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Abstract 
 
To be socially responsible these days is of growing importance to businesses around the globe 
including Thales. To come so far, purchasing as a business function can play an important role. In this 
report the role of purchasing is defined as social responsible buying. In order to be able to buy socially 
responsible, purchasing has to have certain capabilities. These capabilities are described in 
purchasing maturity models. In this report we have a look towards the maturity purchasing 
organizations should have to be able to buy socially responsible. Then we apply the knowledge to 
Thales and formulate recommendations for improvements.   
 
Keywords: Social Responsible Buying, Defense, Thales, Purchasing maturity  
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Management summary 
 
Introduction and scope: 
The defense industry used to have a conservative nature. Nowadays, however, social responsibility 
seems to increase in importance in the defense industry.  
 
For us CSR means that a company not only takes care of economic issues but also handles 
environmental and social issues (people, planet, and profit). This has two reasons, first for the 
motivations of being good, and second, to increase business results. 
 
The Thales group expects that they can increase their business results by taking social and 
environmental issues into account.  
 
Since Thales’ buying volume increased, responsibilities resulting from social issues shifted towards 
purchasing. Thus, purchasing as a business function can help organizations improve their social 
performance. 
 
We defined the role of purchasing within social responsibility as Social Responsible Buying (SRB).  
 
This thesis focuses on the elements in purchasing that are essential for Thales to buy socially 
responsible. 
 
Research questions: 
The following research question was formulated, which had been divided into sub questions 1, 2, and 
3: 
 

Does Thales have the capabilities to buy social responsible?

1. What are the key drivers and barriers of CSR and
how do  these relate to Thales?

2. How do we distinguish different strategies towards
CSR and what are key processes for purchasing?

3. What competencies are required in different CSR-
attitudes and how does this relate to Monzcka’s
model?

 
 
Research approach: 
Figure 1 gives the schematic view of the different research activities.  
 

Definition of 
variables

Limiting the 
domain

Relationship (model 
building) Support

 
Figure 1 The stepwise procedure for theory combining is: definition of variables, limiting the 
domain, relationship (model building), and finally theory practicing (support). 

 
Step 1 and 2 are bodied by a literature review, and theory is combined in step 3, so that a model could 
be formulated which gives insight in the relation between purchasing maturity and SRB. 
 
To answer the main research question a large number of respondents could be used within Thales. 
(Formal and informal) Interviews with these respondents were used as a primary source of data 
collection. 
 
After analysing the data, research questions are answered. By applying the model we provide insights 
whether Thales needs improvements to buy socially responsible.  
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Literature review:  
Organizations can follow different strategies towards SRB. In this report these different strategies are 
defined as CSR-orientations. These differences are shown on a line from reactive towards proactive. 
Reactive companies typically add minimal effort in SRB, so that they for example hardly comply with 
regulations. On the other hand, proactive companies will voluntary take initiative to reduce their social 
impact. 
 
For organizations the ability to execute a CSR-orientation seems to be dependent on its maturity as 
shown in the following figure: 

Competences Maturity

Absorptive capacity Possible CSR orientation

Financial performance

Best practices

 
 
To define the maturity of purchasing in this thesis the Michigan State University (MSU) model is used. 
This model states 10 different stages of maturity for 8 strategic processes. We chose the MSU model 
from several other models because: 
 

• It is empirically tested with financial performance, 
• It is well known and used throughout the world, 
• It handles the five main elements that describe maturity, 
• It handles integrity, 
• It is the most exhaustive, 
• It is not a model, which forces the user to one unique solution, 
• Finally, it needs information from many different departments and a broad scope of 

department’s increases validity. 
 
To determine a preferred CSR-orientation we used a 5 step procedure which is based on the 5 
principles of Maignan et al. (2002): analyse of stakeholder pressure, estimation of potential benefits 
and costs, purchasing policy, choosing, and implementing a CSR-orientation. This process is shown in 
Figure 2. 
 

analyse of 
stakeholder 

pressure

estimation of potential 
benefits and costs Purchasing policy choosing implementing a 

CSR-orientation

 
Figure 2 The 5 step approach to help organizations determine the preferred CSR-orientation (based 
on Maignan et al. (2002) 
 
Combining theory: 
MSU states different stages of development purchasing can have. In order to determine how mature 
purchasing should be to execute a CSR-orientation we combined the elements of the different CSR-
orientations (SRB elements) with the MSU model through the following procedure: 
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Deduct all elements from 
the different CSR-

orientations 

Deduct all elements from 
the MSU model

Relate all elements and find optimal MSU stage/CSR-
orientation 

Add CSR-orientation to all stages of 
the MSU model

 
This procedure results in an integration of the different CSR-orientations in the MSU model. 
 
Theory practicing: 
We applied the result of the combination to Thales. And used semi structured interviews with data 
triangulation as a basis for analysis of the current purchasing elements at Thales. We used 6 
respondents from several disciplines for interviews.  
 
Conclusions: 
The conclusion is that:  
 
Based on the analysis a reactive CSR-orientation is preferred for Thales. 
 
Furthermore, the following SRB elements are not sufficiently present at Thales:  
 
Table 1: insufficient SRB elements 

 

Element At Thales 
The level of planning horizon for CSR 
objectives 

The purchasing involvement in product and process 
planning differs between projects and products. Project 
with early and late (none) involvements are known.  
CSR objectives are not or ad hoc planned. 

Benchmarking and market research Both benchmarking and market research happens 
basically only on price, and barely on other factors. 
Sometimes Thales analyse suppliers on different 
certificates. But this is not an order winner or loser.  

Collaboration that is commonly used in 
order to deal with social responsible 
objectives 

Use supply chains for innovative solutions, but social 
issues are not a goal itself.  
Supplier selection happens by: first, look to suppliers 
already in the database; another supplier must have 
substantial advantages before they are switched. Two, 
new suppliers fill in a questionnaire and thereby 
environmental subjects and ISO certificates are tested. 
Purchasing is responsible for supplier selection. 
However, it is not that they always have the product 
knowledge to actively debate product specifications 
with suppliers. 

A systematic supplier evaluation process Supplier evaluation happens on logistical issues, 
quality, and financial situations on a three months 
basis. A new tool QLTC in now introduced where hard 
and soft issues are continuously evaluated. Selective 
visits at suppliers. Normal audits for itself and its 
vendors (to expose and identify poor CSR performers 
within the supply base). 

A systematic procedure for supplier 
development 

Supplier development measures are developed 
individually. 
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8 strategic processes Stage         

In sourcing and outsourcing  0 1 2 3 4 5 6 7 8 9 10 

Commodity Strategy Development  0 1 2 3 4 5 6 7 8 9 10 

Establish and leverage a world class supply  0 1 2 3 4 5 6 7 8 9 10 

Development and manage supplier relationship  0 1 2 3 4 5 6 7 8 9 10 

Supplier involvement in new product/process development  0 1 2 3 4 5 6 7 8 9 10 

Supplier involvement in order realization process  0 1 2 3 4 5 6 7 8 9 10 

Supplier development and quality management  0 1 2 3 4 5 6 7 8 9 10 

Strategic costs  0 1 2 3 4 5 6 7 8 9 10 
 
 

We have indicated that a reactive level seems to fit best to Thales’ situation. Therefore, Thales also 
needs fill in the gaps (black spots) so that they have enough absorptive capacity, and therefore are 
able to buy socially responsible, which Figure 3 shows.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  
Figure 3 Shows the black spots where MSU elements are missing. 
 
In short, Thales should focus on getting the elements from Figure 3 so that they have sufficient 
absorptive capacity towards SRB, and are able to buy socially responsible, and should, if they follow a 
reactive CSR-orientation, give SRB shape with the missing and pointed SRB elements from Table 1. 
Resulting from the conclusion the recommendations could be formulated. 
 
Recommendations: 
To come to a reactive CSR-orientation, the following recommendations were formulated: 

• Create a process to indentify suppliers that are performing below the level that the Thales 
Group has stated. Formulate supplier improvement programs and evaluate suppliers based on 
these processes and programs. 

• Include SRB criteria in market research, benchmarks, and contracts. 

• Product lifecycles within Thales are long and changing products is expensive. Therefore 
including social statements early in the planning process is recommended. Changing products 
in the early part of the lifecycle could be cheaper. 

• Use the supply chain for innovative solutions, and move as much as possible towards 
standardization. Standardized products are easily interchangeable. Therefore, if for example a 
less energy consuming product enters the market it’s effortlessly implementable. 

• Demand suppliers to help listing harmful materials, if there are any of them. Some entities (for 
example firefighters) also need this information for safety reasons. 

• Purchasing should feel more responsible to debate opportunities in the product specification 
phase, and should understand more technical requirements. Thereby, increasing the power of 
the purchasing department. 

• Use the MSU model regularly as a benchmark to determine maturity, show improvement 
opportunities, and use MSU as a starting point for long term purchasing improvement 
programs. Monzcka claims that one a year is fine, Philips does it every year for all purchasing 
employees and links it with objectives. For example, every purchasing manager should next 
year have an level 7 maturity on process 1. 



 9 

• Communicate with other business functions (e.g. technical managers) and personnel the facts 
and opportunities SRB can have, so they become more familiar with the opportunities it 
creates. 

• Make courses mandatory. 

• Include SRB policies within purchasing policies as stated by the organizational policies and 
check ethical subjects on performance. 

For Thales it’s important to realize that an increased maturity level of purchasing can have can have a 
tremendous effect on the purchasing performance.  
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Chapter 1 Introduction to the research problem 
This first chapter describes the scope and goal of the research. Furthermore, it describes the 
research method to achieve this goal. Starting with the environment of the research, then the 
research objectives and research approach are described. Furthermore, detailed research questions 
are formulated. We end this chapter with a brief overview of the methodology and the outline of this 
thesis.
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Research environment 
 
In this section we discuss the main elements of this thesis including: Thales, scope, goal, 
methodology, and the structure of the report. 

1.1 Thales  
This section provides background information about Thales and its purchasing department. 
 
Thales Netherlands is part of a global player: the Thales group. This group operates 50 countries with 
its headquarters in France. Thales has a workforce of 68,000 with 25,000 high-level researchers and 
engineers. Of their revenues 18% (2.2 billion) is invested in R&D. Furthermore, Thales has 30 
cooperation agreements with universities and research centres. Each year they produce around 300 
innovations and 15,000 patents. Thales is a global technology leader in mission critical systems and is 
active in the aerospace, space, defense, security, and transportation markets.  
 
Thales Netherlands is active at 4 different locations. Thales Hengelo, which houses the Dutch 
headquarters, accommodates the Naval and Air systems, and Security solutions & services. With 
2,100 employees it’s by far the biggest defense organization in the Netherlands. 
 
The Naval division develops and produces naval missile control systems, naval sensors, radars and 
infrared systems designed to defend a naval ship against air threats. Air Systems produces various 
types of ground-based systems that provide ground forces with the surveillance capabilities. Security 
Solutions & Services provides integrated support to customers using Thales Nederland’s products. 
Furthermore, they offer ground transportation solutions, critical infrastructure security systems, and 
simulation solutions. (Thales, 2008a; Thales corporate website; Thales purchasing intranet page) 
 
In the continuation of this report when speaking of Thales, we refer to Thales Hengelo. 

1.1.2 Purchasing at Thales Hengelo 
The purchasing department Hengelo ensures supply for surface radar (Netherlands), which is a 
subdivision of air systems. This division is active in both the Netherlands and France, and therefore 
the purchasing departments in these countries collaborate closely.  
Purchasing is separated in primary process procurement (direct) and general expenses (indirect). In 
this report we focus only on direct procurement. Direct procurement provides goods and services for 
surface radar. Furthermore, it indirectly supplies the business units Above Water systems, Naval 
Services, and Industrial services. The business unit Above Water Systems handles its own primary 
subcontracting, but uses consoles and sensors for command and control systems that the Purchasing 
department of Surface Radar provides. Naval Services and Industrial Services handle the 
procurement of the products that they sell directly to the customers. For their assembly activities they 
use printed circuit boards that are produced by Surface Radar.  
 
Concluding, Thales uses a combination of centralized and decentralized purchasing. The underlying 
argumentation is that the division Naval uses the production facilities of the division Air Systems, 
because it is too expensive to maintain two production departments for the same parts. (Thales, 
2008a; Thales corporate website; Thales purchasing intranet page) 

1.2 Research area and scope 
Nowadays organizations increased interest in social responsibility, the Thales group for example 
recently enlarged attention in social responsibility (e.g. by introducing a social annual report). Thales 
Hengelo recognizes too that social responsibility is getting more important. Purchasing is getting 
involved in this trend due to the following reasons. 
 
Purchasing as a business function is a success factor in achieving organizations’ business goals 
(Rietveld, 2009). Furthermore, Thales’ buying volume increased (due to focus and specialisation of 
suppliers) and a lot of responsibilities are vertically integrated through suppliers. 
Therefore, we need to create insight in what elements (competencies and capabilities in processes) in 
purchasing could have an effect on social responsibility. In other words; what are the important 
elements a purchasing organization should have so that it is able to buy social responsible.  
 
Consequently, this thesis is build up around the two subjects: purchasing and social responsibility. 
 



 17 

Note: Little knowledge is available about social responsibility in the defence industry, so we have 
decided to first focus on social responsible buying in general and then zoom into Thales itself. 

 

1.2.1 Subjects of the report 
In this section we introduce the main subjects of this report: purchasing and to be socially responsible. 
 
Purchasing: The emerge of supply chain management (SCM) led to the recognition of the strategic 
role of purchasing which resulted in a evolution from pure “buying” to “procurement” or “supply 
management”. (Paulraj et al., 2006; Ellram and Carr, 1994) “The principles of SCM have also induced 
the recent restructuring of procurement departments’ role in managing the buyer–supplier 
relationships (…)”. (Anderson and Rask, 2003 p. 83) In order to realize that, purchasing needed to 
move forward, by (1) position itself different in an organization and (2) gain different capabilities.  
 
Purchasing capabilities: The main focus of this thesis will be on (2), which describes the level of 
evolution measured in maturity. Maturity is a sum of elements (e.g. formulation of a purchasing policy 
and an in-/outsourcing policy) that indicates the level of competences (e.g. capability of making 
legitimate outsourcing decisions). Scholars and researches proposed models to quantify and measure 
the maturity. In this thesis the different models are reviewed.  
 
Socially responsible: As described, a topic of increased interest is Corporate Social Responsibility 
(CSR). Thales Hengelo, however, is primarily operating in the defense industry, which seems to have 
little drivers towards social responsibility due to (1) the relative “inflexible” industrial specific standards 
(2) the role of defense in conflicts (3) a B2B or better a business to government environment with 
relative small competition (the Dutch government owns a small part of Thales Netherlands and it is the 
primary customer).  
 
The first point is explained by a small example.  

Example of point one: When leadless soldering is used, tin whispers could form. Tin whispers are 
nano crystals that eventually could create a short circuit that activates the missile. In short, a missile 
requires such a high level of quality that errors in systems lead to unsafe situations. This could result 
in devastating effects. To overcome this problem, Thales is still using lead.

 

1.2.2 Defense, Thales, and socially responsible 
Primarily due to the 1ste and 3rd reasons in section 1.2.1, defense is excluded

 

 in the environmental 
buying criteria of the Dutch government (senternovem). Thus, regarding to regulations and industrial 
standards, Thales experiences little drivers towards social responsibility. On the other hand, products 
for civil applications and dual use are not excluded.  

Nevertheless, the Thales Group itself, as a market leader, pays attention to the subject. Two changes 
may influence the importance of social responsibility to Hengelo: (1) In a centralized CSR policy the 
corporate policy will be pushed towards Hengelo (the Thales group can be seen as the policy 
developer) (2) Different (future/local/international) regulations and industrial standards (Thales has 
responsibilities as a market leader) may be expected. Hence, in Figure 1.1 it is shown why Thales 
Hengelo expects that social responsibility will eventually become more important.  
 

Driving factor (e.g. 
changes in the 

environment, see Table 
2.1)

Preceived 
needs

 
Figure 1.1 How changes ask for perceived needs 

1.2.3 Scope 
This thesis focuses on the elements in purchasing that are essential to buy socially responsible.  
 
As a result, the question rises: what elements, thus level of maturity, does Thales need in order to 
successfully implement CSR activities? Furthermore, the purchasing department provides the 
opportunity for this research. For that reason, this thesis is focussed on the main research question: 
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What level of maturity does the purchasing function of Thales need in order to successfully apply CSR 
practises related to purchasing? 

1.2.1 Previous research on CSR and purchasing maturity  
CSR is a widely described topic in scholarly literature. Information about: drivers/enablers and barriers 
of CSR as well as “CSR-orientation” are described in literature. However, drivers and barriers differ 
between industries and nations. Consequently, we need to gain more knowledge about these at 
Thales Hengelo. 
 
In the past, Goldsby and Stank (2000) performed an empirical research on 306 senior logistic 
employees and found a significant relation between the quality of logistics and environmentally 
responsible logistics practices. Nevertheless, as far as concerned, no research has been performed to 
test the (cor)relation between the quality of purchasing and CSR practices. Moreover, no conditions 
under which purchasing is able to buy social responsible given a certain CSR-orientation, are stated. 
What is of more concern is that none of the studies applied looked to the (relatively) odd and closed 
defense industry. 
 
We use a maturity model that is focussed on purchasing to determine what elements a mature 
purchasing organization should have. A number of researchers proposed models to determine 
maturity profiles of the purchasing function and the purchasing organization (e.g. Schiele, 2008). 
Some of these models are already positively empirically tested in connection with (financial) firm 
performance (e.g. purchasing excellence program1

 
).  

For this study we chose the Michigan State University (MSU) model of Monczka. In section 2.3.3 this 
choice is explained.  

1.2.2 Gap in literature 
Concluding from section 1.2.1, there is no minimal maturity level known in literature to be able to 
introduce CSR successfully in an organization. Therefore, this qualitative study aims at finding a 
“minimal maturity level” required so that CSR activities in the realm of purchasing can be successfully 
implemented.  

1.3 Research question 
The following research question is formulated, which has been divided into sub questions: 

Does Thales have the capabilities to buy social responsible?

1. What are the key drivers and barriers of CSR and
how do  these relate to Thales?

2. How do we distinguish different strategies towards
CSR and what are key processes for purchasing?

3. What competencies are required in different CSR-
attitudes and how does this relate to Monzcka’s
model?

 

1.4 Research approach  
This section describes the research approach we use to answer to the research questions as stated in 
section 1.3. 
 
This study aims at combining theories to create a model, which we apply to the current practices within 
Thales. In a research, the quantity of data that can potentially be composed is vast; therefore the 
stronger the research focuses, the easier it is to identify possible cases and to draw research 
protocols. When executing case-based research it is common that the research question will evolve 
over time. And the purpose may thereby evolve from theory combining towards theory practicing. Two 
important steps for this are (1) collection of data (2) combining theory. 

                                            
1 http://www.purchasingexcellence.nl/ 
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1.4.1 Collecting data 
During informal interviews the scope of the research became clear. We focussed on Thales to find out 
what the current situation was. A large number of respondents could be used within Thales. (Formal 
and informal) Interviews with these respondents were recognized as a primary source of data 
collection. To increase validity of the interviews a number of measures were taken. It was decided to 
(1) interview multiple respondents (from different disciplines) and compare data between respondents 
(identifying confirming and conflicting statements). (2) go for semi-structured interviews (giving 
respondents the opportunity to give own inputs) (3) use data triangulation (second sources of 
information to check the statements of the respondents).  
 
According to Eisenhardt (1989) cases can be added until results are achieved. He however does not 
take a time limit into account. For this study due to time limitations this approach is infeasible. 
Therefore it was decided to use six formal respondents. With the notion that the first respondent was 
used as a pilot. This pilot study is used to evaluate the collected data for usability. A pilot study does 
not infect the study and can even be used in data analysis (Yin, 2003).   

1.4.2 Combining theory  
After analysing the data, research questions are answered. So a model is formulated which gives 
insight in the relation between purchasing maturity and social responsibility. By applying this model we 
provide insights whether Thales needs improvements to buy socially responsible. Figure 1.2 gives the 
schematic view of the different research activities.  
 

Definition of 
variables

Limiting the 
domain

Relationship (model 
building) Support

 
Figure 1.2 The stepwise procedure for theory combining is: definition of variables, limiting the 
domain, relationship (model building), and finally theory practicing (support). 

1.4 Structure of the report 
This thesis is organized in the region of the objectives: purchasing maturity and social responsibility. 
Furthermore, each chapter of this report deals with one objective. This is depicted in Figure 1.3.  
 
Chapter 2 Reviews the current literature on purchasing and social responsibility. In order to do that, 
characteristics and information about social responsibility is provided. Therefore, CSR-orientation is 
introduced. Furthermore, different maturity models and levels of purchasing development are 
discussed and a maturity model has been chosen to work with.  
 
Chapter 3 describes research that links CSR-orientation and the elements from chapter 2. This will be 
extensively discussed, and based on the previous chapters, we will formulate what is needed to further 
explore the conditions for this link will be formulated.  
 
Chapter 4 handles the pilot study to validate the research methodology. The details of this chapter are 
provided by chapter 2, 3 and completed with the information provided by second sources.  
 
Chapter 5 handles the actual study at Thales and the results from the interviews. In chapter 6, 
conclusions are formulated and directions for further research are suggested. 
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(Chapter 2) 
Litrature review on 

CSR and 
Purchasing 

maturity

(Chapter 3) 
Model building

(Chapter 4)
Pilot study at 

Thales

(Chapter 5)
Study at Thales

(Chapter 6)
Conclusions

Definition of 
variables

Limiting the 
domain

Relationship (model 
building)

Support

 
Figure 1.3 Structure of the report based on the stepwise procedure for theory combining (Figure 1.2) 

Concluding remarks 
This chapter provided background information about the research. It defined the environment of the 
research: Thales Hengelo. Why the research took place: determine recommendations for competence 
improvement with respect to socially responsible buying. How we performed the research: formulate 
research questions and research approach. Additionally, the validity of the research has been 
discussed. The next chapter we discuss the results of the literature review. 
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Chapter 2 Literature review 
 

This chapter examines the first body of knowledge that is required to answer the question: “What are the 
elements required by purchasing to buy socially responsible, given a certain CSR-orientation.”
It starts with a literature review on Corporate Social Responsibility (CSR) followed by the role of purchasing 
within CSR (SRB). Then, we look to the elements that purchasing should have so that it can buy social 
responsible (purchasing activities related to SRB). Furthermore, we have a look on the drivers and barriers of 
SRB. The aim of this chapter is to provide input for theory combining in chapter 3.

(Chapter 2) Litrature 
review on CSR and 
purchasing maturity

(Chapter 3) 
Model building

(Chapter 4)
Pilot study at 

Thales

(Chapter 5)
Study results at 

Thales

(Chapter 6)
Conclusions

Corporate social reponsibility Social responsible buying Purchasing maturity related to 
SRB

(Chapter 3) 
Model building

(Chapter 4)
Pilot study at 

Thales

(Chapter 5)
Study results at 
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2.1 Corporate social responsibility 
This section describes the definitions regarding corporate social responsibility and the orientation 
companies can have towards corporate social responsibility.  

2.1.1 Definitions corporate social responsibility 
What is corporate social responsibility? From Carroll (1979) we know that the idea of social 
responsibility found its roots during the 1930’s. Although there is still a lack of a generally accepted 
definition today, there are numerous interpretations on CSR known in literature. McWilliams and 
Siegel (2001 p.117) define CSR as “actions that appear to further some social good, beyond the 
interests of the firm and that which is required by law” and that this goes “beyond obeying the law

 

”. 
Most literature describes certain activities and ideas that are included in CSR: 

• “The basic idea of corporate social responsibility is that business and society are interwoven

• “It must 

 
rather than distinct entities“. (Wood, 1991 p.295)  

embody economic, legal, ethical, and discretionary

• (Carroll, 1979 p. 497) quotes [Joseph McGuire] “The idea of social responsibilities supposes 
that the corporation has not only economic and legal obligations, but also certain 
responsibilities to society which extend 

 categories of business 
performance” (Carroll, 1979 . p. 499)  

beyond these obligations
• “CSR means that an organization strives to improve profit, environment and the broad” (MVO 

Nederland, 2009) 

“. 

 
For us CSR means that a company not only takes care of economic issues but also handles 
environmental and social issues (people, planet, and profit). In the next section we introduce two 
reasons for CSR. 

2.1.2 Reasons for CSR 
CSR could have two reasons (1) for the motivation to be “good”, Figure 2.1 shows that social 
environmental and profit have to be balanced for the organizational performance. Or (2) strive for a 
better corporate performance. Figure 2.2 shows that social and environmental factors support profit. It 
can be argued that in the end it is always self interested to act socially responsible. 

Organizational performance

Social performane Environmental performance

Child labour Waste 
managementCorruption Energy 

consumption….. ...

Profit

 
Figure 2.1 social, environmental, and profit are an almost equally important measure for organizational 
performance 
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Organizational performanceProfit

Social Environmental

Child labour Waste 
managementCorruption Energy 

consumption….. ...

 
Figure 2.2 social and environmental responsibilities are used to improve the organizational 
performance, which is profit 
 
Furthermore, researchers argue that CSR can be executed through different attitudes, so-called CSR-
orientations. This will be explained in the next section. 

2.1.3 CSR-orientation and its different characteristics 
In addition to section 2.1.2 researchers distinguish CSR-orientation between two extreme positions, 
ranging from reactive towards a proactive approach. Reactive companies typically add minimal effort 
in CSR, so that they for example hardly comply with regulations. On the other hand, proactive 
companies will voluntary take measures to reduce their social impact. Some researchers’ segmented 
the range from reactive to proactive in 4 or 5 steps. Still most describe three steps. We also chose 
these three steps. We call these three steps reactive, developing, and proactive. Literature describes 
the characteristics of reactive to proactive companies. In the next part of this section a small summary 
is provided which will be used to combine theory in chapter 3. 
 
 
     CSR-orientation 
 
Reactive (lower bound)   Developing     Proactive 
 
Figure 2.3 CSR-orientation 
 
Looking at Figure 2.3 makes it possible to determine differences between organizations. For example, 
companies that are more committed to listen to the needs of society can be considered to have a 
stronger CSR-orientation than companies that do not listen to the needs of society.  
 
Literature describes certain characteristics of CSR-orientations at different companies. Table 2.1 
summarizes these characteristics found in literature. 
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Table 2.1 Different characteristics of different “ CSR-orientation”  
Characteristic Reactive Developing Proactive 
Planning horizon: 
Thorensen (1999) suggests that the 
planning horizon affects the social 
performance of a company. This 
follows mainly from the observation 
that efficient planning and product 
development planning affect lifecycle 
analysis and thereby optimizing CSR 
and costs performance. This is a result 
of management choices. 

Short term (quick 
fixes) 

Medium/long-term Strategic (at product 
development level) 

Integration of CSR issues in different 
processes and products 

Enforced from outside 
the company (e.g. 
government) 

Self-enforced Voluntary 

General description of the organization  Top management 
recognized that social 
responsibility was 
linked to success 
because the business 
was subject to heavy 
public and/or 
regulatory scrutiny. 

The company 
engaged in CSR 
when cost savings or 
competitive 
advantage resulted. 
The company was 
responding to what it 
perceived to be a hot 
topic. 

The founder viewed 
the organization as a 
bully pulpit for social 
change and a social 
laboratory 

Policy entrepreneur: 
Policy entrepreneurs are according to 
Drumwright (1994) employees who 
have the same characteristics as 
business entrepreneurs; however they 
focus their resources on instituting 
new organizational policies. 

Middle manager often 
in operations or none. 

Often external 
relations managers. 

Founder/ middle 
management. 

Purchasing professional Often relatively 
uninvolved and don’t 
believe in CSR. 

First they are 
resistant towards 
CSR but they become 
trusted with CSR. 

High status Involved 
in company strategy 
and purchasing 
professionals believe 
in CSR. 

Policy to pay more: 
Drumwright (1994) states that 
customers are willing to pay more for 
products from organizations that have 
a reputation with respect to CSR 
performance. Especially in proactive 
companies a supplier-buyer 
relationship with respect to increasing 
social performance and buying 
innovative new products costs could 
increase. But the positive result is that 
companies themselves have a better 
CSR performance. 

No Yes, but insist that 
portfolio of efforts is 
cost-effective 

Yes 

Extrinsic rewards for CSR: 
Occurs primarily upon the self-fulfilling 
feeling CSR gives to an employee 

No Informal Formal 

Focal product for CSR Services Consumption goods Direct goods 

Government regulation Resist against Comply Lead (be the 
developer) 

Specification: 
Giving end-of-pipe solutions can inhibit 
innovations that can in time offer 

Technical end-of-pipe 
solutions 

Evaluate possibilities 
with supplier 

Functional (supply 
chain focused) 
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better performance. By giving 
functional specifications, suppliers are 
stimulated to come up with new 
products, which they have more 
knowledge or skills about. 
Valuation of CSR issues Denial Ignorance/familiarity Expertise 
Stakeholders issues Denying the 

relevance of any 
stakeholder issue to 
the organization. 

Implicitly 
acknowledge the 
existence of 
stakeholder issues, 
but avoiding 
addressing these 
issues. 

Systematically 
anticipating, and 
addressing 
stakeholder demands 
and involve 
stakeholders in the 
monitoring process. 
Proactive companies 
try to get 
stakeholders’ 
evaluation of their 
progress in specific 
issues. 

Source: (adapted from Thorensen (1999), Tulder et al (2008), Carrol (1979), Wilson (1974), Mc Adam 
(1973), Davis and Blomstrom (1975), Porter and v.d. Linde (1995), Maignan et al. (2002), Hunt and 
Auster (1990), Kopicki et al. (1993), Handfield et al (1997), and Drumwright (1994)) 

2.2 Social responsible buying 
Before the 80’s, purchasing was primarily focussed on costs and little else. Recently policy makers 
have realized that purchasing can also improve a firm’s environmental and social performance 
(Handfield et al., 2002). Purchasing is considered to be a critical component in CSR-orientations. The 
decisions of purchasing managers can affect the success of CSR strategies at each stage of the 
supply chain. In fact purchasers are the eyes and ears of a company on the supplier side, and 
therefore can attain important knowledge about the CSR capabilities of suppliers. Given that 
purchasing plays a major role in innovation, market research, supplier selection, and supplier 
development, choices in the purchasing process are therefore related to idealistic and ethical issues. 
Together with economic values they form the “triple bottom line” of Elkington (1997).  
 
In literature the role of purchasing in CSR is described under the denominator; Social Responsible 
Buying (SRB). This section describes the definition, drivers and barriers, and effects SRB can have 
within companies.  

2.2.1 Definitions of social responsible buying 
SRB has the characteristics of CSR (Carter and Jannings, 2004), and like CSR there is no clear 
definition for social responsible buying. “Green” purchasing is sometimes separated and overall more 
popular in literature compared to social factors within purchasing. We however do not make a clear 
distinction between “green” and social factors in SRB. Names that are frequently used for SRB are:  

• Purchasing social responsibility (Carter and Jannings, 2004) 
• Corporate social responsibility in the supply chain (Maloni and Brown, 2006) 
• Socially-responsible buying (Maignan, Hillebrand et al., 2002) 
• Responsible procurement (Allen, 2006) 
• Socially responsible purchasing and disposal (Webb, Mohr et al., 2008), and 
• Ethical purchasing (Wells, 2004). 

 
In the continuation of this report we use the following definition of SRB: 
 
Social responsible buying is the task of purchasing within CSR. This task is performed next to “the 
regular” economical also social and environmental criteria in different buying decisions and processes. 

2.2.2 Drivers and barriers of social responsible buying 
This section starts with a brief description about drivers (sometimes also enablers) and barriers for 
socially responsible buying practices found in literature, related to: management commitment, value 
driven regulation, competition, customers, suppliers, and reputation/society. Basically drivers in Table 
2.2 are the result of (1) changes in the environment of the company (market influences) and (2) 
internal changes (organizational influences) (Mont and Leire, 2009, and Walker et al., 2008).  
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We know that the triple bottom line as described by Elkington (1997) includes environmental, social, 
and economical factors. Furthermore, Carter and Dresner (2001), and Maignan and Ralston (2000) 
show us through case studies that there is a difference between the drivers and barriers between 
different countries and industries (e.g. government regulation is different between countries (Hall, 
2000)). Sometimes a change in the environment can result in a driver but also in a barrier. An example 
is a change in management commitment. If management commits itself to SRB then this forms a 
driver, however, when there is a lack of management commitment this forms a barrier towards SRB.  
 
Section 2.2.2.1 describes drivers towards SRB and 2.2.2.2 describes the barriers towards SRB. 
 
2.2.2.1 Drivers towards SRB 
Literature describes several drivers towards SRB, we describe these drivers below. 
 
Management commitment: According to a lot of literature, management commitment is in fact a driver 
for a company to implement SRB practices. New et al., (2000) for example states that personal 
commitment of individuals (founder and owner) is positively related to “green” supply chain practices. 
Top management commitment and leadership are key drivers of organizational change and the 
implementation of new activities and programs in this case buying from minority business enterprises 
(MDE). Carter et al. (1999) and Carter and Jennings (2004) suggest that this does indeed have a 
direct effect on whether purchasing managers implement SRB. “Top managers can influence SRB by 
initiating, requiring, and supporting SRB programs; corporate leaders can also strongly impact SRB by 
influencing organizational culture through their own examples” (Carter and Jennings, 2004 p. 168). 
Drumright (1994) found out that “policy entrepreneurs” are a driver for SRB. These entrepreneurs do 
not necessarily have to be at top management level but could also be employees that are personally 
affected to SRB practices. However, just addressing these human recourses only are not enough 
(Handfield et al., 1997). Top management support is needed to pursue a success. 
 
Employees: Literature describes that there is no clear relation between employee values and the 
implementation of SRB, Carter and Jennings (2004) therefore state that SRB programs can be 
established regardless of employees’ values. However, there is a positive relation between employees 
and values when employees are chosen to manage or develop SRB efforts (Hanna et al., 2000). In 
line with Drumright (1994) they claim that managers should identify values of employees to point 
managers who spreadsheet SRB activities. Therefore we conclude that employees in some 
companies could be seen as drivers. 
 
Value driven: Carter and Dresner (2001); and Handfield (1997) notice the reduction of costs as a 
driver. But the success of this driver is dependent on the difference between long term and short term 
horizons in which costs have to be reduced (Carter and Dresner, 2001). Long term involves life cycle 
analysis, which is quite a broad sense and short-term costs reductions are narrower. Furthermore, 
Carter and Carter (1998) noticed that practitioner’s think that environmental responsible products have 
bad qualities but also states that when total quality management is taken into account this proposition 
is not correct. Mont and Leire (2009); and Walker (2008) Also consider investors who are increasingly 
interested in firms that include human rights in their purchasing policies especially pension funds 
(Sparks, and Cowton, 2004), although it differs between industries (Whitehouse, 2006). Another driver 
in order to reduce costs is the reduction of residuals (Handfield et al., 1997; Porter and van de Linde, 
1995; and Young, 2000). Residuals2

 

 will always exist. Reduction (including reuse) or elimination of 
waste and disposals throughout the supply chain creates value (Young 2000). Especially upstream in 
the supply chain when disposal costs are lower and reuse value is higher. During inbound, 
transportation, receiving, and inspection the waste that occurs are damaged materials, defective 
materials, waste and worn-out/obsolete materials, administrative waste. Regulation used to be a driver 
to reduce waste, but in the recent years waste became more expensive. And companies realize that 
waste has to be reduced (revenue, cost-avoidance, volume) separate from regulations.  

Performance-driven: The aim of organizations that had improvements in environmental performance 
was not driven by environmental compliance or policy entrepreneurs, and sometimes even not 
apparent to customers. This was often the result of a focus on cost reduction, waste elimination, and 
quality improvements. (Handfield et al. (1997)) 
 

                                            
2 By-products, Scrap, Damage/defects, Outdated/obsolete, Use/spent equipment, and waste (land 
filling) (Anderson, 1961) 
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Regulation: A lot of research suggests that legislation and regulation is a driver for companies to be 
socially responsible (Handfield et al., 1997; Carter and Jennings, 2004; and Walker, 2008). Especially 
when the regulation resulted from a national disaster (Hall, 2000). On the other hand Carter and Carter 
(1998) suggest that government regulations are not a significant driver for organizations to apply 
socially responsible practices. One of the main barriers of government regulation, which is also the 
case in the Netherlands (Senternovem) is that those regulations often employs “end-of-pipe”, reactive 
solutions to prevent pollution (e.g. buy a hybrid car) instead of proactive form that focuses on 
outcomes and stimulates innovation to archive those outcomes (e.g. transportation should reduce 
pollution with 10%) (Porter and v. d. Linde, 1995; and Carter and Dresner, 2001). Reactive regulations 
don’t fit all businesses and can be expensive or unusable while proactive companies seem to have 
more “success” in green supply projects (Carter and Dresner, 2001). The Lack of legislation and legal 
uncertainty are also seen as barriers (Mont and Leire, 2009).  Handfield et al. (1997) suggests that 
firms themselves must be proactive toward environmental regulations. When a company could see 
upcoming regulation it can be a driver to be proactive ahead of regulations. This does not mean that 
regulation is not good. Regulation is an effective driver for legal component rather than a discretionary 
component.  
 
Reputation: An important driver is the reputation of the company (or marketing/public opinion reasons) 
(Roberts, 2003; Maignan et al, 2002; and Elkington, 1994). The reputation of companies is build up 
over a lot of years so avoiding negative publicity and thereby maintaining the reputation are seen as 
an important driver for SRB. In the recent years a lot of examples showed us that the power of the 
media newer should be underestimated, therefore this could be seen as a driver (Mont and Leire, 
2009). Organizations are in a growing trend accountable for errors in ethics of suppliers and other 
practices, and therefore forced to include non-economic buying criteria into their purchasing process. 
Furthermore, Drumwright (1994) suggests that customers purchasing decisions are dependent on the 
environmental reputation of a company. 
 
Customers: Carter and Dresner (2001) add to this that customers can be both a successful and an 
unsuccessful driver. The first applies when customers looked to the broader aspects of supply chain 
environmental improvements while the latter focussed on short-term fixes of the customer without 
taking the broader system into concern. 
 
Competition: Competition has been recognized as a driver for innovation towards SRB practices. 
(Walker, 2008) Competitors who have high environmental standards may be able to set industry 
standards and therefore have an advantage. SRB practices therefore may not be undertaken in a 
desire to “save the world” rather than to improve a competitive advantage with a result of improving a 
firm’s financial performance (Drumwright, 1994; and Porter and van de Linde, 1995).  
 
Suppliers: It is not proven whether suppliers are drivers of SRB, or not. (Walker et al., 2008) 
The problems, job loss, negative publicity, and high costs of switching suppliers also occur when SRB 
is implemented in a company. This is caused by the lack of knowledge about the consequences of 
switching suppliers.  
 
2.2.2.2 Barriers towards SRB 
Next to drivers, literature also describes several barriers towards SRB. 
 
Management commitment: According to Mont and Leire (2009) a lack of top management commitment 
is fatal towards the implementation of CSR into supply chains. Mainly because they provide the 
resources needed by purchasing managers and decide to what extend socially responsibility is 
implemented, and how proactive these managers need to be. This is in line with Lantos (2001) who 
states that the top management is one of the most important shapers on organizational culture, which 
is an influence of SRB within a company. (Lamming and Hampson, 1996) 
 
Value-driven: An important barrier to bring social factors into the supply chain process are additional 
costs (Walker et al., 2008), especially in the short run arise costs. (Mont and Laire, 2009) 
 
Regulation: as been described before, Porter and van de Linde (1995) see regulation as a barrier, 
because it can inhibit innovation.  
 
Communication: Even though it is not proven to be direct beneficial towards supplier performance, but 
working together with suppliers can be accountable to build trust and increase commitment in the 
relation, which increases organizational learning in the supply chain en thereby improving supplier 
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performance resulting in reduced costs. There are problems with checking performance beyond the 
first tier suppliers. Not that those companies don’t know how to do this, it’s more that they don’t have 
enough resources to do it. Auditing is recognized as barriers, because it consumes resources from the 
companies and external auditing companies are cheap but there is a lack of quality. One technique to 
overcome this problem is to reduce the number of suppliers, and build more long term cooperative 
relationships with the suppliers who you keep aiming at meeting SRB criteria, but this leaves small 
companies with no chance. (Mont and Laire, 2009) 
 
As suggested before, we can say that being social responsible often results from value or (firm) 
performance improvements, rather than being motivated by purely being “good”. A conclusion from 
section 2.2.2.1 and 2.2.2.2 is that the drivers and barriers fall under the umbrella of economic motives. 
Automatically it’s interesting to see what the consequences of CSR can be for a firm as has been 
investigated by Weber (2008). 
 
 
Table 2.2 summarizes the drivers and barriers from literature. 
 
Table 2.2 Literature review on the drivers and barriers of SRB 
Change in environment Driver/enables Barrier 

Management commitment (New et al., 2000):  
positive commitment of 
former and owner 
(Carter et al., 1999; and Carter 
and Jennings, 2004):  
top management commitment 
and leadership 
(Handfield et al., 1997) 

(Mont and Leire, 2009; and 
Lantos, 2001)  
a lack of top management 
commitment 

Employees (Hanna et al., 2000):  
manage SRB 
(Drumright, 1994):  
but with support of managers 

 

Value (Carter and Dresner, 2001); and 
(Handfield, 1997):  
reduction of costs 
(Mont and Leire, 2009);and 
(Walker, 2008):  
investors interests 
(Handfield et al., 1997; porter 
and van de Linde, 1995; and 
Young, 2000):  
reduction of residuals 

 (Walker et al., 2008): 
additional costs 
(Mont and Laire, 2009): 
especially in the short run 
arise costs 

Performance (Handfield et al., 1997):  
focus on performance 
(quality) improvements 

 

Regulation (Handfield et al., 1997; Carter 
and Jennings, 2004; and 
Walker, 2008):  
especially when it resulted 
from natural disaster 

(Porter and van der Linde, 
1995; and Carter and Dresner, 
2001):  
if regulation forces end of 
pipe solutions 
(Mont and Leire, 2009):  
Lack of regulation 

Reputation (Roberts, 2003; Maignan et al, 
2002; and Elkington, 1994): 
public opinion 
(Mont and Leire, 2009):  
power of media 
(Drumwright, 1994):  
customer decisions are based 
on the reputation 

 

Customers (Carter and Dresner, 2001):  
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customers look to 
sustainability 

Competition (Walker, 2008):  
ability to set industrial 
standards has been shown to 
increase competitors 
advantage 

 

Communication  (Mont and Laire, 2009): 
especially in buyer-supplier 
relationships 

2.2.3 Expected effects of social responsible buying 
Now that we have a better look on the definitions, drivers, barriers of SRB, this section describes the 
effects SRB can have for a company. In line with the effects described in Figure 2.1 and 2.2, Weber 
(2008) introduced the SRB impact model, which is shown in Figure 2.3, where monetary and non-
monetary benefits are stated, resulted from an empirical study. In the continuation of this report this 
model is only used as a source of information. 
 

 
Figure 2.3 SRB impact model of Weber (2008) 
 
Monetary benefits include direct financial effects as well as benefits that do not directly lead to cash 
flows but can nevertheless be measured in monetary terms. Non-monetary benefits refer to benefits 
that are not directly measured in monetary terms but nevertheless influence company competitiveness 
and the financial success of a company. Companies can assess non-monetary benefits using 
quantitative indicators e.g., changes in repurchase rates or qualitative indicators e.g., evaluating 
customer attitudes. Non-monetary benefits can thus further be systematized with regard to the nature 
of indicators to measure the respective benefits, which can be quantitative or qualitative. 

2.3 Purchasing maturity related to SRB 
Thus far we introduce corporate social responsibility and different orientation levels towards CSR. We 
described the role of purchasing within CSR as SRB. We also described drivers and barriers towards 
SRB; management commitment, regulation, industrial standards, customers, suppliers, and reputation. 
Furthermore, we described the monetary and non-monetary effects of buying social responsible. This 
section describes which model literature describes to measure the maturity levels of a purchasing 
function. 

2.3.1 Effects of maturity on performance 
Measuring the competences of purchasing organization within literature is known as purchasing 
maturity. All the competences of a purchasing function together form a maturity profile (Schiele, 2007).  
In the past decades, increased complexity of products resulted in an increased purchased volume and 
therefore, using suppliers as an extension of the organization increased the importance of the 
purchasing function. Therefore, the strategic role of purchasing changed (Anderson and Rask, 2003; 
Ellram and Carr, 1994). 
According to Schiele (2008), a better performing purchasing function can result in a better performing 
firm. This is based on a 14-company case study where “more mature organizations” had a significant 
positive correlation with cost savings (with an average of 7%).  
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In Figure 2.4 we can see that an organization with more competencies has a higher maturity. Through 
this maturity, it’s expected to be able to absorb activities “better”. Lane et al. (1990) defines this as 
absorptive capacity. 
Ellram et al. (2002), concludes that because of the absorptive capacity, best practices in purchasing 
are better absorbed in above average organizations, compared to below average organizations. It is 
expected that this also counts for best practices in SRB. 
 
Options are open that a common cause will be responsible for the absorptive power resulting from 
higher capabilities. For example, a company that had a better director, and therefore is better led could 
have better capabilities and can learn more, resulting from the director. This has not been discussed 
by these authors and considering the small time span for this thesis; common causes are out of the 
scope of this report. 
  

Competences Maturity

Absorptive capacity Possible CSR orientation

Financial performance

Best practices

 
 
Figure 2.4 Relation between maturity, absorptive capacity, and possible CSR-orientation 

2.3.2 Effects of maturity on absorptive capacity 
According to Schiele (2008) the absorptive capacity perception indicates that there is a “minimum 
maturity point” an organisation needs to have achieved in order to benefit from the introduction of best 
practices. This research aims at finding a minimal maturity level, for which SRB can be achieved. The 
maturity level at which firms are able to profit from new knowledge is the “minimum maturity point” 
(Figure 2.5).  
 
With low maturity, the basics have to be established first. This might mean defining processes or hiring 
trained personnel. Highly mature organisations can try to absorb best-practice knowledge immediately 
since they have sufficient absorptive capacity. Failing to consider the point of minimum maturity and 
attempting to “leapfrog” development could result in the situation described by Ellram et al. (1994). 
They found that firms with poor financial results were introducing the largest number of best practices 
but were apparently not profiting sufficiently from them. Understanding the minimum maturity point of 
an organisation, below which there is no financial benefit from introducing best practices, is an 
important managerial task. To end, organizations should absorb best practices that require the 
maturity level of the organization, otherwise, the costs of absorbing are higher than the benefits.  

 

 

 

 

 

 

 

 

Figure 2.5 There is a “minimal maturity level” for which below SRB best practices have no benefits.  
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We now define the maturity model that we are going to use in this research. From this model we are 
going to subtract the competencies required by purchasing to be “mature”. 

2.3.3 Maturity models 
A maturity model determines maturity scores for different processes. Together these scores form a 
maturity profile (e.g. a radar diagram). A maturity profile approach enables organizations to ensure 
that: (1) conditions under which a certain level is reached are predetermined (2) a maturity profile 
shows other entities in a glance the results and therefore are easy communicable, consequently it (3) 
shows actions for improvement (Schiele, 2008).  
 
Purchasing has adopted these models in a variety of forms, but all these approaches differentiate 
maturity in among stages, where an organization moves from one stage to a higher stage in order to 
develop towards greater superiority (Van Weele and Rietveld, 2000). Furthermore, Reck and Long 
(1988) argue that skipping stages is associated with great difficulties and therefore it is an evolutionary 
process. However, it can happen that an organization already fulfils the needs of higher maturity levels 
but not yet of a lower level, and therefore, with improving this lower level it can happen that the 
company raises multiple levels at once. In addition, it is not necessary for every organization to score 
maximum points on each discipline. 
 
Since 1989 different models to determine purchasing maturity are available. Table 2.3 shows a 
number of purchasing maturity models available in the literature. A few of these models are empirically 
tested to financial performance. Excluded in the table are the models that focus on one single 
purchasing task. From this shortlist we determine the model that we will use. 
 
Table 2.3 Purchasing maturity models 
No empirically maturity-performance 
tested  

Empirical maturity-performance 
tested 

Bhote (1989),  
Freeman and Cavinato (1990), 
Chadwick and Rajagopal (1995)  
Reck and Long (1988), 
Cammish and Keough (1991),  
Keough (1993),  
Burt and Doyle (1994),  
Barry et al. (1996) 

MSU (Monszka, 1993),  
Schiele (2008),  
Cousins et al. (2006), 
Paulraj et al. (2006) 

Source: (adapted from Schiele, 2008) 
 
In Table 2.4 only empirically tested models are further considered. This table handles the comparison 
which is based on the 5 main elements that describe maturity, additionally we also considered its 
relation towards social responsibility. These elements are: 
 

• Procurement planning: This concerns the planning of procurement activities. Often the first 
steps in purchasing process (e.g. material specification, market research). 

• Organizational structure of purchasing: (hierarchical) Position of purchasing, organizational 
visibility, ideal organizational forms (e.g. commodity teams). 

• Process organisation: defining a sourcing strategy, supplier management systems, supplier 
evaluation/development systems. 

• Human resources and leadership: Skill level, purchasing involvement in development teams 
• Purchasing controlling: Performance measurements, methods and tools. 
• Connection to SRB. 
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Table 2.4 Maturity model comparison 

  Paulraj et al. (2006) Cousins et al. (2006) Schiele (2008) 
MSU model Monczka 
(1993) 

Scope General purchasing  General purchasing General purchasing General purchasing 
No. of stages 3 4 4 10 
No. of items for 
assessment 42 24 111 140 
          
Planning  x  x     
Structural organisation  x  x     
Process organisation  x  x     
Human resources  x       
Controlling         
Connection to SRB None None None Integrity 

Collaborative supply 
relation      x   

Source: (adapted from Schiele, 2007)  

2.3.4 Michigan State University model 
A frequently used model to determine the maturity is the Michigan State University (MSU) model 
(Purchasing excellence, 2004). Since it is commonly used (e.g. purchasing excellence benchmark 
program) the maturity scores of several companies in the Netherlands are already determined. This 
model has the following advantage over other models (Faber, Lammers, and Peters, 2007). 

• The MSU model is a set of checklists, which have to tag off before getting to a final 
conclusion. It is not a model, which forces the user to one unique solution. It stimulates 
thought and creativity. And therefore, it is adjustable to social responsibility. 

• Monczka needs information from many different departments and this will ensure that more 
people than just the purchaser will support the outcome. Some other models could tempt 
users to jump to conclusions and rely on partial information. And purchasing especially in 
relation to social responsibility should be cooperative towards other parts of the organization. 
Additionally, by using a broad scope of department’s validity increases. 

Thus far, we described why we chose to use the MSU model, these motivations are now summarized:  
• It is empirically tested with financial performance, 
• It is well known and used throughout the world, 
• It handles the five main elements that describe maturity, 
• It handles integrity, 
• It is the most exhaustive, 
• It is not a model, which forces the user to one unique solution, 
• Finally, it needs information from many different departments and a broad scope of 

department’s increases validity. 
 
Monzcka states 8 strategic and 6 enabler processes to create a maturity profile. Every process of the 
model contains ten different stages. Ranging from 0 (the lowest, as if it does not occur in the 
organization) to 10 (as if, best in class). If a score of 10 has been given, the competences for this 
process are present in the purchasing organization. A proper maturity profile follows from the strategy 
of the company. For example, if the company depends on innovations, it is more likely to have a 
higher score on “develop and manage supplier relationship” than a following company which is prize 
focussed. This MSU model is shown in Table 2.5. A detailed description of all the maturity stages is 
given in Appendix 1. 
 
  

 x    =not present in model  =present in the model 
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8 strategic processes Stage         
In sourcing and outsourcing  0 1 2 3 4 5 6 7 8 9 10 
Commodity Strategy Development  0 1 2 3 4 5 6 7 8 9 10 
Establish and leverage a world class supply  0 1 2 3 4 5 6 7 8 9 10 
Development and manage supplier relationship  0 1 2 3 4 5 6 7 8 9 10 
Supplier involvement in new product/process development  0 1 2 3 4 5 6 7 8 9 10 
Supplier involvement in order realization process  0 1 2 3 4 5 6 7 8 9 10 
Supplier development and quality management  0 1 2 3 4 5 6 7 8 9 10 
Strategic costs  0 1 2 3 4 5 6 7 8 9 10 
6 Enabler processes            
Establish globally integrated and customized strategies and plans  0 1 2 3 4 5 6 7 8 9 10 
Develop organization and teaming strategies 0 1 2 3 4 5 6 7 8 9 10 
Globalisation 0 1 2 3 4 5 6 7 8 9 10 
Develop a purchasing and Supply Chain Measurement  0 1 2 3 4 5 6 7 8 9 10 
Develop and implement enabling IS/IT Systems 0 1 2 3 4 5 6 7 8 9 10 
Human resource development and training 0 1 2 3 4 5 6 7 8 9 10 
 

Table 2.5 The 8 strategic and 6 enabler processes of the MSU model (purchasing excellence, 2004) 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
In the continuation of this report we use the MSU model of Monzcka to determine purchasing elements 
and maturity levels. 

Concluding remarks 
The aim of chapter 2 was to define CSR and the role of purchasing within CSR. Then we introduced 
CSR-orientations, which stated different characteristics of several strategies towards CSR. Then, 
elements essential for a quality purchasing organization needed to be defined. A maturity model 
describes competences required by high quality purchasing organizations. In the following chapter we 
relate the purchasing elements required to buy social responsible to the MSU model.   
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Chapter 3 Design of MSU model applicable to SRB  
 
 

This section couples the information that has been gathered in the literature review. So now we can determine 
what level of maturity is required, given a certain CSR-orientation.
Although the level of purchasing maturity and SRB can be seen as two separate subjects, we believe that 
maturity has influence on SRB abilities. As shown in chapter 2, Monzcka’s model describes competencies that 
should be present within (high) mature organizations. An organization that feels needs to buy social 
responsible should also possess certain characteristics before they will ever be able to do it (chapter 2). 
Therefore, this chapter links these two subjects to each other and provides further knowledge needed to 
answer the research question: “What level of purchasing maturity is required in order to be able to adopt CSR 
practices within purchasing?” Therefore it states the relations that we can expect from the literature. 
Additionally, pieces that are missing will be added (e.g. important processes to buy social responsible). We 
hope that eventually researchers and practitioners can benefit from coupling these areas. 

Social responsible buying Level of maturity Qualitative study

(Chapter 2) Litrature 
review on CSR and 
purchasing maturity

(Chapter 3) 
Model building

(Chapter 4)
Pilot study at 

Thales

(Chapter 5)
Study results at 

Thales

(Chapter 6)
Conclusions
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3.1 Relation between SRB and level of maturity 
This section describes the relation between purchasing maturity and elements that we can expect by 
combining the two subjects from the previous chapter.  
 
Figure 3.1 again shows the proposition that resulting from the capabilities an organization carries; it is 
able to buy social responsible. So if an organization wants to buy socially responsible on a higher 
level, it should carry more capabilities and therefore posses a higher maturity. 
  
But an organization not always knows what level of CSR-orientation suits the organization best, 
furthermore, some organizations never thought about SRB. 
 
Therefore, certain preconditions (steps to take) are defined and will be discussed in section 3.2. These 
preconditions help an organization think about social responsibility and helps determining what level of 
CSR-orientation should be possessed (other than it is able to posses). These preconditions are 
graphically shown in Figure 3.1.  
 

Competences Maturity

Absorptive capacity

Possible CSR orientation

Financial performance

Best practices

Preconditions
Determine preferred CSR 

orientation

CSR orientation

 
Figure 3.1 Relation between purchasing maturity and SRB 

3.2 Preconditions (procedure to determine preferred CSR-orientation) 
The preferred CSR-orientation follows from the corporate strategy. However, this section describes a 
procedure to help organizations determine their preferred CSR-orientation. Which is based on the 5 
principles of Maignan et al. (2002): analyse of stakeholder pressure, estimation of potential benefits 
and costs, purchasing policy, choosing, and implementing a CSR-orientation. This process is shown in 
Figure 3.2. 
 

analyse of 
stakeholder 

pressure

estimation of potential 
benefits and costs Purchasing policy choosing implementing a 

CSR-orientation

 
Figure 3.2 The 5 step approach to help organizations determine the preferred CSR-orientation (based 
on Maignan et al. (2002) 
 
The five principles are discussed in the next part of this section.  
 
Analyse of stakeholder’s pressure: by analyzing the stakeholders, without the organization as a 
stakeholder, possible risks could become noticeable. These possible risks are, besides financial risks 
also risks to the environment and society. This can be done by listening to the society, evaluate 
observations and forecast possible scrutiny. By taking this step into consideration the organization 
knows what society and stakeholders expects from them. They know the possible harm to the 
environment. It gives an indication on how important and what SRB means for the stakeholders. 
Appendix 2 shows how organizations with different CSR-orientations analyzed stakeholders in 
practice. This helps an organization think about how they can do it themselves or even realizes how 
they did it themselves in the recent years. 
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Estimate potential benefits and costs: In this step different benefits and costs of SRB at the 
organization (as a stakeholder) are estimated. This can be done by analyzing the drivers and barriers, 
and estimating the expected benefits. As shown in section 2.2.2 and 2.2.3. 
 
Now we know the benefits of SRB for our stakeholders and organization. 
 
Purchasing policies: Furthermore, purchasing policies should follow from organizational values. 
Purchasing, however, should think about some SRB topics which are related to purchasing policies.  
 
Typically Table 3.2 states topics where purchasing should think of and how organizations with different 
CSR-orientations did it in practice.  
 
Table 3.2 Topics where purchasing should think of 

Question Reactive Developing Proactive 
Is there a policy to pay 
more for a social 
responsible product? 

Don't pay more for a 
social responsible 
product 

Pay more, but insist that 
portfolio of efforts is cost-
effective 

Willing to pay more for 
social responsible 
product, even if the 
product has relatively 
same quality 

What is the degree of 
integration of social 
issues in different 
processes? 

Enforced Self-enforced Voluntary 

Who is responsible for 
organizing social 
issues? Policy 
entrepreneur: 

None or Middle 
manager often in 
operations 

Often external relations 
managers 

Founder/ top 
management/ middle 
management 

What social 
responsible objectives 
are described in 
contracts? 

Only regular objectives 
with little effort towards 
SRB objectives towards 
strategic suppliers 

Regular objectives and 
SRB objectives 

SRB objectives are 
prime objectives 

On what products is 
social responsibility 
focussed? 

Services Consumption goods Direct goods 

How are employee 
developed in social 
responsible practices? 

No training for 
employees related to 
SRB 

Employee-SRB training Employee-SRB training 
with target setting and 
evaluation  

Source: (adapted from Thorensen (1999), Tulder et al (2008), Carrol (1979), Wilson (1974), Mc Adam 
(1973), Davis and Blomstrom (1975), Porter and v.d. Linde (1995), Maignan et al. (2002), Hunt and 
Auster (1990), Kopicki et al. (1993), Handfield et al (1997), and Drumwright (1994)) 
 
Choosing a CSR-orientation: As stated before, this question is primarily a management choice based 
on the SRB elements above.  
 
Implementing the CSR-orientation: In order to implement the CSR-orientation, we should focus on the 
maturity levels that should be reached to enable the CSR-orientation. A model to do this will be 
discussed in the following of this chapter.  
 
Recommendations for improvements follow from the difference on the maturity levels now and 
required for the CSR-orientation. 

3.3 Coupling purchasing elements with SRB  
Section 3.1 states the expected relation between purchasing maturity and SRB. Furthermore, in 
section 3.2, the preconditions in order to buy socially responsible are stated. In this section we 
formulate the important purchasing elements in SRB, so that they can be related to the MSU model. 
Elements are explained in this research by characteristics, competencies, and processes. 
 
For simplifying reasons, we split the elements resulting from the CSR-orientations and the MSU 
model: SRB elements, which are the elements that follow from the CSR-orientations and MSU 
elements that follow from the MSU model, which are elements that increase purchasing maturity and 
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absorptive capacity in the continuation of this report. However, purchasing elements remain a 
combination of these two elements. 
 
In Table 3.3 the important purchasing elements that are expected to have the most influence on SRB 
are linked to the reactive, developing, and proactive CSR-orientation. The SRB elements in this model 
are derived from the sources of the main characteristics of the different CSR-orientations (Table 2.1). 
These characteristics are formulated as questions. We divide the answers to these questions over the 
three main variables of CSR-orientations: reactive, developing, and proactive (as shown in Figure 2.3). 
 
Table 3.3 A detailed overview of important purchasing elements in SRB 

Question Reactive Developing Proactive 
To what extent is 
purchasing involved in 
corporate strategy 
development? Is this a 
documented and 
revolving process? 

Purchasing is not 
involved in corporate 
strategy development 

Purchasing is involved in 
corporate strategy 
development, but only as 
a source of information 

Early involvement in 
corporate strategy 
development is ensured 
and results are an based 
component of the 
purchasing strategy 

What level of planning 
horizon is used for 
CSR objectives? 

Short term/ ad hoc 
social planning  

Medium/long-term Strategic 

How is benchmarking 
performed? 

Benchmark only on 
regular criteria. Social 
criteria’s are not an 
issue 

There are social criteria 
(as been defined by policy 
entrepreneur, and 
corporate/purchasing 
policy) involved but only 
to compare social 
performance, with other 
companies 

Social performance is an 
important issue, take a 
look to the supply chain, 
and benchmark on the 
past use results to 
improve social 
performance (of supply 
chain) 

How is market 
research performed? 

Perform market 
research as usual, don't 
take social responsible 
practices in mind 

Social responsible issues, 
(as been defined by policy 
entrepreneur, and 
corporate/purchasing 
policy) are taken in mind, 
but focus is still reactive 

Social issues (as been 
defined by policy 
entrepreneur, and 
corporate/purchasing 
policy) are taken along, 
focus is now proactive, 
so look to future needs 
of customers, and 
“society” and possibilities 
from suppliers/supply 
chain 

How is dealt with 
regulation, law and 
industrial standards 

Comply, but resist 
against … 

Comply, and follow Evaluate performance, 
lead, or even be the 
developer of … (force 
other companies to 
follow) 

What kind of product 
specifications is given 
to suppliers? 

Technical end-of-pipe 
solutions 

Evaluate possibilities with 
supplier 

Functional (supply chain 
focussed) 

What collaboration is 
commonly used in 
order to deal with 
social responsible 
objectives 

Only internal  External collaboration/ 
Use supplier for 
innovative solutions 

Use supply chain for 
innovative solutions 

    Is there a systematic 
supplier evaluation            
process in place? 

Do not evaluate social 
performance/Little or no 
social evaluation of 
suppliers 

Evaluate social 
performance, and 
communicate results 
internal/Evaluate 
suppliers based on 
historical data 

Evaluate social 
performance, which is 
based on the social 
objectives and 
benchmarking, and 
communicate results 
internal and 
external/Evaluate 
suppliers based on 
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historical data and 
expectations 

Is there a systematic 
procedure for supplier 
development in place?  

Supplier development 
measures are 
developed individually 

The supplier development 
process is defined and 
development plans are 
derived from the supplier 
evaluations 

Development process is 
implemented and 
regularly updated. 
Development plans are 
derived from the 
development strategy.  

How many, and how 
are audit/assessment 
executed? 

Selective visits at 
suppliers. Normal audits 
for itself and its vendors 
(to expose and identify 
poor CSR performers 
within the supply base) 

Regular visits. Social 
responsibility audits for 
itself and its vendors (to 
expose and identify poor 
CSR performers within 
the supply base) 

Social responsibility 
audits for itself and its 
vendors (to expose and 
identify poor CSR 
performers within the 
supply base and to help 
direct supplier 
development strategies)  

Source: (adapted from Thorensen (1999), Tulder et al (2008), Carrol (1979), Wilson (1974), Mc Adam 
(1973), Davis and Blomstrom (1975), Porter and v.d. Linde (1995), Maignan et al. (2002), Hunt and 
Auster (1990), Kopicki et al. (1993), Handfield et al (1997), and Drumwright (1994)) 

3.4 Applying SRB to MSU 
To apply the SRB elements from Table 3.3 to the MSU model we follow a procedure as shown in 
Figure 3.3. 
 
First, we deduct all MSU elements from the strategic processes of MSU model (these are stated in 
appendix 1) and all SRB elements from Table 3.3. Then we chose for every element of the MSU 
model one of the three levels (reactive, developing or proactive) of CSR-orientation that fits the best, 
or else none. We performed the same method on all strategic processes for every stage (0 to 10) of 
the MSU model. 

Deduct all elements from 
Table 3.3 

Deduct all elements from 
MSU model

Relate all elements and find optimal CSR-orientation 

Add CSR-orientation to all stages of 
the MSU model (Figure 3.4)

 
Figure 3.3 Procedure to relate MSU and SRB 
 
An example is provided by: 
Strategic process 1 “in sourcing outsourcing decision”, one example on stage 1, 2, and 3  
  
Stage 1: 
An ad-hoc planning is used  
  

 
This one is comparable with “What level of planning horizon

 

 is 
used for CSR objectives?” The answer is reactive 

Stage 2 
There is no proof that 
regulations are being 
followed. 
 

This one is comparable with “How is dealt with regulation, law 
and industrial standards

 
” The answer is reactive 

Stage 3  
Purchasing knowledge is 

This one is comparable with “To what extent is purchasing 
involved in corporate strategy development? Is this a 
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used as a source of 
information on knowledge 
about potential suppliers 

documented and revolving process?” The answer is reactive 

 
The results are depicted in Figure 3.4. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 3.4 Linking the strategic processes MSU with CSR-orientations  
 
Although some of the enablers can be defined as an enabler for SRB, it is not always possible to 
segment them between “reactive, developing or proactive”. Therefore, we chose not to use these 
enablers in the continuation of this research.  

Concluding remarks 
In this chapter theory is qualitatively combined which we assume to have a high validity since the 
information is deducted from scientific literature and the important SRB processes will be validated in 
Chapter 6. We are now going to put the model into practice and try to determine a preferred CSR-
orientation for Thales so that based on this CSR-orientation, possible improvements can be 
formulated. As described before, we start with a pilot study to determine the validity of the 
methodology, which will increase the validity of the results. In the final chapter the model will be 
evaluated and limitations and implications for further research will we stated.  

  

8 strategic processes Stage         
In sourcing and outsourcing  0 1 2 3 4 5 6 7 8 9 10 

Commodity Strategy Development  0 1 2 3 4 5 6 7 8 9 10 

Establish and leverage a world class supply  0 1 2 3 4 5 6 7 8 9 10 

Development and manage supplier relationship  0 1 2 3 4 5 6 7 8 9 10 

Supplier involvement in new product/process development  0 1 2 3 4 5 6 7 8 9 10 

Supplier involvement in order realization process  0 1 2 3 4 5 6 7 8 9 10 

Supplier development and quality management  0 1 2 3 4 5 6 7 8 9 10 

Strategic costs  0 1 2 3 4 5 6 7 8 9 10 
            
reactive             
developing             
proactive             
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Chapter 4 Preparations and pilot study 
 

In chapter one, the importance of the development of an interview framework was discussed, thus the need for 
a pilot study was identified. This chapter addresses the pilot study. First, based upon the literature review, an 
interview framework is developed. Then, the pilot study is performed. Furthermore, the methods and results of 
the pilot study are discussed. Based upon the findings in this pilot, adaptations to the data collecting and 
analysis are described.

The research setting Pilot study Analysis of pilot 
study

Validation of the interview 
framework and methods

(Chapter 2) Litrature 
review on CSR and 
purchasing maturity

(Chapter 3) 
Model building

(Chapter 4)
Pilot study at 

Thales

(Chapter 5)
Study results at 

Thales

(Chapter 6)
Conclusions
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4.1 The research setting 
The theory has been subtracted from literature described the previous chapters. Moreover, it has been 
developed and in this chapter put into practice.  
 
In section 1.4 the development of an interview framework was addressed. These subjects will again be 
handled in this chapter, but this time in detail. The next chapter handles the actual and complete study 
at Thales. 

4.1.1 Interview framework 
The importance of a semi structured interview framework has been addressed in section 1.4 and is to 
make sure that only usable data will be collected. Therefore, the focus of the interview has to be on 
topics that are closely linked to the research objective. Consequently, the input will be provided by 
chapter 3. 
 
The interview framework is given by: 
 
First, motivations for this research are validated. Therefore, a large number of drivers and barriers 
were subtracted from literature. By including these in the interview in specific questions we managed 
to address the topics found in literature. We asked respondents to rate the drivers and barriers on a 
“top 3” importance for Thales list. Respondents were free to add more if they found that it was 
desirable. Then we asked to clarify their answer. These answers are related to secondary sources to 
evaluate its validity. Finally, we compared the valid answers with literature to see if there were 
commonalities. Luckily these answers could also be used to determine the preferred CSR-orientation 
as described in section 3.2. 
 
Second, important processes within purchasing at Thales that affected SRB were validated. By asking 
specific questions where respondents have enough freedom to come up with their own opinion. But 
again they needed to give a “top 3” list. Again some added one or two more. Once more we checked 
the validity of these topics with literature. 
 
Third, to determine what need to be improved, purchasing elements were also handled. The questions 
were asked as if respondents needed to fill in the model from section 3.3. They could give answers in 
the range of reactive to proactive. Where 1 is reactive, 2 is developing, and 3 is proactive. But with 
options to give additional input, which commonly happened.  
 
In the next section we discuss the relevance of a pilot study for our research. 

4.2 Pilot study 
The second observation in chapter 1 was the need of a pilot study. This pilot will be used to: 
 

• Determine if the interview framework is correct (such as the interview length). 

• Indicate whether the information provided during the interview and the information required is 
comparable.  

• Provide additional access towards other sources.  

• Develop a format for the data analysis. (E.g. which rules have to be used in order to decide 
which text fragments will be coded or not.)  

• After the pilot interview, questions can be adjusted to increase the relevance of the answers. 

The recorded interviews are developed into transcripts. Some questions and all answers (with 
exception of introduction and closing statements) were processed. For analysis, the coding is only 
used in cross respondent analysis, when the amount of data is too large to consider every interview 
separately. 
 
In the next section we show the results from the pilot interview. 
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4.3 Analysis of pilot study 
The respondent is chosen because of his involvement in the research. Moreover, he had some 
experiences with CSR at the university, in a NEVI course, and within Thales, were we have a CSR 
chapter code of ethics.  
 
Data collection took place by means of one interview and the additional information from second 
sources. The length of the interviews was approximately one hour, which has been performed in 
Dutch.  

4.3.1 Important purchasing elements to buy socially responsible  
According to the respondent the processes that have the highest influence on social responsibility are 
specification, supplier selection, contract negotiation, and supplier evaluation.  
 
Throughout the specification phase a purchaser and a technical specialist can determine which 
products will be bought. Then certain harmful materials can be excluded from the specs list. Therefore 
this has a lot of impact on the CSR performance of the product.  
 
During supplier selection, selection criteria help to determine the “best” supplier. Social responsible 
terms can easily be implemented, so that either it’s an order qualifier or an order winner.  
 
Throughout contract negotiations, important objectives can be discussed. Nevertheless, changes to 
the CSR performance will be minor. Supplementary social responsible terms can easily be 
implemented. 
 
As a final point, audits are important because the performance of suppliers can be evaluated, and 
actions for improvement can be planned.  

4.3.2 Drivers and barriers for Thales  
The respondent recognizes that reputation is primarily one of the most important drivers for Thales to 
be social responsible. Organizations that supply the government know that reputation is primarily 
important for demanding governments and have a need to be careful with strict regulations.  
 
The respondent expects that companies that are on the open stock market will have certain 
expectations from the investors. Investors don’t like negative stories about the company.  
 
Furthermore, initiatives like the New York sustainability index give organizations more recognition 
towards their sustainable performance.  
 
In addition, the Thales group (top management) demands it, primarily because they are industrial 
leaders. And they claim that industrial leaders have additional responsibilities.  
 
On the other hand it is also expected that employees itself see it of growing importance. They are also 
influenced by stories about the effects of harmful handling. Summarized we can say that according to 
the respondent: reputation, top management and employee commitment, customers, and regulation 
are important. 
 
The important barriers that he recognizes are in fact an opposite side of regulations in the defense 
industry. In defense, technological quality measures are such an important factor that harmful 
technologies cannot be excluded. For example leadless soldering is not accepted by regulations 
outside the defense industry, however, inside the defense industry leadless soldering is accepted. This 
brings us to our second barrier: technological restrictions. As opposed before, technological 
restrictions lead to barriers towards social responsibility. If for example Thales does not want to use 
leadless soldering, it has to proof that the other technology is still as good as the old one. But this 
costs a lot of money. Therefore, Thales is restricted by regulations and customers who want least with 
100% quality securities even if this causes harmful practices. A second important factor is that 
nowadays Thales looses tenders to other organizations with less quality and with lower prices. They 
claim that this pressures the margin and therefore costs reductions are of primary focus. Furthermore, 
employees lacked a lot of training in social responsible thinking. Summarized we can say that the main 
barriers are: costs, lack of training, regulations, and technological restrictions. 
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4.3.3 Thales purchasing policy 
Purchasing should according to the respondent not pay more for a social responsible product. 
Simplified we can say that purchasing focuses on costs reduction purely by reducing cost prices. 
“Management want us to reduce costs by X% a year”. However, when certain products are bought 
TCO is used to determine “costs”. Thales uses energy consumption and depreciation as TCO factors. 
 
Thales corporate usually states social missions. Therefore, top management is the only policy 
entrepreneur that we have. 
 
Nowadays, different social issues, especially related to child labour and environmental, are integrated 
in many processes. Many of these issues are enforced by Thales corporate to avoid claims. 
 
In contracts no social issues are described.  
 
Here at Thales SR only product essentials are bought. So CSR implementation is hard to organize. 

4.3.4 Thales competences and maturity levels 
We do not handle the maturity levels in this chapter but we handle them in chapter 5.  

4.3.5 Conclusion of the pilot study 
Based on the analysis above some observations regarding the research objective can be made. There 
are some triggers for Thales Netherlands to buy social responsible. But at Thales Hengelo purchasing 
is primarily used as a cost cutter. Compliance with regulations is an important subject for Thales, 
primarily because in the defense industry violating the law increases risks.   

4.4 Validation of the interview framework and methods 
As described in 4.2, a reason to perform a pilot was to validate whether the obtained research method 
was suitable to gain insight in purchasing maturity and SRB at Thales. The respondent agreed that the 
structure of the interview was satisfactory, but the amount of questions and therefore information 
needed was vast. The interview provided therefore enough background to cover the important 
subjects, but the respondent was also free to lead the interview, and thereby it was possible that 
questions were answered which were planned later in the interview. The drivers and barriers were 
very satisfactory answered. Next to this, the organizational competences and processes that were 
important in SRB were a bit short. Still valuable information could be obtained. The respondent could 
not answer all questions from the SRB maturity model, simply because either it varied per project, or 
person. In addition, when giving some background information, the respondent sometimes answered 
also other questions. This was very helpful because then a relation between questions surfaced and 
thus also gives an indication about the importance of different subjects. It shows that the framework 
proposed was open for initiative.   
Furthermore, regarding the workload the data collection methods (interviews and additional data from 
documentation), six interviews were found to be an attainable goal. The knowledge and 
responsibilities of candidates will be the main criterion for interviewee selection in the follow-up 
studies. 

Concluding remarks 
In this section, an interview framework was developed. Furthermore, a pilot study was conducted to 
validate the methods of data collection and analysis. This pilot consists out of an interview, which data 
was studied and analyzed. A number of conclusions are drawn from this pilot. The use of the interview 
framework was useful to collect data from the interviewee. Some adjustments are made to further 
optimize the framework. The data collected from the case can be analyzed and shows promising 
insights. Furthermore, we expect that the interviews were found to be suitable for cross-analyzes. 
Together this proves that the research methodology as outlined in chapter 1 functions as is was 
expected to do. It allows the respondent to lead the interviews (rather than the interviewer), but 
enables the interviewer to cover a number of important purchasing and organizational topics. Because 
general topics are brought in to the conversation if they are not addressed by the respondents 
themselves the risk of leading the respondent is minimized. The fact that certain topics are seen as 
important by a respondent may not seem to be as important by others, which confirms this claim. 
Because no important adjustments in research design or methods are made, the results from the pilot 
study can be used in the cross respondent analysis. 



 45 

Chapter 5 Purchasing maturity and SRB at Thales Hengelo 
 

This section analyzes the collected data based on the methodology developed in the previous chapter. First, 
the five remaining respondents are separately evaluated. Then, using a coding procedure, a cross-respondent 
analysis is done to compare the data over the different respondents, corresponding to purchasing elements 
and maturity. 

Respondents Important elements to buy 
social responsible

Determining CSR-orientation at 
Thales

Purchasing maturity 
Thales

(Chapter 2) Litrature 
review on CSR and 
purchasing maturity

(Chapter 3) 
Model building

(Chapter 4)
Pilot study at 

Thales

(Chapter 5)
Study results at 

Thales

(Chapter 6)
Conclusions
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5.1 Respondents 
The pilot case is described in the previous chapter and is not addressed here. The remaining five 
respondents will be evaluated. The respondents vary from the purchasing director, to a sales 
manager. The sales manager (respondent D) is added to secure a broad scope. However, the 
purchasing specific maturity levels are not discussed with him, so that he is not added in the maturity 
overview (section 5.4). Thus, the scope for the other sections ranges from the strategic decisions on 
the supply side as well as the customer side. An overview of the respondents and how these 
respondents relate to Thesis and why they have been chosen to participate is given in Table 5.1.  
 
Table 5.1 Respondent overview 

 
 

 
In addition, the position of the respondents in the organization is depicted in Figure 5.1. 

Director purchasing 
SR (strategic level)

Quality manager

Sales manager

Tactical purchasing 
manager

Tactical purchaser

Operational 
purchasing manager

 
Figure 5.1 organizational structures of the respondents at Thales Hengelo. 

5.2 Important purchasing elements to buy social responsible 
As been stated in section 2.4 the important purchasing processes that are influenced by buying 
socially responsible are: planning, supplier selection, supplier evaluation and development, 
specification, policy development, and regulation. We validated section 2.3 with the opinion and 
examples of situations of the different respondents within Thales.  
 
Specification: Respondents claim that during specification environmental regulations are taken along. 
That has been done within a cross-functional team (commodity-team). This team formulates 
specifications varying from technical to functional aspects. A list of harmful materials should be 
avoided and checked with the supplier. However, cases are known that in for example standardized 

Respondent Description of the respondent 
Respondent A This respondent was chosen because he is the purchasing 

director; he has knowledge about different strategic choices 
Thales has made. Furthermore, he performed his MBA Thesis 
within the scope of corporate social responsibility at a railway 
organization. 

Respondent B This respondent was chosen because he is the operational 
manager of Thales Hengelo surface radar, with 15 years of 
purchasing experience and 7 years of experience within 
Thales. In the past he was a tactical purchaser.  

Respondent C Was chosen because he is the tactical manager of surface 
radar, his team is responsible for tactical purchasing 
processes (specification, supplier selection, and contracting).  

Respondent D Was chosen because of his insight in Thales customers. He is 
the Bids and Captures director; he has insight in the demand 
side of Thales. Who are the customers and what are their 
wishes (supplier selection process from the customer) will be 
discussed with him. He was recommended by respondent A. 

Respondent E  
 

This is a quality manager, also responsible for audits. 
Furthermore, he has the responsibility to translate CSR to 
surface radar. He has insight in the purchasing processes. 

Respondent M Respondent of the pilot study. 
Secondary sources F 
 

Sometimes the annual reports, procedures and informal 
meetings will be used in order to verify certain qualitative and 
quantitative data.  
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computer hardware (e.g. displays), the supplier is not willing to give away a list of harmful materials. 
Furthermore, the commodity teams claim that the backside of this is that investigating in harmful 
materials requires a lot of handling time, therefore, some don’t ask for it anymore.  
Note: During my previous work for Thales I recognized the objections of the commodity teams towards 
this subject. I made a web-based application where specifications where collected and I let the 
responsible guy make a choice. “Whether the product contained harmful materials or not”. If they 
chose “yes” the list of harmful materials was mandatory to fill in. But, commodity teams claimed that 
this was not acceptable. Because their suppliers where not willing to list harmful materials, even 
though the commodity team know the product contained hurtful materials. 
 
Supplier selection: During supplier selection the “best” supplier has been chosen from a shortlist. 
Different respondents claim that offset (buying in the country of the customers) and the costs of 
switching suppliers mean that not always the preferred supplier has been chosen. This has an 
influence on the social and environmental performance of Thales. Tenders for example, sometimes 
send out to countries with a lower than accepted political situation. Furthermore, cases are known that 
Thales stayed with non-preferred suppliers because otherwise the supplier went bankrupt.  
 
During contracting suppliers should agree with purchasing conditions. In these purchasing conditions 
(article 17) environmental objectives are stated. At Thales prices are taken along in contracts (e.g. X% 
costs reduction per year). Additional conditions can be added in the contracts and in purchasing 
conditions. 
Note: some commodity teams where not aware of article 17, this was caused by the negative 
externality explained as followed. Mostly the technical product manager in a commodity team 
formulated the specifications. Some purchasing managers just ordered the required product without 
any technical knowledge. Until at one moment for some cases the purchasing manager had been put 
offside. The technical manager often did not care about any purchasing issues, only that he had the 
(for him best) product at the (for him) best time.  
 
Supplier evaluation: At Thales suppliers are primarily evaluated through about 8-10 audits per year. 
Thales audits it suppliers on ISO 9001, ISO 14001, and it they comply with local environmental 
regulations. Furthermore, it is determined whether they understand specifications and comply with the 
code of ethics of Thales. When they do not comply in any of these subjects the supplier is asked to 
handle the shortcomings but often sanctions are not taken along.  
 
An additional subject to the processes is given by a respondent, who suggests that logistical 
processes are also a major process where SRB issues could be taken along (e.g. with chemicals: 
some chemicals should not be transported together).  
 
In the next section we provide input for the preferred CSR-orientation of Thales. 

5.3 Determination of the preferred CSR-orientation at Thales 
In this section the procedure from section 3.2 is put into practice within Thales so that we can 
determine what preconditions are met within Thales and what we expect to be the preferred CSR- 
orientation.  

5.3.1 Analysis of Thales stakeholders 
At Thales the response to the society reduced in importance. Especially during the 70-80’s Thales had 
to cope with anti-war groups. However these days this is not the case anymore. Thales believes that 
by following the much tighter regulations these days, scrutiny can be eliminated. Other example of 
response to society was that there were recent organizational changes where a lot of jobs were lost. 
To limit secrecy, create goodwill, and stay relative open to the society, Thales participates actively in 
the society with programs like: open days and sponsorships (e.g. events like the FBK games in 
Hengelo). 
 
In the next section we evaluate the drivers and barriers for Thales. 

5.3.2 Drivers and barriers for Thales  
In this section the drivers and barriers for Thales are evaluated. Over several interviews we found out 
that: 
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Top management is an important driver. It recognizes that social responsibility is important; this is in 
line with the annual report. Management is responsible for the ethical codes; focused primarily on child 
labor, corruption, and the environment. However, some respondents claim that coping with ethical 
questions is not checked so that this could mean that it is not 100% tight. Purchasing management 
however is not recognized as a driver.  
 
Another respondent claims that “Thales gets exemption to use harmful materials, not because 
customers like it, but just because their technology requires it.” Some technologies (e.g. missile head) 
require such high safety measures that it’s not responsible to use other technologies.  
 
Related to regulation is the example that by walking ahead of regulation, by pushing innovative 
solutions towards customers could lead to a selling point or competitive advantage by forcing 
competitors to follow these standards.  
 
Reputation is especially important towards governments. These are Thales’ primary customers. 
Different countries have different interest in CSR. In Canada the environment is more important as for 
example India. Although some respondents consider that private markets could become important 
customers (in the future), they all think that this will not be a major market. Furthermore, reputation to 
the society is discussed.  
 
Some employees follow e-learning courses and NEVI courses. The result of this is that employees 
become familiar with SRB, which is expected to increase interests in the subject. However, these 
courses are not mandatory, or not generally known by employees. Therefore, it is not always been 
followed.  
 
Customers: SRB is expected to shift to the defense industry. Nowadays, as has been declared, safety 
and quality issues are much more important than SRB issues. One respondent expects that therefore 
CSR becomes a “selling point”. Another thinks that by pushing CSR towards the customers can in the 
long term create a “competitive advantage”.  
 
Offset copes with orders that go out to countries, where the system will be delivered. This could result 
in orders towards countries where for example political situations are not stable.  This is generally not 
seen as a problem. Respondent claim that helping to develop these organizations could be seen as an 
objective for purchasing. 
 
Table 5.2 summarizes the drivers for Thales and 5.3 the barriers for Thales that had been recognized 
by respondents are summarized. 
 
Table 5.2 Drivers for CSR for Thales 

 
Table 5.3 Barriers for CSR for Thales 

Driver Explanation 
Management Top management makes business ethics, but there is a lack of monitoring. 
Regulation Especially in the future, tighter regulations for this industry can be expected. 
Value Waste management can reduce Thales’ costs. 

Competition 
Walk ahead of regulations, and pushing technology towards customers can 
result in a long term competitive advantage. 

Value Reduce risks because risks cost money. 
Reputation Especially towards governments with high CSR standards. 
Employees Some employees increased awareness in CSR. 

Customers 

Thales exports to other countries with different norms. E.g. Canada finds CSR 
important and systems are not customized, therefore we follow the tightest 
regulations. Furthermore, it could become a selling point. 

Barrier Explanation 
Technology 
(products) 

Technological restrictions (e.g. missile heads); in addition, some systems are 
already 20 years old. And redesign is too expensive if not necessary. 

Regulation The defense industry gets exemption for some harmful materials 
Customers For some customers, price is becoming an important topic.  

Value 
Proof that positive environmental performance has same quality, and redesign is 
costly. 

Competition CSR is not a sexy subject in the industry. 
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5.3.3 Thales purchasing policy 
As been shown before, it is not always possible to pay more for a social responsible product. Margins 
at Thales are shrinking, and price is the primary selling point. Furthermore, social practices are not of 
major importance in the specification phase. Nevertheless, the majority respects regulations with 
respect to environmental. And sometimes this means that the cost price is higher than other options. 
 
Primarily forced by regulations and from the top management social responsibility is enforced in the 
different processes. But often no sanctions are taken along. There are some CSR issues involved in 
Thales’ policy, but mainly to avoid claims. These issues are above all related towards child labour, 
corruption, and the environment, which are also supported by the purchasing personnel.  
 
In the next section the current SRB elements and maturity levels of Thales related to SRB are 
analysed. 

5.4 Thales SRB elements and maturity levels 
In Table 5.4 the results of the study are summarized. After comparing the answers of different 
respondents with each other complemented with documents and second sources we determined an 
end result based on the best suitable answer, were 1 is reactive, 2 is developing, and 3 is proactive. 
However, some elements are missing and no end result could be formulated. 
 
Table 5.4 SRB maturity overview: results of the study 
 

Additionally, Table 5.5 summarizes the capabilities that are present at Thales in more detail. 

Offset 
Forces that orders are placed in countries that are not preferred due to political 
situations. 

Question Score     Sample quote 
End 
result 

                                                 Respondent: A B C E M    
To what extent is purchasing involved in 
corporate strategy development? Is this a 
documented and revolving process?  2 2 2 2 

“Purchasing is not a 
member of the MT”. So not 
involved. 2 

What level of planning horizon is used for 
CSR objectives? 

     

"Is not an issue" CSR 
objectives are not or ad hoc 
planned   

How is benchmarking performed?  1 1 1 1 "Only ISO certificates" 1* 
How is market research performed? 

 3 2 1 1 

"Depends on the product, 
we offered internal 
customers camera’s that 
were cheaper, but only on 
price”   

How is dealt with regulation, law and 
industrial standards? 

2 2 2 2 2 

"Thales France states 
guidelines which follows 
regulations, and sometimes 
a bit more" 2 

What kind of product specifications is given 
to suppliers? 

3 2 3 2 2 

"The specifications are 
primarily technology driven, 
we don't see this to 
influence social issues" 3 

What collaboration is commonly used in 
order to deal with social responsible 
objectives?  2 1 2 1 

"Social objectives are not a 
goal in itself" 

1* 
Is there a systematic supplier evaluation 
process in place? 

1  1 1 1 

"We do look to CSR issues 
but we are restricted by 
technology" 1* 

Is there a systematic procedure for supplier 
development in place? 

 3 1 1 1 

"If supplier does not have 
ISO certificate, we ask them 
to get it" 1* 

How are employee developed in social 
responsible practices? 2 3 1 2 2 

NEVI and e-learning 
courses 2 
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We have indicated that a reactive level seems to fit best to Thales’ situation. 
 
It should be noted that the table shows that the elements to prosecute the reactive CSR-orientation is 
almost met within Thales, however, there are some weak elements (the one with the *) that need 
some attention. This concern: CSR objectives are not planned and that in market research and 
benchmarks CSR objectives are not or partly taken along. It means that Thales has the elements to 
buy socially responsible on a reactive CSR-orientation, although they still lack real CSR issues. 
However, in these elements, CSR issues could easily be implemented. So for example, they perform 
benchmarks, but additional CSR issues should be added. 
 
Table 5.5 SRB elements present at Thales overview  

 
 
 

Element At Thales 
Purchasing involved in corporate strategy 
development 

Purchasing in not active in the management board. 
Therefore, it is not involved in policy development. 
Nevertheless, as a department it provides for example 
a SWOT analysis on the supplier side. The 
respondents expect that purchasing involvement 
increases because Thales is expected to buy more. 

The level of planning horizon for CSR 
objectives 

The purchasing involvement in product and process 
planning differs between projects and products. Project 
with early and late (none) involvements are known.  
CSR objectives are not or ad hoc planned. 

Benchmarking and market research Both benchmarking and market research happens 
basically only on price, and barely on other factors. 
Sometimes Thales analyse suppliers on different 
certificates. But this is not an order winner or loser.  

Deal with regulation, law and industrial 
standards 

Thales follows the regulations; however these could be 
different from regulations outside the defense industry. 
Defense is often excluded because of high safety 
demands. The same goes for the environment. You 
can save a milligram of lead, while accidentally 
shooting of a missile, could cost a lot of lives.  

Kind of product specifications given to 
suppliers 

Purchasing wants to move towards standardization, 
but gives both functional and technical specifications.  
Specifications are not seen as measures to influence 
social performance.  

Collaboration that is commonly used in 
order to deal with social responsible 
objectives 

Use supply chains for innovative solutions, but social 
issues are not a goal itself.  
Supplier selection happens by: first, look to suppliers 
already in the database; another supplier must have 
substantial advantages before they are switched. Two, 
new suppliers fill in a questionnaire and thereby 
environmental subjects and ISO certificates are tested. 
Purchasing is responsible for supplier selection. 
However, it is not that they always have the product 
knowledge to actively debate product specifications 
with suppliers. 

A systematic supplier evaluation process Supplier evaluation happens on logistical issues, 
quality, and financial situations on a three months 
basis. A new tool QLTC in now introduced where hard 
and soft issues are continuously evaluated. Selective 
visits at suppliers. Normal audits for itself and its 
vendors (to expose and identify poor CSR performers 
within the supply base). 

A systematic procedure for supplier 
development 

Supplier development measures are developed 
individually. 

Employee development in social 
responsible practices 

Through NEVI and e-learning courses. (not 
mandatory) 
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8 strategic processes Stage         

In sourcing and outsourcing  0 1 2 3 4 5 6 7 8 9 10 

Commodity Strategy Development  0 1 2 3 4 5 6 7 8 9 10 
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Supplier involvement in new product/process development  0 1 2 3 4 5 6 7 8 9 10 

Supplier involvement in order realization process  0 1 2 3 4 5 6 7 8 9 10 

Supplier development and quality management  0 1 2 3 4 5 6 7 8 9 10 

Strategic costs  0 1 2 3 4 5 6 7 8 9 10 
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Figure 5.6 shows the capabilities of Thales in the MSU model. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 5.6 Current MSU maturity profile for Thales related to SRB 
 
Figure 5.7 shows the missing MSU elements. This explains what Thales should be capable of before 
they are able to buy social responsible, these are primarily represented by the processes “developing 
and manage supplier relationship”.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  
Figure 5.7 Shows the black spots where MSU elements are missing. 
 
In short, Thales should focus on getting the MSU elements from Figure 5.7 so that they have sufficient 
absorptive capacity towards SRB, and are able to buy socially responsible, and should, if they follow a 
reactive CSR-orientation, give SRB shape with the missing and pointed SRB elements from Table 5.4. 

Concluding remarks 
This section describes the data analysis steps from raw data. Interview data and additional 
documentation is evaluated by means of one within case analyze. This analyze provides insight in the 
current purchasing elements that Thales Hengelo has and based on these measures, given a certain 
CSR-orientation, recommendations can be formulated. The analysis also shows that different 
respondents have different visions about processes and the role of purchasing in an organization. This 
is reasonable because Monzcka (2010) says that purchasing is a skills function, and that different 
products require different requirements. In the next chapter the results are summarized and 
conclusions are discussed. Then, recommendations can be formulated. 
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Chapter 6 Conclusion, recommendations, and directions 
for further research. 
 

This chapter will use the data that has been provided in previous chapters to answer the research question. 
First, the sub questions  and then the main question will be answered. The scientific literature complemented 
with the information filtered from practice will lead to recommendations regarding SRB at Thales. At the end of 
the section the research will be discussed. And directions for further research are proposed.

Conclusion: Answer to 
the sub question

Conclusion: Answer to the 
main question Recommendations Limitations and directions 

for futher research

(Chapter 2) Litrature 
review on CSR and 
purchasing maturity

(Chapter 3) 
Model building

(Chapter 4)
Pilot study at 

Thales

(Chapter 5)
Study results at 

Thales

(Chapter 6)
Conclusions
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6.1 Conclusion: Answers to the sub questions 
In chapter 1 we formulated the following sub questions: 
 
1. What are the key drivers and barriers of CSR and how do these relate to Thales? 
2. How do we distinguish different strategies towards CSR and what key processes? 
3. What competencies are required in different CSR-attitudes and how does this relate to the 
MSU model? 
 
In this chapter the main findings which answer the sub questions are summarized.  

6.1.1 The key drivers and barriers of CSR within Thales 
During the study the following main drivers were identified: management, regulation, value, 
competition, reputation, employees, and customers. Most of these drivers are in line with what we 
expected from the literature therefore, we suppose that the validity of these findings are high. The two 
most important drivers for Thales are top management commitment and regulation.  

 
Table 6.1 summarizes the drivers for Thales and 6.2 summarizes the barriers for Thales that had been 
found during the analyses. 
 
Table 6.1 Drivers for CSR for Thales 

 
Table 6.2 Barriers for CSR for Thales 

 
Considering the key drivers and barriers within Thales we conclude:  
 

• Because of the strong market position of Thales it is expected that Thales has a leading role in 
CSR. However, the defense industry does not stimulate Thales to have a strong orientation 
towards CSR. 

• The CSR regulations in specific markets create a necessity for Thales to adopt CSR practices. 
Therefore, regulations are being followed but adaption’s that cost money are being avoided as 
much as possible.  

• The main barrier results from technical specifications of Thales’ products. And the offset 
regulations in markets with a low CSR standard where not described in literature, and can 
therefore been shown as a Thales specific barrier. 

Driver Explanation 
Management Top management makes business ethics, but there is a lack of monitoring. 
Regulation Especially in the future, tighter regulations for this industry can be expected. 
Value Waste management can reduce Thales’ costs. 

Competition 
Walk ahead of regulations, and pushing technology towards customers can 
result in a long term competitive advantage. 

Value Reduce risks because risks cost money. 
Reputation Especially towards governments with high CSR standards. 
Employees Some employees increased awareness in CSR. 

Customers 

Thales exports to other countries with different norms. E.g. Canada finds CSR 
important and systems are not customized, therefore we follow the tightest 
regulations. Furthermore, it could become a selling point. 

Barrier Explanation 
Technology 
(products) 

Technological restrictions (e.g. missile heads); in addition, some systems are 
already 20 years old. And redesign is too expensive if not necessary. 

Regulation The defense industry gets exemption for some harmful materials 
Customers For some customers, price is becoming an important topic.  

Value 
Proof that positive environmental performance has same quality, and redesign is 
costly. 

Competition CSR is not a sexy subject in the industry. 

Offset 
Forces that orders are placed in countries that are not preferred due to political 
situations. 
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6.1.2 Key processes and strategies towards SRB 
Researchers distinguish CSR-orientation between two extreme positions ranging from reactive 
towards a proactive orientation.  
 
     CSR-orientation 
 
Reactive    Developing     Proactive 
 
Where reactive companies typically add minimal effort in CSR, so that they hardly compliance with 
regulations. On the other hand, proactive companies will voluntary take measures to reduce their 
social impact. We segmented the range of CSR-orientations in three steps. We call these three steps 
reactive, developing, and proactive. Where reactive is defined as the orientation of companies that are 
social responsible for the business results, so they are more focussed on staying in business, and 
avoiding costs of unethical behaviour. 
 
The systematic approach to determine the preferred CSR-orientations 
Organizations can take additional steps to determine the suitable CSR-orientation as described in 
section 3.2.  
 
The major conclusions of this procedure are: 
 

• At Thales the response to the society reduced in importance.  

• The main drivers are: regulations and top management.  

• A focus for Thales is on avoiding claims and scrutiny.  

• The main motive to increase interest in SRB is to increase business results.  

Based on this procedure, which was applied to, and discussed within Thales, the preferred CSR-
orientation is reactive. 
 
The purchasing elements which influence SRB? 
The important elements of purchasing that have an influence on SRB are: planning, supplier selection, 
supplier evaluation and development, specification, policy development, and regulation. We checked 
the literature with the opinion and examples of situations of the different respondents of Thales. 
Because of the commonalities between literature and the main conclusions we can say that the validity 
is high. At Thales the following additional purchasing elements were identified: contracting, and 
logistics.  
 
Considering the key processes and strategies towards SRB we conclude:  
 

• Companies can have 3 different SRB-orientations: reactive, developing, and proactive. Table 
3.2 shows the different SRB elements which define the level of CSR-orientation. 

 
• The purchasing elements that have most influence upon SRB are: specification, market 

research, supplier selection, and supplier evaluation. Contracting and logistical subjects are 
partly and not described by literature and due to their expected relevance these elements can 
be added. 

 
• Considering the market orientation of Thales and the preconditions to determine the preferred 

level of CSR-orientation, a reactive approach seems to be the most suitable for Thales. 

6.1.3 Relationship between SRB elements and the MSU model 
In chapter 2 the SRB elements were discussed. We related these elements to the MSU model and 
evaluated “the best possible fit” for every stage in chapter 3. The result of this is Figure 6.1, which is 
again shown below. This is thus the maturity level that an organization should have, so that it has 
enough absorptive capacity to buy social responsible, at a certain level.  
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Figure 6.1 Linking the strategic processes MSU with CSR-orientations 
 
Although some of the enabler processes of the MSU model can be defined as an enabler for SRB, it is 
not always possible to segment them between “reactive, developing or proactive”. Therefore, we 
chose not to use these enablers in this research.  

6.2 Conclusion: Answer to the main question 
In chapter 1 we formulated the following research question: 
Does Thales have the capabilities to buy social responsible at the preferred CSR-orientation? 

 
This section summarizes the main findings and recommendations through which we accomplish this 
objective.  
 
In interviews, secondary literature, and informal meetings the SRB elements of Table 6.3 were not 
sufficiently found to be present at Thales. 
 
Table 6.3 insufficient SRB elements overview: results of the study 
  
Element At Thales 
The level of planning horizon for CSR 
objectives 

The purchasing involvement in product and process 
planning differs between projects and products. Project 
with early and late (none) involvements are known.  
CSR objectives are not or ad hoc planned. 

Benchmarking and market research Both benchmarking and market research happens 
basically only on price, and barely on other factors. 
Sometimes Thales analyse suppliers on different 
certificates. But this is not an order winner or loser.  

Collaboration that is commonly used in 
order to deal with social responsible 
objectives 

Use supply chains for innovative solutions, but social 
issues are not a goal itself.  
Supplier selection happens by: first, look to suppliers 
already in the database; another supplier must have 
substantial advantages before they are switched. Two, 
new suppliers fill in a questionnaire and thereby 
environmental subjects and ISO certificates are tested. 
Purchasing is responsible for supplier selection. 
However, it is not that they always have the product 
knowledge to actively debate product specifications 
with suppliers. 

 
8 strategic processes Stage 

        In sourcing and outsourcing  0 1 2 3 4 5 6 7 8 9 10 

Commodity Strategy Development  0 1 2 3 4 5 6 7 8 9 10 

Establish and leverage a world class supply  0 1 2 3 4 5 6 7 8 9 10 

Development and manage supplier relationship  0 1 2 3 4 5 6 7 8 9 10 

Supplier involvement in new product/process development  0 1 2 3 4 5 6 7 8 9 10 

Supplier involvement in order realization process  0 1 2 3 4 5 6 7 8 9 10 

Supplier development and quality management  0 1 2 3 4 5 6 7 8 9 10 

Strategic costs  0 1 2 3 4 5 6 7 8 9 10 

            reactive   
          developing   
          proactive   
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We have indicated that a reactive level seems to fit best to Thales’ situation. Therefore, Thales also 
needs fill in the gaps (black spots) so that they have enough absorptive capacity, and therefore are 
able to buy socially responsible, which Figure 6.2 shows.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  
Figure 6.2 Shows the black spots where MSU elements are missing. 
 
In short, Thales should focus on getting the MSU elements from Figure 6.2 so that they have sufficient 
absorptive capacity towards SRB, and are able to buy socially responsible, and should, if they follow a 
reactive CSR-orientation, give SRB shape with the missing and pointed SRB elements from Table 6.3. 

6.3 Recommendations 
The recommendations presented in this section are the result of several iterations of literature studies, 
discussions with academic staff, and validation sessions with Thales. In section 6.3.1 recommends 
that the purchasing policy to buy socially responsible should follow from the organizational policy. In 
section 6.3.2 the recommendations from the main conclusions are stated. From section 6.3.3 to 
section 6.3.4 are not directly related to the scope of the thesis. However they follow from the 
knowledge gained resulting from this Thesis, and can be seen as positive externalities. They may 
enable purchasing improvement programs and SRB.  

6.3.1 Align purchasing policies with organizational policies  
During many informal meeting with experienced purchasing managers and academics, we recognized 
that social responsibility is one of the many additional subjects of buying “good”. And it will increasingly 
be introduced in many processes. By already mentioning and anticipating on SRB an organization can 
be prepared for future changes in the business. In fact it could be an industry innovator on CSR. In our 
vision it could disrupt other organizations that lack these skills, and therefore, by being an innovative 
organization, Thales could be able to stay ahead of competition. To embed SRB policies within 
purchasing department the purchasing policies should be expended with SRB elements. This enables 
that purchasing policies are in line with organizational policies. In short:  
 

• Include SRB policies within purchasing policies as stated by the organizational policies and 
check ethical subjects on performance. 

A systematic supplier evaluation process Supplier evaluation happens on logistical issues, 
quality, and financial situations on a three months 
basis. A new tool QLTC in now introduced where hard 
and soft issues are continuously evaluated. Selective 
visits at suppliers. Normal audits for itself and its 
vendors (to expose and identify poor CSR performers 
within the supply base). 

A systematic procedure for supplier 
development 

Supplier development measures are developed 
individually. 
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6.3.2 Improving purchasing elements 
The main conclusion regarding the maturity of Thales and the elements it needs to improve is related 
to supplier development and relationship.  
 
To gain absorptive capacity, and other SRB elements we recommend:  
 

• Create a process to indentify suppliers that are performing below the level that the Thales 
Group has stated. Formulate supplier improvement programs and evaluate suppliers based on 
these processes and programs. 

• Include SRB criteria in market research, benchmarks, and contracts. 

• Product lifecycles within Thales are long and changing products is expensive. Therefore 
including social statements early in the planning process is recommended. Changing products 
in the early part of the lifecycle could be cheaper. 

• Use the supply chain for innovative solutions, and move as much as possible towards 
standardization. Standardized products are easily interchangeable. Therefore, if for example a 
less energy consuming product enters the market it’s effortlessly implementable. 

• Demand suppliers to help listing harmful materials, if there are any of them. Some entities (for 
example firefighters) also need this information for safety reasons. 

• Purchasing should feel more responsible to debate opportunities in the product specification 
phase, and should understand more technical requirements. Thereby, increasing the power of 
the purchasing department. 

6.3.3 Improve purchasing performance by using the MSU model 
A perfect externality follows from the use of a benchmark model to measure purchasing maturity. A 
higher maturity is correlated to a higher purchasing performance. A maturity profile shows other 
entities in a glance the results and therefore are easy communicable, consequently it shows actions 
for improvement. Since, purchasing within Thales is primarily used as a cost-cutter we recommend: 
 

• Use the MSU model regularly as a benchmark to determine maturity, show improvement 
opportunities, and use MSU as a starting point for long term purchasing improvement 
programs. Monzcka claims that benchmarking once a year is fine, Philips does it every year 
for all purchasing employees and links it with objectives uses this to judge personal 
performance. For example, every purchasing manager should next year have an level 7 
maturity on process 1. 

6.3.4 Learn personnel how to deal with social responsibility and show the benefits 
A third important conclusion is the lack of knowledge that employees have about SRB. For example, 
even though it is not clear whether SRB increases or decreases costs, employees already empathic 
believe that SRB is related to costs. By realizing the opportunities SRB can have for an organization a 
mindset could be created which enables socially responsible practices. Therefore we recommend: 
 

• Communicate with other business functions (e.g. technical managers) and personnel the facts 
and opportunities SRB can have, so they become more familiar with the opportunities it 
creates. 

• Make courses mandatory and use this to judge personal performance. 

6.4 Discussion 
This section describes the final part of this thesis and discusses the limitations and directions for 
further research. 
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6.4.1 Limitations of this Thesis 
Since we tried to integrate SRB and MSU model in chapter 3 the following observations were made: 
Although we tried to relate these two practices qualitatively, there is still room for improvements. We 
included the important SRB elements that were argued in literature, which were discussed with 
academics, in the MSU model. However, a limitation of this research is that the validity of the model 
could be improved by checking the 2 subjects quantitative. In the ideal situation it would be a natural 
experiment, where a group of companies which are socially responsible show what their maturity is. 
And a group of companies that try to be social responsible but can’t and determine what their maturity 
is.  And see if any statistical conclusions and (causal) relations can be formulated. 
 
Furthermore, in the 5 step procedure to determine the preferred CSR-orientation there is also room for 
improvements. Since we know how the preferred CSR-orientation should look like, we still didn’t 
manage to determine it quantitative. So it’s interesting to find out if there is an empirical method to 
determine on what level SRB should be executed. 
 
We collected the data for the interviews through personal surveys. And there is a good reason to be 
skeptical towards the data. There is often a vast gulf between how people say they behave and how 
they actually behave, and how they should behave. These behaviors are known as declared 
preferences and revealed preferences. Furthermore, when it costs almost nothing to fib a reasonable 
amount of fibbing is expected. The fibs may even be subconscious, with the subject simply saying that 
she expects the surveyor want to hear. But when you can measure the revealed preference, or the 
actual behavior you are getting somewhere. This is what is still partly missing. 

6.4.2 Directions for future research in the academic field of SRB maturity 
New in this research is the implementation of SRB in the MSU model in Figure 4.1. To come to this 
implementation, we performed a qualitative research which combined the two fields of research. 
Furthermore, we had a look upon how this applied to Thales. However, what should be interesting is 
an empirical research to test the relation considering SRB and purchasing maturity. As explained in 
Section 6.4.1. 
 
Another interesting field of research would be to link the enablers as stated in Table 2.5 with the 
different levels of CSR-orientations. In this research we found that current scholarly literature lacks a 
description of this.  
 
An in-depth study to the procedure of determining the preferred CSR-orientation is welcome. This will 
also improve the validity of future implementations of this theory. 

6.4.3 Directions for future research at Thales 
To make sure that Thales is profiting from the use of the MSU model it should determine if Thales is 
able to, and if not, how they could be able to determine the real maturity levels. For example, measure 
the gap between the real maturity levels and the maturity levels provided by respondents.  
 
Determine the financial consequences of SRB practices for Thales or organizations in the defense 
industry. 

6.5 Final statement 
During my research the legitimate of SRB for Thales became weaker. Although I know that the top 
management in France was interested in CSR I assumed that this also was the case for Thales 
Hengelo. However, I noticed that a lot of colleagues were not aware of the results of SRB (only on the 
increasing costs part). There is a based reason to question the whole SRB subject at Thales. Not only 
at Thales, but business results in several industries including the defense industry, are with no doubt 
in my opinion always the most important. Still, making profit in an ethical way is no more than a duty 
for businesses around the world, and especially in developed countries. It is hard to say if financial 
consequences of SRB are positive or negative for Thales. But there is no doubt that purchasing in the 
long run still can make tremendous steps forward in increasing product quality, costs reductions, 
inventory reductions and so on. I found out that purchasing at Thales was not used as an innovator 
engine or an entity to improve quality, rather that purchasing more and more became focused on short 
term cost reductions. I also found out that ICT functions did not or partly worked as mentioned. 
However, I know that Thales is waiting for the implementation of a new ERP system. The most 
interesting subject of this Thesis is the whole improvement opportunity Purchasing can have at Thales. 
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Thales never seriously used benchmark models to look for weaknesses at purchasing, let alone 
indentify possible improvements.. 
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Appendix 1 MSU maturity scores (in Dutch) 
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Appendix 2 
Table analyse of stakeholders 

Question Reactive Developing Proactive 
What is the response 
to society and 
alternative responses 
to social pressure? 

No response/ 
Withdrawal 

Listen to 
society/accepting 

Evaluate observations 
and forecast possible 
scrutiny/Problem solving 

How are social issues 
valuated? 

Denial Ignorance/familiarity Expertise in topic 
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Appendix 3 interview questions 
 
I give the scope of the research. 
 
I give the research question.  
 
Give a short overview of experiences you had with social responsible buying? 
 
What are the top 3 drivers and barriers for Thales towards social responsible buying? Why? 
 
Drivers 
 
1 
2 
3 
 
Barriers 
 
1 
2 
3 
 
What processes are affected by social responsible buying? Why? 
 
What 3 competences are required in order to buy socially responsible? Why? 
 
1 
2 
3 
 
Kruis bij elke vraag aan welke het beste bij Thales past? En bedenk waarom? Zijn hier bewijzen voor? 
 Reactive Developing Proactive 
Planning and strategy development:      
To what extent is purchasing involved 
in corporate strategy development? Is 
this a documented and revolving 
process? 

Purchasing is not 
involved in 
corporate strategy 
development 

Purchasing is 
involved in 
corporate strategy 
development, but 
only as a source of 
information 

Early involvement in 
corporate strategy 
development is 
ensured and results 
are an based 
component of the 
purchasing strategy 

Corporate Strategy/Policy: Are social 
responsible issues involved? 

The company does 
not internalise 
environmental 
issues nor develop 
business strategies 
to deal with social 
questions 

Top management 
recognized that 
social responsibility 
is linked to success 
because the 
business was 
subject to heavy 
public and/or 
regulatory scrutiny 

The company has a 
formally stated 
social mission, it is 
likely that they 
include 
environmental and 
social objectives 
and strategies in 
their corporate 
objectives and 
strategies 

To what extent is purchasing involved 
in product/project planning? Is this a 
documented and revolving process? 

Product or project 
planning is seldom 
known by 
purchasing 

Purchasing is 
involved in 
product/process 
planning 

Early involvement in 
product/process is 
ensured and results 
are an based 
component of the 
purchasing strategy 

What level of planning horizon is used 
for CSR objectives? 

Short term/ ad hoc 
social planning  

Medium/long-term Strategic 

Where are the CSR requirements and Demand is derived Demand is derived Demand is derived 
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demands derived from? from: forecasts, 
market research 
and benchmarking, 
valuation of social 
issues, response to 
society, regulation 
and law 

from: forecasts, 
market research 
and benchmarking, 
valuation of social 
issues, and 
response to society 

from: forecasts, 
market research 
and benchmarking, 
valuation of social 
issues, and 
response to society 

How is benchmarking performed? Benchmark only on 
regular criteria. 
Social criteria’s are 
not an issue 

There are social 
criteria (as been 
defined by policy 
entrepreneur, and 
corporate/purchasin
g policy) involved 
but only to compare 
social performance, 
with other 
companies 

Social performance 
is an important 
issue, take a look to 
the supply chain, 
and benchmark on 
the past use results 
to improve social 
performance (of 
supply chain) 

How is market research performed? Perform market 
research as usual, 
don't take social 
responsible 
practices in mind 

Social responsible 
issues, (as been 
defined by policy 
entrepreneur, and 
corporate/purchasin
g policy) are taken 
in mind, but focus is 
still reactive 

Social issues (as 
been defined by 
policy entrepreneur, 
and 
corporate/purchasin
g policy) are taken 
along, focus is now 
proactive, so look to 
future needs of 
customers, and 
“society” and 
possibilities from 
suppliers/supply 
chain 

Stakeholders issues Denying the 
relevance of any 
stakeholder issue 
to the organization; 
denying that the 
firm has 
stakeholders 
responsibilities 

Implicitly 
acknowledge the 
existence of 
stakeholder issues, 
but avoiding to 
address these 
issues. 

Systematically 
anticipating, and 
addressing 
stakeholder 
demands involve 
stakeholders in the 
monitoring process. 
Proactive 
companies try to get 
stakeholders’ 
evaluation of their 
progress in specific 
issues. 

What is the response to society and 
alternative responses to social 
pressure? 

No response/ 
Withdrawal 

Listen to 
society/accepting 

Evaluate 
observations and 
forecast possible 
scrutiny/Problem 
solving 

How are social issues valuated? Denial Ignorance/familiarit
y 

Expertise 

How is dealt with regulation, law and 
industrial standards? 

Comply, but resist 
against … 

Comply, and follow Evaluate 
performance, lead, 
or even be the 
developer of … 
(force other 
companies to 
follow) 

Is there a policy to pay more for a 
social responsible product? 

Don't pay more for 
a social responsible 
product (as been 
defined by policy 

Pay more, but insist 
that portfolio of 
efforts is cost-
effective 

Willing to pay more 
for social 
responsible product 
(as been defined by 
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entrepreneur, and 
corporate/purchasin
g policy) 

policy entrepreneur, 
and 
corporate/purchasin
g policy), even if the 
product has 
relatively same 
quality 

What is the degree of integration of 
social issues in different processes? 

Enforced Self-enforced Voluntary 

Innovation       
What kind of product specifications is 
given to suppliers? 

Technical end-of-
pipe solutions 

Evaluate 
possibilities with 
supplier 

Functional (supply 
chain focussed) 

Supplier selection       
Is supplier selection carried out 
systematically, and according to 
requirements profile and selection 
criteria? Is the selection process well 
defined, logical and documented? 

Supplier selection 
process is only 
partly described 

Selection process 
is defined and 
applied, it occurs 
based on 
requirement profiles 
and selection 
criteria. It is all-
irascible 
documented. 

Selection process is 
based on complete 
application of 
insights and 
decisions through 
the company. And 
continuously 
adjusted to the 
latest requirements.  

Who is responsible for supplier 
selection? 

Purchasing is not or 
little involved. 

Purchasing is a 
source of 
information and 
supports the 
process 

Purchasing is part 
of the cross 
functional team that 
is in charge of 
supplier selection 

What collaboration is commonly used 
in order to deal with social responsible 
objectives 

Only internal  External 
collaboration/ Use 
supplier for 
innovative solutions 

Use supply chain 
for innovative 
solutions 

What is purchasing professionals 
attitude and involvement? 

 Resistant, Often 
relatively 
uninvolved in initial 
buying decision 

Still resistant but 
involved.  

High status Involved 
in company 
strategy, open 
attitude 

Who is responsible for social 
responsible objectives in the 
company? 

      

Who is responsible for organizing 
social issues? Policy entrepreneur 
(are found to have many of the same 
characteristics as business 
entrepreneurs, but invest their 
resources in instituting new 
organizational policies) 

None, or Middle 
manager often in 
operations 

Often external 
relations managers 

Founder/ top 
management/ 
middle 
management 

Process organization:    
Supplier evaluation       
Is there a systematic supplier 
evaluation process in place? 

Do not evaluate 
social 
performance/Little 
or no social 
evaluation of 
suppliers 

Evaluate social 
performance, and 
communicate 
results 
internal/Evaluate 
suppliers based on 
historical data 

Evaluate social 
performance, which 
is based on the 
social objectives 
and benchmarking, 
and communicate 
results internal and 
external/Evaluate 
suppliers based on 
historical data and 
expectations 

Supplier development       
Is there a systematic procedure for Supplier The supplier Development 
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supplier development in place?  development 
measures are 
developed 
individually 

development 
process is defined 
and development 
plans are derived 
from the supplier 
evaluations 

process is 
implemented and 
regularly updated. 
Development plans 
are derived from the 
development 
strategy.  

How many, and how are 
audit/assessment executed? 

Selective visits at 
suppliers. Normal 
audits for itself and 
its vendors (to 
expose and identify 
poor CSR 
performers within 
the supply base) 

Regular visits. 
Social responsibility 
audits for itself and 
its vendors (to 
expose and identify 
poor CSR 
performers within 
the supply base) 

Social responsibility 
audits for itself and 
its vendors (to 
expose and identify 
poor CSR 
performers within 
the supply base and 
to help direct 
supplier 
development 
strategies) “The 
purchasing 
organization 
regularly surveys its 
suppliers’ practices 
relative 

How is social information 
sharing/communication organized? 

Inter organizational 
(only internal) 

Internal and 
external with 
suppliers  

Supply chain/NGO's 

What social responsible objectives are 
described in contracts? 

Only regular 
objectives with little 
effort towards CSR 
objectives towards 
strategic suppliers 

Regular objectives 
and CSR objectives 

CSR objectives are 
prime objectives 

On what products is social 
responsibility focussed? 

Frequently support 
essentials 

Frequently 
consumption 
supplies 

Frequently product 
essentials 

Human resources and leadership:    
How are employee developed in social 
responsible practices? 

No training for 
employees related 
to CSR 

Employee-CSR 
training 

Employee-CSR 
training with target 
setting and 
evaluation  
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