fewer still provide the high level of service that we deliver every day.

We help bulld and maintain the Infrastructure In our communities — the water,
sewer, gas, electrical, telecommunications, and highway systems. It 1s difficult to
drive around the Mid-South and not see the Impact of TrenchSafety. And.
the products and services we provide save lives. Construction and wtllity work
can be very dangerous, particularly when workers aren’t properiy trained, and
don't use their equipment correctly. TrenchSafety |s recognized as the Mid-
South leader In construction-industry safety training. More than 6,500 pecple
have been through our safety courses. In fact. many referrals to our training
classes come from OSHA personnel.

Mo coats and tias hare. Mo dress codes. Vve expact our employees to be neat.
and dress appmprlaiely But we're not a bank or big-city law firm. We also
strive to make our work fun and
enjoyable. If you're not happy where
you spend the batter part of your
day. we both have a problem.

By the same token, we've all got

a job to do.We provide first-rate

{ service to our customers.Vve respect
our fellow employees. We're good
nelghbors In the community, Of course, we're In business to make a profit, and
this work enviroment enables us to do so.

Imagine going to a football game whera they didn’t tell you the score. It wouldn't
be a lot of fun to watch. A lot of businesses are run that way. The people in such
companias don't know how the business Is doing. At Trench5afety wa
practice “open-book”™ management.What does that mean to you? [t means we
openly and fraquantly discuss our financlal results. . with averyone on the taam.
The end-result Is that we all do a better job when we know the score.And we
make more money for ourselves and for the company.

TrenchSafaty provides fair and compatitive compensation programs. To attract
and retain top talent, we know we have to pay accordingly. Though arways
subject to changa, we also offer health 3
Insurance, lifa and disability insurance,

sick pay, pald vacation time, and a 401K
ratirement plan that Includes an attractive
employer-matching provision.

Ve also offer, on a regular basls, Incentive
programs tled to financial and other
objectives. Such Incentlvies are atways over :
and above other compensation programs. Some of these programs have Iasled
for Just a month or two. Others have lasted slx months or longer.

TrenchSafety provides a winning combination of products and services. and

that combination means we plan to grow.As you help in that effort, you'll have
terrific opportunities to advance. A great example Is our Branch Manager
In Memphis. In |998 he bagan working at TrenchSafety as our laser and machine-
control tachniclan. Toda}f ha's runnlng the location.

To be sure, rou ll woric hmrd you II enjoy a great working environment and
benefits, and you'll bulld a solid future. If a career at TrenchSafety sounds
Interesting to you, or If you know of someone who might be Interested, contact

us today!

800/865-5801
901/346-5800
901/346-1060 rax
careers@trenchsafety.com

Figure 14. Second page of Trench Safety and Supply, Inc.’s recruitment brochure.

Available at

http:/ /trenchsafety.com/Content/pdfs/RecruitBrochure_June2012.pdf.
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6.3. Strategic partnerships and alliances

International alliances might be a key factor for a SME that do not have international
presence but that, in spite of that, do not want to limit their effects to national

boundaries. Some examples of strategic alliances could be the following ones:

» Collaboration agreements with similar SMEs: By making a market research

and identifying similar companies in other countries. By means of
collaboration agreements between them, they can undertake the compromise

of doing mutual international secondments of their employees, for example.

This is a way of making our company known in that country. Besides,
although the exchange is initially temporal, SIEs personal profile might guide
them to prolong the stay. Moreover, it is way to start an indirect

communication (mouth-to-mouth, for instance) but in a different country.

» Collaboration agreements with Universities: Building strong and durable

relationships with universities can be an excellent recruiting tool. In this case,
it is important to select carefully the university and then the possibilities are
limitless: giving conferences (which is a communication strategy),
international internship programs, doing the interviews in the university

itself.

In order to attract the more amounts of applicants, the company shall be
perceived by students as a positive place to work for. Therefore, strategies of
interaction with student’s organizations, sponsoring small events in the

university should be deeply studied.

> Strategic alliances with NGOs: Alliances with NGOs might not only be about

protecting environment, as in McDonald’s case. Strategic alliances could be

entered with these institutions in order to promote diversity, integration,
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equality and so forth. Therefore, NGOs with international presence might be

helpful for small business when finding international profiles.

6.4. Reporting, certifications and awards

> Reports and certifications: As studied, doing an annual report of the CSR

practices of a company is another way to show the social responsibility of a
corporation. The problems of SMEs in this case, are that their programs in this
field might not be many, due to their size, and therefore the report might seem
scarce. Furthermore, the company might also acquire some of the certifications

already studied.

» Awards and recognitions: It is quite difficult for SMEs to be included in the

rankings and list that we have mentioned in section 5. Nevertheless, it is
possible to be included in local or national rankings, such as, for example el
Directory of Social and Solidarity initiative of voluntary character performed
by Andalucia’s companies (“Directorio de Iniciativas Sociales y Solidarias que

realizan las Empresas Andaluzas'0”).

> Make sure the information arrives to the target: Due to their limited spread,

the awards and recognitions got by SMEs might not be known beyond the
community in which they are located. Therefore, the company might be able

to give them publicity by means of the communication tools already studied.

' Publication made by CEA, Confederacién de Empresarios de Andalucia (Entrepreneurs’ Confederation of
Andalucia), together with Konecta consultancy and the Direccién General de Voluntariado y Participacion de la
Consejeria de Gobernacién y Justicia (General Direction of volunteering and participation of the Government and
Justice office).
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6.5. Motivation

> Promote the mutual trust: that is to say, create a relationship of mutual

confidence, which is precisely what has been claimed to attract prospective
applicants. As we have studied in section 5, this confidence is built by means
of fulfilling all the programs and policies that the company has assured to

have. On the contrary, there would be risk of losing this workforce.

> Involvement in the CSR practices: Especially in the case of those employees

that were attracted because of their socially responsible behaviour. Besides,
that is easier in a small company, where there are fewer departments that have

to take charge of everything.

> Offer a professional career: One of the more important inconvenient of

working in a small company is the scarce possibilities of promotion. This is
still more important in the case of SIEs, since they are people that are worried
about their personal development. Therefore, a good alternative is trying to
create a system of promotion, with rewards or bonuses depending on the
profits of the company, and acquiring more responsibility with the
improvement of the firm. For example, if we acquire a SIE to expand our
business in another country and, as years go by, the business gets established
there and increases benefits, the company can offer to that employee an
annual promotion linked to the future of the company. Likewise, for this
purpose, if would be also recommendable to offer employee training and

development.

To sum up this subsection it could be stated that, in order to retain people is essential
to make a personal study of each of them in order to know their interests and,
depending on them, trying to keep them motivated, either by involving them directly
in the CSR program, or offering them continuous training and promotion

possibilities.
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