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Abstract 
The European Commission has presented the Corporate Sustainability Reporting Directive (CSRD), 
which obliged large organizations to report on environmental, social, and governmental organization 
activities. Due to this, organizations are facing challenges. These challenges, if solved, could provide 
benefits. To solve the challenges, this paper introduces a model, which is created by using existing 
literature on benchmark and stakeholder analysis. Existing literature is used to provide an overview of 
the challenges and benefits. The external benchmark is used to determine sustainability categories and 
their relevance. The internal benchmark determines the importance of the external categories. The 
results are used for a gap analysis, to discover if the categories are important to report on. The external 
benchmark resulted in 11 categories. The internal benchmark provided 2 crucial categories, 3 less 
relevant, 3 possible competitive advantages, and 3 categories with improvement opportunities. 
Therefore, by applying an embedded single case analysis, organization x is aware of the implications 
of the categories and can make action plans to solve the challenges. There is no research done on how 
the CSRD challenges could be solved. This paper has created a comprehensive model that can be used 
to overcome the challenges, which has not been done before.  
  
Keywords: Corporate Sustainability Reporting Directive, benchmark, stakeholder analysis, MB-
model, sustainability 
 
1. Introduction  
Over the last decades, public opinion about Environment, Social & Governance (ESG) has changed. 
The reason for this is the increase in climate change awareness and environmental problems. Firms are 
expected to integrate these aspects into their decision-making and strategies (Billio et al. 2020). In line 
with this development, the European Commission (EC) has implemented changes in the existing laws, 
to make them stricter for large organizations. The EC defines an organization as large if the 
organization has more than 250 employees, the turnover is more than 50 million, or the balance sheet 
total is more than 43 million (European Commission, 2003). In this paper, the perspective of a large 
construction organization is used, which will be called organization x. Their revenue is above 1 billion 
euros, and the employee level is above 1000. Thus, compliance to ESG is necessary. The construction 
industry is chosen because it is one of the largest industries in the world economy (McKinsey Global 
Institute, 2021). However, the industry is also considered one of the largest contributors to Co2 
emissions with roughly 40% of the total emission coming from the construction sector (Global ABC, 
2018). Therefore, this industry is under pressure to reduce its emission level. They must become 
greener, build more sustainable buildings, and be acting responsibly towards the climate. Hence, an 
analysis must be made that enables construction organizations a roadmap, which ensures that those 
organizations can overcome the challenges of ESG.  
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The EC has also issued new regulations and restrictions for organizations. All of this is meant 
to reduce the emission, the pollution in the air, ground, and water, and to reduce the waste of 
organizations. As of this moment, the implementations, made by the EC, are meant for big 
organizations. Multiple studies have mentioned that the regulations and restrictions, regarding the 
ESG, are the cause of new challenges faced by organizations (Ameashi & Grayson, 2009; Boffo & 
Patalano, 2020). However, they failed to give a comprehensive understanding of what organizations 
should do to overcome these challenges. Organizations that are having a bad environmental directive, 
could make an organization vulnerable to legal action or regulatory penalties; bad treatment of 
employees may lead to high absenteeism, lower productivity, and weak client relations; and weak 
corporate governance can incentivize unethical behaviors related to pay, accounting, and disclosure 
irregularities, and fraud (Boffo & Patalano, 2020). Thus, by complying, organizations can avoid the 
negative consequences of ESG. 

The initiative, in which the regulations of the EC are implemented, is called the Corporate 
Sustainability Reporting Directive (CSRD). Due to the CSRD, which was introduced in 2020 and is in 
line with the climate agreement of Paris, organizations have to think about their ecological, social, and 
government footprint. The CSRD introduces eco-labels for financial products. The EC intends to 
encourage investments in sustainable economic activities (European Commission, 2020). Furthermore, 
the regulation entails the adoption of durability in prudential claims for financial corporations and 
changes in non-financial reports. Also, organizations must prepare for the most recent publications of 
the DNB (climate risks), the European and country-own climate agreement, the United Nations 
Principle for Responsible Investment, and the Recommendations from the Taskforce on Climate-
Related Financial Disclosures (European Commission, 2021).  

Organizations must deal with a lot of regulations. However, not all organizations have the 
necessary data and knowledge to develop the right strategy to overcome the ESG challenges. 
Therefore, benchmarking can be a great tool to gather valuable information and compare different 
processes and practices with others to provide great value for the organizations. Benchmarking is a 
comparative method where a firm finds the best practices in an area and then attempts to bring its 
performance in that area in line with the best practice (Sekhar, 2010). It is a reference point to measure 
and when applied to work processes yields superior results (Sekhar, 2010). Therefore, organizations 
can learn from one another to achieve the best practice possible. According to Mertins et al. (1995), 
there are two distinct benchmarking techniques: internal and external benchmarking. These techniques 
are then divided into different segments. With internal benchmarking, the authors implicate that 
organizations try to learn from their branches, departments, and sister companies. External 
benchmarking is a technique for looking outside the practices of the own company. These are 
compared with their practices. This paper aims to combine internal and external benchmarking. In 
doing so, the best practices of both techniques are combined, to gain better and more relevant 
information. Benchmarking could provide benefits such as: increased customer satisfaction, 
productivity, quality, implementation of continuous improvements, increased market performance, 
environmental awareness, and industrial competitiveness (Purwanto et al. 2020). These benefits are 
reflected in the ESG responsibilities, because, due to the benchmarking strategy, organizations are 
acting more towards solving the challenges provided by the new regulations. Thus, benchmarking 
could provide to be a good tool.  

Stakeholders are individuals, groups, and organizations who have an influence on or are 
influenced by an organization (Freeman, 1984). By gaining knowledge and information about the 
organization's stakeholders, organizations could develop an understanding of them. Moreover, it is 
also possible for organizations to identify certain opportunities. Stakeholders could also have the 
potential to give direction to an organization's project or targets (Mason & Mitroff, 1981; Crosby, 
1992; and Walt, 1994). So, for organizations, it could be useful to implement a stakeholder analysis. A 
stakeholder analysis aims to understand the stakeholders from the perspective of the organization. By 
addressing this perspective, it is possible to determine the relevance of the targets and projects of the 
organization, as well as the level of influence the stakeholders face or have on the organization. 
(Brugha & Varvasovszky, 2000). Stakeholders are defined as individuals, groups, and organizations 
who have an influence on or are influenced by an organization (Freeman, 1984). By gaining 
knowledge and information about the organization's stakeholders, organizations could develop an 
understanding of them. Moreover, it is also possible for organizations to identify certain opportunities. 
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Stakeholders could also have the potential to give direction to an organization's project or targets 
(Mason & Mitroff, 1981; Crosby, 1992; and Walt, 1994). So, for organizations, it could be useful to 
implement a stakeholder analysis.  

The main goal of this research paper is to find out how the usage of internal and external 
benchmarking, in combination with a stakeholder analysis, can improve the compliance of 
construction organizations to the ESG. The reason for using such a combination is that it does not 
exist. Thus, this paper fills a gap in the existing literature. However, since such an analysis has not 
been done before, it could also imply that it could not have any contribution towards the literature. In 
line with the main goal of this research paper, the main research question will be:  

RQ: How can construction organizations use internal and external benchmarking, in 
combination with a stakeholder analysis, to improve their compliance with the CSRD? 

This paper contributes to theory and practice in the following ways. Firstly, this paper is built 
on the existing literature on ESG (Henisz et al., 2019; Pagano et al., 2018). It also provides the 
challenges of ESG for large construction organizations (Amaeshi & Grayson, 2009; Boffo & Patalano, 
2020). However, these studies lacked solutions for the challenges and what the benefits are for 
organizations when complying with the ESG responsibilities. This paper will provide a solution for the 
challenges in the form of benchmarking. Benchmarking can be a useful tool for organizations to use 
because it provides insightful data for the development of new ideas and practices. Furthermore, this 
paper provides practical implications, specifically for the construction sector, which has not been done 
before. It provides organizations with a clear view of how a benchmarking strategy can help 
organizations with compliance with the ESG. This paper will provide a model to guide organizations 
toward a suitable solution. The model that is created, is called the MB model. It combines the 
strengths of internal and external benchmarking, and stakeholder analysis. The result will be a 
roadmap for organizations to help them in complying with the ESG regulations. Since such a model 
does not exist, this paper could potentially fill a gap in the literature.  

This paper consists of the theoretical framework, which will discuss the literature and theories 
that are relevant to this research. The research methodology describes the methods that are used for 
this paper. The findings will discuss the results. This paper ends with a conclusion.   
 
2.  Theoretical Framework  
The theoretical framework defines and discusses different theories, terms and concepts related to the 
aims and goals of the research. The paper focuses on the following theories: ESG and subsequently the 
CSRD, the benchmark theories, and the stakeholder analysis.  
 
2.1 Environmental, Social, and Governance 
The definitions of the Environmental, Social and Governance parts are provided in this section. ESG is 
the abbreviation of Environment, Social, and Governance (Henisz et al., 2019). The environmental 
criteria include the organization's energy usage, waste discharge, resources needed, and the result of 
the consequences for existing as an organization. Moreover, it also includes carbon emissions and 
climate change. Organizations are using energy and resources for their operations, and are affected by 
the environment, but also have an effect on the environment (Henisz et al., 2019). The social criteria 
include labor relations, diversity, and inclusion. Organizations are operating in a wider, more diverse 
society. The criteria address the relationships and the reputation of organizations it has with people 
and the communities where business is conducted (Henisz et al., 2019). The governance criteria refer 
to the extent organizations are complying with the stakeholders' needs and the regulations. 
Organizations have to comply with the regulations of the countries it is conducting business in (Henisz 
et al., 2019). The internal practices, procedures, and controls of organizations should be in line with 
the regulations and should be adopted in the decision-making and strategy. In the end, organizations 
are seen as a legal creation, that require governance (Henisz et al., 2019). With the ESG criteria, the 
EU focuses more on sustainability. Therefore, the European Commission has issued the Corporate 
Sustainability Reporting Directive (CSRD) and the EU taxonomy, in which large organizations are 
obliged to comply with those regulations. The CSRD is used to comply with the ESG criteria.  
 The Corporate Sustainability Reporting Directive (CSRD) is the new initiative of the 
European Commission. An overview of the CSRD is given in Table 1. It builds on the existing rules: 
all large organizations and all organizations listed on the regulated markets are falling under the scope 
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of the regulations. Also, it requires organizations to report information about the audit and assurance. 
The CSRD adds requirements, that will be discussed later in this section. Thus, the CSRD has added 
requirements to the organizational requirements and risk management of organizations. This change 
makes obligations to the organizations to be transparent about the integration of sustainability risks. 
Organizations should hereafter make an inquiry about the ESG preferences of their clients.  

The EU rules require large companies to publish regular reports on the social and 
environmental impacts of their activities. These laws require large companies to disclose information 
on the way they operate and manage social and environmental challenges. Organizations have to 
publish information regarding environmental matters, social matters and treatment of employees, 
respect for human rights, anti-corruption and bribery, and diversity on company boards. In the end, 
this could help investors, civil society organizations, consumers, policymakers, and other stakeholders 
to evaluate the non-financial performance of large companies and encourages these companies to 
develop a responsible approach to business (European Commission, 2021). 

The first added requirement of the CSRD is double materiality. The double materiality concept 
entails the impact of the organization on the climate, and the impact of the climate on the 
organizations. The reference to the company's development and performance position indicates 
financial materiality, in the broad sense of affecting the value of the company. Climate-related 
information should be reported if it is necessary for an understanding of the development, 
performance, and position of the company. This perspective is typical for most interest to investors. 
The reference to the impact of the company’s activities indicates environmental and social materiality. 
Climate-related information should be reported if it is necessary for an understanding of the external 
impacts of the company. This perspective is typical of most interest to citizens, consumers, employees, 
business partners, communities, and civil society organizations. However, an increasing number of 
investors also need to know about the climate impacts of investee companies to better understand and 
measure the climate impacts of their investment portfolios (Baumüller & Sopp, 2021).  

Secondly, the CSRD adds a requirement to the process to select material topics for 
stakeholders. Materiality assessment is the process of identifying, refining, and assessing numerous 
potential environmental, social, and governance issues that could affect your business, and/or your 
stakeholders, and condensing them into a shortlist of topics that inform company strategy, targets, and 
reporting. The process consists of seven phases; Define purpose and scope, identify potential topics, 
categorize, gather information about the impact and importance of topics, prioritize, engage 
management, and seek stakeholder feedback. Organizations can get the most benefit from their 
materiality process by using it as an opportunity to apply a sustainability lens to business risk, 
opportunity, trend spotting, and enterprise risk management processes (Bartels et al. 2014). 

Forward-looking information refers to business predictions of the business state of affairs 
(Alkhatib, 2014). So, the requirement for more forward-looking information, including targets and 
progress thereon implies that the organization should make forward information, regarding the ESG, 
clearer and more elaborate. According to Alkhatib (2014), forward-looking helps organizations 
determining their short and long-term strategy. In this way, they are exposed to less risks, since they 
have predicted what happens in the future. So, they have knowledge and information on how to deal 
with some (or all) risks.  

The CSRD must be reported in line with the EU Taxonomy Regulation. The EU taxonomy is 
another guideline of the European Commission, to create a more sustainable future. The EU 
taxonomy, a classification system made by the EC, focuses on six environmental objectives: climate 
change mitigation, climate change adaptation, sustainable use and protection of water and marine 
resources, transition to a circular economy, prevention of pollution, and the control of it, and the 
protection and restoration of biodiversity and ecosystems. Organizations are expected to adopt these 
objectives in their strategy and decision-making. If they succeed/fail to meet the requirements, the EU 
taxonomy will provide organizations an overview of whether their economic activities are sustainable 
or not (Lucarelli et al. 2020).  
 
Table 1: Overview of the CSRD 

 Category Information 
Background 
Information 

Applicable for Large organizations that meet two of the three criteria: 
>250 employees 
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>40M turnover  
>20M total assets 

Application date October 2022: first set of standards 
January 2023: application of the reporting requirements 
October 2023: second set of standards 
2024: audited report including CSRD 
Organizations have to report about: 

CSRD 

Environmental 
criteria 

Implementation and performance of EU Taxonomy objectives: 
1. Climate change mitigation 
2. Climate change adaptation 
3. Water and marine resources 
4. Resource use and circular economy 
5. Pollution 
6. Biodiversity and ecosystems 

Double materiality 
Environmental protection 
Materiality assessment for stakeholders 

Social criteria Social responsibility 
Treatment of employees 
Respect for human rights 
Diversity on company boards 
Intangibles (social, human, and intellectual capital) 

Governance 
criteria 

Anti-corruption and bribery 
Implementation of the Sustainable Finance Disclosure Regulation 
Forward-looking information  

 
2.2 Challenges 
The challenges regarding the CSRD are defined and discussed in this section. The implementation of 
regulations regarding ESG has brought challenges for organizations to overcome. An overview is 
given in Table 2. Amaeshi & Grayson (2009) addressed five key challenges regarding compliance 
with ESG. The first relates to the complexity and power relations. The issues regarding ESG 
responsibilities are acknowledged to be very complex. Due to this complexity, the issues are more 
difficult to address, integrate and assess within the management decisions. Moreover, this makes 
understanding the ESG issues much harder. Therefore, there is no clear view of what is acknowledged 
as ESG and what is not. The reason for this is that the ESG agenda is expanding with new theories and 
regulations about what is considered responsible business practice. It was a simple set of ethical 
principles and now it embraces many more issues. In this way, the stakeholders are demanding more 
information from the company, regarding the ESG (Berkeley et al. 2003). Boffo & Patalano (2020) 
also addressed transparency. Due to the complex challenge, the transparency of the ESG 
responsibilities is vague. This results in a harder-to-reach alignment of the sustainable financial 
objectives of investors with the financial and social returns.  
 Secondly, the authors addressed the challenge of quantification and financialization. The 
quantification of the ESG data must be a thing so that it should be tangible and responsive to external 
and internal forces (Callon & Munieza, 2005). By implementing this, the market system is comparable 
and contrastable. Because of this, stakeholders can identify whether the company's financial 
performance went up due to ESG compliance or due to some other reason. Therefore, quantification 
and financialization are important themes for organizations and stakeholders. The reason for this is 
that organizations could get frustrated, due to the inability of the market and actors operating in that 
market, to get a quantitative and financial handle on the ESG issues (Ameashi & Grayson, 2009). 
Although financial performance, in combination with a focus on the ESG issues, is important for 
stakeholders, it is no longer the roadmap to sustainable wealth. Over time, there has been a shift over 
what the stakeholders are expecting from organizations in terms of ESG. Therefore, organizations 
could follow the sustainable value creation framework, in which all the ESG costs and benefits are 
explicitly stated (Fatemi & Fooladi, 2013).  
 The third challenge is identified as inadequate management systems. Ameashi & Grayson 
(2009) stated that this is one of the main challenges in the integration of ESG. These systems have 
four key issues. The first issue is that the systems are unable to align the performance and reward 
systems of the employees, because most organizations have their focus on the short-term, while the 
ESG issues are long-term. Secondly, the poor decisions made in the identification and prioritization 
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process imply that ESG issues are not the top priority and are most of the time last-minute issues. 
However, the ESG becomes more important, so the decision-making should implement the ESG issues 
as a higher priority. This is further strengthened by the research of Campbell & Slack (2011), who 
claimed that environmental issues are often ignored by analysts because the issues are seen as 
perfunctory, while in reality, the issues become more important. Thirdly, there is the issue of the 
lacking skills in the determination of the materiality issues. The organizational social performance and 
the organizational financial performance have different implications for materiality. This leads to a 
conflict of interest. The short term is not sufficient, because the clarification for the financial 
materiality or the non-financial materiality is lacking the impact of the issues on the performance of a 
company (Boffo & Patalano, 2020). The last issue is that the management methodologies and 
approaches are underdeveloped. These underdeveloped skills are the poor communication skills and 
the lack of knowledge about the implementation of the ESG issues (Ameashi & Grayson, 2009).  
 The time horizon is identified as the fourth challenge. This challenge is essential in decision-
making and is also one of the main challenges. The stakeholders are not primarily interested in the 
profit, but in the management integrity and transparency in terms of operational risks. This creates a 
mismatch between the short-term and long-term investment time horizons and the short-term and 
long-term investment interests. Organizations tend to have a short-term focus, in combination with an 
insufficient long-term strategy. This creates a misbalance, because the short-term strategy is based on 
numbers, and does not consider the complexity of the corporate management and investment 
(Ameashi & Grayson, 2009). 
 The fifth and the last challenge, as discussed by Ameashi & Grayson (2009), is trust and 
accountability. All the above-mentioned challenges are boiled down to the trust and accountability 
between the organization and its stakeholders. There is a distrust in the credibility of management 
because the stakeholders are concerned that managing the ESG issues is harming the stakeholders. The 
financial reputation is crucial to gaining the trust of the stakeholders. Management has to address the 
stakeholders' trust in the strategy and the ability to deliver. The communication, credibility, and 
quality of the financial reporting of the organization are all important for a trustworthy relationship 
with the stakeholders. Boffo & Patalano (2020) specified this problem by addressing that the reporting 
of the ESG should be relevant and consistent with the reporting frameworks. Therefore, organizations 
are facing a more complicated challenge. However, the outcome is that the reports are fulfilling the 
standards, which increases the trust of the stakeholders. Thus, by overcoming the challenges, the 
organizations and management are gaining more trust and accountability.  
 
2.3 Effects of ESG compliance 
The effects of the ESG compliance will be defined and discussed in this section. By complying with 
ESG responsibilities, organizations could benefit from it. An overview is given in Table 2. 
Implementing ESG regulations could have positive influences on organizational financial 
performance. Investors are interested in the financial performance of an organization because it 
provides insight into the economic health, management activities, future operations, profits, and stock 
(Kenton et al. 2021). Thus, financial performance is important for organizations, and therefore, an 
increase in performance is interesting for organizations. According to Whelan et al (2020), there is a 
relationship between ESG and financial performance, because improved financial performance, due to 
ESG, becomes more marked over a longer time horizon. In the short term, ESG investments do not 
result in a positive effect on performance. However, it had a positive effect in the long term (Hang et 
al. 2019). Dorfleitner et al.'s (2018) analysis provided significant results which stated that the returns 
of organizations (with strong ESG ratings) are 3.8% higher per standard deviation of ESG scores in 
the long-term.  
 Furthermore, ESG integration, broadly speaking as an investment strategy, seems to perform 
better than negative screening approaches (Whelan et al. 2020). Using this strategy (negative 
screening), as investors choose securities, they will exclude companies or industries they consider 
morally unsuitable for their goals. (Wallace, 2017). So, when organizations are looking for 
investments, they can compare the investment with their ESG goals, and based on this analysis, decide 
whether they are going to invest or not.  Both approaches contribute positively to the organization. 
However, Ielasi et al. (2018) compared the different sustainable investing strategies and they found 
that there is a difference between the ESG integration strategies and the passive, active, and ethical 
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strategies, in favor of the ESG strategy. This research is further strengthened by Kahn et al. (2016), 
which showed the outperforming potential of mapping ESG issues and ESG improvement.  
 ESG investing appears to provide downside protection, especially during a social or economic 
crisis (Whelan et al. 2020). In times of a financial crisis, the ESG stock market (green funds) 
performed better and recovered its value quicker (Wu et al., 2017; Fernández et al., 2019). Therefore, 
the risks of investing in high-rated ESG are lower than investments made in low-scoring ESG.  
 The ESG challenges tend to drive the financial performance of organizations. Investments 
made to improve factors, such as risk management and innovation, are having a positive influence on 
financial performance. So, solving challenges could benefit the organization's financial performance 
(Whelan et al. 2020). Based on the outcome of solving the ESG challenges, Atz et al. (2019) 
developed the Return on Sustainability Investment (ROSI). This framework could be used to 
determine what effect the implemented strategy has on financial performance. It uses sustainability 
mediating factors. The mediating factors are identified by Vishwanathan et al. (2019). These are: 
enhancing the firm reputation, increasing stakeholder reciprocation, mitigating firm risk, and 
strengthening innovation capacity. By implementing these mediating factors into the strategy, the ESG 
score will improve (due to better sustainability), which will result in better financial performance.  

Besides the benefits of financial performance, there are also other benefits. By implementing 
ESG practices in a good way, organizations can profit from competitive advantages. The first one is an 
enhanced brand image. With a better brand image, organizations can charge higher mark-ups, promote 
their ESG initiatives, and promote through word of mouth and advocacy (Jukemura, 2019). Nielsen 
(2015) stated that due to the positive contribution towards ESG, customers are having a better 
perception of the organization. Due to this, they are willing to pay more for the products and/or 
services. The research of Rivera et al. (2016) showed that there is indeed a positive relationship 
between ESG and customer satisfaction. However, organizations should not exaggerate, otherwise, it 
has a negative influence on the satisfaction level.  

Organizations that can discover their ESG issues and address the issues that are ranked the 
most important, should adopt those sustainable activities. The reason for this is that these 
organizations are outperforming their competitors in the stock market (Khan et al. 2016). Such 
sustainable practices could include the usage of renewable energy, but also reducing the waste of 
paper. This results in better operational cost-efficiency. Better cost-efficiency is more interesting for 
the stakeholders because it shows that organizations can generate higher profits for the stakeholders 
(Jukemura, 2019).  

Lastly, organizations that have already embedded the ESG issues and responsibilities, are 
facing less compliance risk to future regulations. If the issues regarding the ESG (and thus the CSRD) 
are changed, organizations can act quickly to the changes, because they already fulfilled the last set of 
regulations. It could provide organizations with less cost (Jukemura, 2019). 
 There is also evidence that suggests that by implementing the ESG regulations, organizations 
are facing negative influences or zero influences on the organizational financial performance. Only 
certain parts of the ESG have a negative or zero influence. The ESG disclosure on its own does not 
drive financial performance (Whelan et al. 2020). This could imply that the focus is more on what 
organizations are practicing than what they say they do. Fatemi et al. (2018) distinguished the ESG 
disclosure and ESG performance and found that the organizational value increased/decreased if the 
ESG performance is high/low. On the other hand, though, the author discovered that ESG disclosures 
had a negative effect. So, not all specifications of the ESG have a positive influence.     
 
Table 2: Overview of the challenges and benefits  

Challenge Possible effect Benefit if solved 
Complexity and power relations Weak alignment of sustainable financial 

objects between organization and 
stakeholder 
 

Increase in the long-term financial 
performance 

Quantification and financialisation  Implementation of ESG issues is not 
insightful for stakeholder 
 

The positive contribution of the 
stakeholder towards the organization.  

Inadequate management systems  
(main challenge) 

Systems unable to align performance and 
reward systems of employees 
 

Increase in employee engagement 
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ESG issues are not a high priority 
 
Social and organizational financial 
performance are having different 
implications for materiality 
 
Poor communication skills 
 
Lack of knowledge about the 
implementation of ESG issues 
 

Less risk in compliance with future 
regulations 
 
Materiality is clear towards the 
stakeholders; performance is more 
specified 
 
Increase in stakeholder trust 
 
Outperforming competitors  

Time horizon (main challenge) A mismatch between short and long-term 
investment time horizons 
 
 
A mismatch between short and long-term 
investment interest 
 

More focus on the numbers in the long-
term strategy; financial performance 
becomes more market 
 
Stakeholders are more interested in 
cooperating with the organization 
 

Trust and accountability  
 

Stakeholders are afraid of bad managing 
the ESG issues due to a lack of trust 

Enhanced brand image; better cost-
efficiency 

 
2.4 Benchmarking 
This part discusses what benchmarking is, the advantages and disadvantages, the different methods of 
benchmarking, a stakeholder analysis, the creation of a new model, and the relationship with ESG. 
Benchmarking is the process of recognizing, learning, and incorporating best practices from 
companies globally to help a company enhance its performance. (Singhania & Saini, 2021). It is a 
process that looks outward for best practices and good performances, and then evaluates real company 
activities against objectives (Kumar et al., 2006). According to Mertins et al. (1995), there are two 
distinct benchmarking techniques: internal and external benchmarking. These techniques are then 
divided into different segments. With internal benchmarking, the authors implicate that organizations 
try to learn from their branches, departments, and sister companies. External benchmarking is a 
technique for looking outside. The practices of the own company are then compared with the external 
practices. So, organizations have different methods to acquire new and valuable information and 
knowledge.   
 
2.4.1 Internal 
As mentioned before, benchmarking is divided into internal and external benchmarking. With internal 
benchmarking, similar processes within organizations are examined and compared to gain valuable 
information about the potential performance (Mertins et al. 1995). The advantages of this type of 
benchmarking are that it has no external limits that have to be considered, and data access and 
implementation are easy. Additionally, Isoraite (2004) noticed that usually less time and resources are 
needed in internal benchmarking. However, a downside of internal benchmarking is that the success 
regarding the performance is low because the different segments of the organizations tend to have the 
same cultural and organizational standards, which results in a lower success rate. Real innovation may 
be lacking and best-in-class performance is more likely to be found through external benchmarking 
(Isoraite, 2004).  

Plant Related Benchmarking is a type of internal benchmarking. By implementing this, 
organizations are looking for similar processes within their company. The processes are signed by 
technological, organizational, and personal influences. Therefore, it is possible to compare those 
processes by building similar process groups. The comparison is made on four requirements. The 
effectiveness implies that processes have to fulfill the tasks and targets given to them. Secondly, 
efficiency implies that processes must fulfill their tasks with minimum expenditure. The ability to test 
and control: the state of a process should be known at any time and there must be the possibility to 
make corrections. Lastly, adaptability implies that processes must be designed in a way that they can 
be reached on changes in their surroundings (Mertins et al. 1995). This type of benchmarking will be 
hard to implement within organization x. The reason for this is that all the information regarding 
projects and processes has to be approved by the directors. The subsidiaries suggest certain projects 
and suggest changes in processes and make calculations. However, the directors have to be the ones 
that approve. This is a regulation from the organization itself, and they do not intend to change this.  
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Therefore, the focus will be on the other internal benchmarking type, which is Trust Related 
Benchmarking. Mertins et al. (1995) stated that this technique is used for the comparison of several 
plants within one company. Equal fields are examined. Additionally, a process is started through this 
channel of fair competition between the plants that build the absolute assumption for continuous 
improvement, especially in connection with external benchmarking. This type is possible within 
organization x. The reason for this is those standard storage percentages are used from the builder to 
the developer. The same holds for every subsidiary. In addition, the same objectives are always 
required from the group: the construction project must have a coverage of at least x%. The 
development project must have at least x% coverage. The other objective is that the result is at least as 
high as estimates have been calculated (i.e. a construction project with x% coverage can be a bad 
project despite coverage > x%. E.g. if estimates were based on coverage of x%).  
 
2.4.2 External  
The external benchmarking technique is thus looking outside the own company to make a comparison. 
This comparison means that there are similarities because only similar things can be compared. 
External benchmarking provides opportunities for learning from those who are at the leading edge, 
although it must be remembered that not every best practice solution can be transferred to others 
(Isoraite, 2004). External benchmarking takes more time and resources, but the findings and 
development of good recommendations are higher.  
 Competition analysis is an external benchmarking type, which provides information about the 
current and future market activities of the competitors, their strengths and weaknesses, as well as their 
possible reactions to specific behaviors. The difference between pure competition analysis and 
benchmarking is that in benchmarking, functions and services are always measured from the best. In 
this way, organizations are aiming to gain a better competitive advantage (Mertins et al. 1995). 
Although this paper is focusing on the competition, this type of benchmarking is not chosen, based on 
the complete focus on the competitors. The organization is also interested in possible benchmarks 
through non-competitors because this branch section could also provide valuable information.  
 According to Mertins et al. (1995), Branch Related Benchmarking (another type of external 
benchmarking) examines the efficiency of a definite function throughout the branch. It is not about the 
comparison of two firms, which is the case in competition analysis. In this case, a much larger group 
of companies must be examined. Brach-related benchmarking looks for trends and serves for the 
performance analysis of subsystems. The same holds for this type of benchmarking. The organization 
is looking within its branch. However, information from other branch organizations could be valuable. 
 Therefore, this paper uses the Branch Independent Benchmarking type. This type searches 
throughout a spectrum of branches for new, innovative practices, independent of their source (Mertins 
et al. 1995). Organizations are not looking for competition inequality, but superiority for long-term 
success. This type of external benchmarking aims to find the best practices and use them to innovate 
their organizational practices. Rolstadås (2013) revised the Branch Independent Benchmarking as 
described by Mertins et al. (1995) and concluded that it is the best practice because it is not bounded 
by one branch, but addresses the possibilities of other branches too. The focus of the organization is 
aimed to gather as much valuable information. The main objective will be within the same branch. 
However, there is a possibility that the information could be gathered by looking at other branches. By 
implementing this strategy, Mertins et al. (1995) stated that organizations are not going for the same 
results as competitors, but are focusing on higher long-term success and superiority. Therefore, 
organization x is using the Branch Independent Benchmarking type.  
 
2.4.3 Benchmark Selection 
The types of how this paper is going to benchmark have been described in the previous section. Camp 
(1989) stated that one cannot learn benchmarking by reading or taking a class, but by the hands-on 
learning experience. However, the author stated that by setting different steps for the benchmark 
process, several mistakes can be prevented. So, to get the right result from the benchmark, 
organizations could follow the benchmarking models described by Anand & Kodali (2008) and Bhutta 
& Huq (1999). Anand & Kodali used the model to benchmark the benchmark model they described 
and did this by literature review. Bhutta & Huq implemented a case study to describe the process. In 
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their case study, the organization used internal benchmarking (surveys) to improve its maintenance 
process.  
 First, the benchmarking model of Anand & Kodali (2008) is described. This model has an 
external focus and comparison strategy. It consists of ten steps and four phases. The following three 
steps are in the planning phase. The first step is identifying the benchmarking subject. The intention is 
to get a specific view of what the organization wants to compare. Next is to identify the benchmarking 
partners. The partners could be anyone the organization is trying to investigate. However, the partners 
should have a significant influence on the organization. Otherwise, the research would not be reliable. 
Step three is to determine the data collection method and collect data. Before collecting the data, a 
method has to be selected. By implementing this, the data collection would be much more structured 
and reliable. Then, the analysis phase. This phase consists of the determination of the current 
competitive gap, and the future performance of the project. The information gathered in step three will 
be used to determine the possible gap between the performance of the own organization and the best-
practice organization. From this analysis, the future performance of the organization will be 
determined, as well as how this performance will be achieved and maintained. The communication of 
the findings and the gaining of acceptance are part of the integration phase. To communicate the 
findings, presentations with key people should be held, preferably by someone with a neutral view of 
the company. By implementing this, the findings are more likely to be widely accepted by the 
participants of the strategic developments (Kelessidis, 2000). Every organization has a different way 
of establishing goals. The functional areas, to which the findings are communicated, will be aware of 
the need to modify the existing functional goals. The functional area consists of the employees who 
carry out a particular business function. Therefore, the benchmarking findings should be converted 
into new operational and functional goals. This ensures the best implementation of the newly 
established goals (Kingdom et al. 1996).  Lastly, the action phase consists of the development of 
action plans, the implementation of the plans and monitoring the progress, and possibly recalibration 
of the benchmark. Anand & Kodali (2008) did not describe the action plans and implementation of the 
plans, because these steps are meant to be applied in an industrial setting. However, organizations that 
are active within this industry should adopt those. These steps imply that organizations should develop 
action plans and implement those plans, to solve the challenges and achieve the goals. The 
development of the action plans should be done by the functional area since it is within their work 
area. In this way, the development will be most effective and efficient. This results in more practical 
plans and new procedures, thus more successful implementation (Kingdom et al. 1996). After the 
implementation of the action plans by the functional area the results have to be monitored, to ensure 
that the required results are achieved (Bhutta & Huq, 1999). It is possible that the functional area 
notices that the results are not achievable, are not achieved, or are achieved. The goals could be 
recalibrated, or there could be something wrong with the taken course of the process. However, the 
process could also be a success. Then the benchmark could also apply to other organizations (Bhutta 
& Huq, 1999). The last possibility is strengthened by Finnigan (1996), who mentioned that adopting 
the benchmarking process was essential for Xenox, to win major awards in different countries. This 
organization used this process to benchmark another organization. This was a success, so it started to 
benchmark other organizations too. The outcome speaks for itself.  
 The model of Bhutta & Huq (1999) consists of six steps in its benchmarking process. There is 
an internal focus. The first step is, similar to Anand & Kodali (2008), what to benchmark. In both 
processes, it holds the same implication. If organizations are classified as large organizations, it is 
more reliable to internally research the best practices processes, since there are more processes to 
compare with. Step two is to establish teams. After the decision on what to benchmark, the teams have 
to be established. This depends on what to benchmark. The reason for this is that internally, the area of 
the benchmark has the most knowledge and information regarding that area. So, the selection is 
important in terms of efficiency and effectiveness. Identifying partners and identifying critical 
measures is step three. The established team could look at other teams within the same process. 
However, it is also possible to collaborate with a team outside their process. This could provide other 
helpful insights, to improve the performance of another process. As mentioned before, this process is 
more oriented towards internal benchmarking, but it could also be possible to launch an external 
benchmarking. However, the implication here is that with the external search, organizations are 
learning from each other how a benchmark could be done internally. So, it is an external benchmark to 
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learn how to implement an internal benchmark. The team has made the identification, so the next step 
is to collect the necessary data. To gather the necessary data, different methods are applicable. The 
information, collected through the method, could help the teams in understanding where and what to 
improve. With the data collected, a gap analysis can be created. On the one hand, the analysis can be 
made by addressing the difference between the internal processes. On the other hand, the analysis 
could be made by addressing the differences between the processes of the external processes. The final 
step is feedback and review. All the gathered data is reviewed and made public to the functional area. 
This area is going to implement step-by-step changes in the process. At each step, the area is asked to 
give feedback. In this way, slight adjustments may be made, which could provide a better result.  
 There are differences between the two proposed benchmarking models. The formation of 
teams is done differently. In the model of Bhutta & Huq (1996), teams are created as part of the 
process, while in the other model, teams are created as the study progresses. Moreover the model of 
Bhutta & Huq (1996), the focus is more problem-based, while the other model is more process-
oriented. The model of Anand & Kodali (2008) has more formal communication about the 
benchmarking findings, while in the other model, this is not the case. Thus, this paper adopts both 
processes to create the right structure for the interviews and literature review.  
 
2.4.4 Stakeholder analysis 
This section will contain elaborations on the stakeholder analysis. Stakeholders are individuals, 
groups, and organizations who have an influence on or are influenced by an organization (Freeman, 
1984). By gaining knowledge and information about the organization's stakeholders, organizations 
could develop an understanding of them. Moreover, it is also possible for organizations to identify 
certain opportunities. Stakeholders could also have the potential to give direction to an organization's 
project or targets (Mason & Mitroff, 1981; Crosby, 1992; and Walt, 1994). So, for organizations, it 
could be useful to implement a stakeholder analysis. This analysis aims to understand the stakeholders 
from the perspective of the organization. By addressing this perspective, it is possible to determine the 
relevance of the targets and projects of the organization, as well as the level of influence the 
stakeholders face or have on the organization. (Brugha & Varvasovszky, 2000). Organizations must 
always be aware of the influence of the stakeholders. If there is a mismatch between the organizations 
and stakeholders, organizations could be attacked by the stakeholders. This could result in a loss of 
trust and accountability in the organization (Walker, 2000). Nowadays, stakeholders are showing an 
increase in the sustainability performance of organizations. Their decisions are often based on this 
performance because ESG issues are gaining importance (Pagano et al. 2018). So, if organizations do 
not want to lose their stakeholders, they should increase their compliance with the ESG issues.  
 According to Macharis (2005), the analysis consists of seven steps. The first one is to define 
the problem, which is the basis of every analysis. The problem has to be accurately described, 
otherwise, the research could be too large. This makes the research less reliable. Secondly, the 
stakeholders and their objectives are identified. Organizations have to determine who their most 
significant stakeholders are because they are the ones with influence on the organization. After 
addressing the stakeholders, organizations have to identify their objectives. The reason for this is that 
these objectives have to match the ones of the organization. This is to satisfy the stakeholders. Next, 
the importance of the objectives has to be determined. Certain objectives could be mentioned more 
often by stakeholders. This could imply that these are more important, thus organizations could focus 
more on the important objectives. The fourth step consists of giving every objective a certain indicator 
so that the significant objectives can be measured. This indicator provides the organization with a 
measure to what extent certain objectives are significant for them. In step five, the organization is 
evaluating the objectives on its own and searches for matches. The most significant objectives are 
evaluated with the indicator. This provides an overview of what is matched and what is not. The last 
step is to implement the matched objectives. Thus, the analysis has provided the organization with the 
matches. These matches should be implemented. 
 
2.4.5 MB-model  
The MB-model will be discussed in this section. By combining the strengths of the models of external 
benchmark selection (Anand & Kodali, 2008) and internal benchmark selection (Bhutta & Huq, 1999), 
and stakeholder analysis (Macharis, 2005), this paper will provide a new called the MB model. This 
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new model will provide organizations with a roadmap for identifying and overcoming their problems 
by using a benchmark strategy. The model will implement the best practices of the models as 
discussed by Macharis (2005), Bhutta & Huq (1999), and Anand & Kodali (2008). The MB model 
consists of eight steps. The data collection and data collection method are a continuous process 
throughout this model, The reason for this is that in every step, data is collected with a different 
method. The method is based on the specific criteria of the organizations. Therefore, it is a continuous 
process, and not a given step as is the case in the other models. Table 3 provides an overview of the 
MB model. 
 The first step is to identify the challenges the organization wants to investigate. In the models 
of Bhutta & Huq (1999), Anand & Kodali (2008), and Macharis (2005), the identification of the 
challenges is the first step. Therefore, the MB model, introduced by this paper, will start with the 
identification of the challenges. In this step, a clear understanding of what the challenges are is 
developed. The organization should collect data based on specific criteria.  
 The identification of the stakeholders is the next step in the MB model. This step is found in 
the models of Macharis (2005), Bhutta & Huq (1999), and Anand & Kodali (2008). According to 
Bhutta & Huq (1999), the reliability and effectiveness of the research will reduce if too many 
stakeholders are considered. Therefore, organizations should identify stakeholders with a strong 
influence on the ESG situation, to develop strong relationships with them and effectively comply with 
the ESG issues (Oleksiv et al. 2020). The method used to determine the stakeholders is the self-
selection method (Chevalier & Buckles, 2008). This method makes use of experts, who have sufficient 
knowledge about the situation to determine the stakeholders.  
 The next step in the MB model is the identification of the external subjects, which is derived 
from the model of Anand & Kodali (2008). This model was focused on external benchmarking. It 
analyzed external literature to gather information on what the most addressed subjects were of other 
researchers. If certain subjects are often addressed, one can assume that this subject can be defined as 
highly significant. When subjects are not often addressed, there is a low significance level. Anand & 
Kodali (2008) determined a percentage for the occurrence, to call a subject common. When subjects 
are within a determined range, they are regarded as the best (Anand & Kodali, 2008). The reason for 
this is that these subjects are not common nor unique. Thus, these are the ones that not every company 
is using. This could imply that organizations can use this to their advantage, to gain a more 
competitive advantage towards the subjects other organizations are not having. Below the range, 
subjects are defined as unique (Anand & Kodali, 2008). The MB model uses the same strategy. The 
percentages are case-specific, so organizations should determine what they implement.  
 The fourth step in the MB model is to determine the external subject’s internal importance. 
This step is derived from Bhutta & Huq (1999), which used internal benchmarking to analyze the 
ability of an organization to solve challenges. The internal benchmarking in their model aims to 
compare the processes within different departments. By implementing this, they were able to gain 
information on which topics cause processes to be more effective and efficient. Some topics will be 
mentioned more often. This implies that these will have a significant influence on the process, 
because, according to Geber (1994), the number is the trigger. The MB model will adopt the same 
strategy. However, some parts are different. The MB model will use internal benchmarking to 
compare the external subjects' internal significance within different departments. So, instead of 
comparing processes, it compares the subjects.   
 After the determination of the subjects’ internal importance, the organization has an overview 
of what, according to the stakeholders, the most important subjects are. Then, a gap analysis could be 
made. The models of Macharis (2005), Bhutta & Huq (1999), and Anand & Kodali (2008) have all 
implemented a gap analysis. In these papers, the analysis is used to determine if there exists a gap 
between the performance of the organization and the best practices. There is the possibility that the 
performance is good or better compared to others. However, it is also possible that the analysis proves 
that the performance is not sufficient enough. Once the gap analysis is conducted, organizations are 
having an overview of the strong and weak points (Macharis, 2005). The MB model also implements 
the gap analysis. The gap analysis can be an important tool to find strong and weak points, because it 
will be easier to quantify or identify them and because it helps organizations to make improvements 
(Markovic, 2019). The information collected in the previous step will provide organizations with an 
overview of the most important subjects and to what extent these are implemented. Therefore, 
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organizations could make an analysis based on this information and certain standards it wants to 
achieve.  
 Step six is about the development and implementation of action plans. Anand & Kodali (2008) 
and Macharis (2005) stated that once the gap analysis is conducted, organizations have strong and 
weak points. Based on these, functional goals are established. Therefore, it is possible to develop and 
implement action plans. These action plans could be developed and implemented to further strengthen 
the strong points and/or overcome the weak points. According to Anand & Kodali (2008), the 
organization should prioritize the implementation of the action plans, because it should match with the 
stakeholders. The MB model adopts the same principle.  
 The implementation of the action plans is reviewed and will be given feedback, based on the 
results. Feedback and review are necessary for the continuous improvement of the effectiveness and 
implementation because it identifies possible flaws or mistakes, but it also identifies good results 
(Anand & Kodali, 2008). According to Bhutta & Huq (1999), this improvement can only be achieved 
by involving the stakeholders. It is step 7 in the MB model. Stakeholders are involved by giving 
feedback on the implemented steps. Then, the organization is reviewing the steps to identify why the 
established goals are/are not achieved. It provides the organization with an overview of where the 
wrong or right decisions are made.  
 If the goals are not achieved, then it is possible to recalibrate the taken steps. Based on the 
feedback and review, changes could be made in the taken steps. However, the stakeholders should be 
considered in changing the steps (Anand & Kodali, 2008). This is the last step of the MB model. 
  
Table 3: an overview of the MB-model 

Step Why? Definition 

1. Identification of the challenges Basis of the research What challenges are organizations 
facing 

2. Identification of the stakeholders  Sample of the research  
Identify the most significant 

stakeholders  
3. Identification of the external 
subjects External data collection External significant subjects will be 

provided. 
4. Determination of the subjects’ 
internal importance Internal data collection Determine the external  subjects’ 

internal significance 

5. Gap analysis Structure for the comparison 
Make a comparison between the 

significant subjects of the external 
and internal stakeholders 

6. Develop and implement action 
plans 

Narrow the potential gap or 
strengthen strong points 

Developing and implementing action 
plans to strengthen the competitive 

position 

7. Feedback and Review Show the result of the action plans 

Feedback on the implemented action 
plans and review of whether the 
organization has made the right 

decisions 

8. Recalibration (possible) Solve the mistakes/flaws 
If feedback and reviews show 

negative results, certain steps could 
be adjusted 

 
3. Research Methodology  
The methodology section will contain the research design. The unit of observation and analysis, data 
collection and collection process, and the data analysis, that are used in the MB model, will be 
elaborated. Furthermore, a list of found categories is given, with their implication.  
 
3.1 Research Design 
This study aims to explore the challenges and benefits of the Environment, Social, and Governance 
(ESG) responsibilities for large construction organizations. Furthermore, this paper proposes a 
benchmark strategy for management purposes. To accomplice these objectives, the following research 
question is created: How can large construction organizations use internal and external 
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benchmarking, in combination with a stakeholder analysis, to improve their compliance with the 
CSRD? The research question will be investigated from the perspective of a large construction 
organization, which is called organization x in this paper. The reason for the construction sector is that 
it is one of the largest sectors in the world, but also a very cyclical sector. If there is economic welfare, 
then the construction sector is flourishing and if the economy is declining, then the construction sector 
is one of the first sectors that is noticing this (Matwiejczuk & Gorustowicz, 2017). The products are 
complex due to the ongoing changes in, for example, the regulations. This ensures the discovery of 
interesting data.  

This study uses a case study to investigate the research questions. A case study, as defined by 
Gerring (2004), is an in-depth study of a single unit, where the aim is to clarify the characteristics of a 
larger group. This paper uses the single case study. To be more specific, the embedded single case 
study. According to Yin (2018), single case studies focus on one group, person, or event. An 
embedded case study uses more than one sub-unit of analysis (Yin, 2003). There are multiple sub-
units of analysis in this paper. This makes the single case study an embedded single case study. The 
focus in this paper is on the single case of organization x. The sub-units of analysis are the employees 
and external organizations.  

The paper aims to propose a theory on how benchmarking could help organizations in their 
compliance with the CSRD. Data needs to be collected to gain valuable results. The process of 
collecting, analyzing, and interpreting non-numerical data is called a qualitative approach, according 
to Denzin & Lincoln (1994). A quantitative approach is defined as a systematic analysis of numerical 
data (Creswell, 2003). This study will focus on the qualitative approach because it is an exploratory 
study, which uses interviews to gather relevant data.  
 
3.2 The research design of the MB model 
This section will contain elaboration on the steps, of the MB model, taken by organization x. 
Elaborations will be given on the unit of observation and analysis, data collection and collection 
method, and data analysis. These will be discussed for each specific step. Table 4 provides an 
overview of the research design of the steps. According to Earl (2011), the unit of analysis is the prime 
entity that is analyzed, while the units of observation are units on which information is collected. 
Organization x has founded an ESG team. This team consists of employees that are actively engaged 
with anything that has to do with ESG.  
 Step 1: Identification of the challenges. The ESG team has determined that the difficulties, 
coming from the EC regulations, are the main challenges to overcome within this paper. The team has 
gained information, regarding the EC regulations, from the official website of the European 
Commission. In line with these regulations, they have determined that they are not possessing the right 
knowledge to figure out what subjects are relevant to report on. These subjects should be connected 
with the CSRD. By addressing the relevant subjects, organization x wants to comply with the 
regulations.  
 Step 2: Identification of the stakeholders. The data, regarding the identification of the 
stakeholders, is collected through the self-selection method, as described by Chevalier & Buckles 
(2008). The ESG team will determine the relevant stakeholders for this paper by using this method.  

Step 3: Identification of the external subjects. The units of analysis are organizations that 
are actively complying with the ESG regulations. The units of observation are the competitors and 
non-competitors that are actively complying with the ESG regulations. The number of competitors and 
non-competitors is very large. Therefore, not every organization can be selected. So, this paper 
implements a smaller set of units of observation, to gain valuable knowledge. Again, purposive 
sampling is used. The chosen organizations are given in Appendix II. The data will be collected 
through the sustainability reports of the organizations. These reports are accessible through the 
internet. Creswell (1998) stated that the sample size must be between ten and thirty. However, the 
sample size is also dependent on when data saturation is reached. Therefore, this paper is collecting 
data in line with the research of Creswell, as well as on data saturation. Inductive coding is used 
because there is no information internally about what the external subjects could be. With inductive 
coding, the researchers develop codes that are used by the participants, so that the codes stay close to 
the data (Linneberg & Korsgaard, 2019). Bernard (2017) stated that by using inductive coding, 
patterns can be found in the data results. The interpretations of the codes will also be more reliable 
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when using inductive coding (Gioia et al, 2013). This results in a list of codes. These will be used in 
the next step.  

Step 4: Determination of the subjects’ internal importance. The employees of organization 
x cannot be questioned entirely. Geber (1994) stated that the number of interviews is not important, as 
long as the data showed valuable information. Therefore, a smaller set of units of observation will be 
interviewed. This is non-probability sampling, which is defined as a technique in which the researcher 
bases the sample on his/her judgment (Goodman & Kish, 1950). However, this may cause a sampling 
bias. A sampling bias implies that the collected variables to determine the distribution are not selected 
correctly. Also, it does not visualize the correct distribution, due to the non-random reasons (Panzeri et 
al., 2008). To reduce the sampling biases and errors, purposive sampling is used. Vehovar et al. (2016) 
defined this as a technique to select and judge based on criteria to create a representative sample.  The 
steps in the sampling process are defining the population, sampling frame, sample of studied units, and 
data on studied units. The population contains all the employees in organization x. The employees are 
the sub-units of analysis. The organization has a database of over 1000 employees and a large number 
of connections tied to the organization. From this database, a purposive sample (Vehovar et al. 2016) 
is constructed. This paper has drawn the general managers of the subsidiaries of organization x to 
represent the employees. Creswell (1998) stated that the number of participants must be between ten 
and thirty. However, the number of participants is also dependent on when data saturation is reached. 
Therefore, this paper is collecting data in line with the research of Creswell, as well as on data 
saturation.  

To collect the data, this paper uses the interviews. According to Bhandari (2020), interviews are 
the most common method in qualitative research. Interviews could provide a useful way to learn about 
the world of others. However, due to cultural differences, communicating could be difficult. 
Therefore, interviews should be well-planned. To overcome this challenge, the interviews in this study 
use the localist perspective (Qu & Dumay, 2011). The localist perspective implies that the interviewer 
adapts to the culture of the interviewee. By addressing the culture of the interviewee, the information 
from the interviews will be interpreted in the right way. Furthermore, the interviews will be semi-
structured and have the same well-prepared interview protocol, see Appendix I. A semi-structured 
interview is a verbal interchange where one person asks questions and the other one answers them. 
The interviewer has a pre-determined list of questions, but has the chance to explore other issues that 
feel important (Longhurst, 2003). The semi-structured interviews could be relevant, because it could 
provide insightful data, that is gathered by applying different angles to the questions. This helps the 
interviewer explores the subject from a different perspective (Longhurst, 2003). The reason for the 
same protocol is that it structures the questions and there is a possibility to ask follow-up questions, 
which could provide more valuable data. By addressing the follow-up questions, the interview will be 
an in-depth interview with non-standardized questions. The interviews will be, where possible, 
physical. If it is not possible to do a physical interview, Microsoft Teams, Skype, or any other digital 
video call service will be used. To ensure the high quality of the interviews, several measures are used. 
The interviews will be recorded, transcribed, and coded, to interpret the data better. Interviewees will 
be asked about their compliance with the interview. The interviews are confidential, so the names are 
not made public.  

 Saldaña (2013) described the coding process as defining first cycle codes, then a smaller 
number of second cycle codes, and then categorizing them in potentially third and fourth cycle codes. 
By implementing this process, the coding of the transcripts would be much more structured, which 
decreases the chance of wrong interpretations. In the end, implementing a good coding process would 
have a positive effect on the research, thus deductive coding is used. Deductive coding implies that 
researchers have a list of pre-defined codes before the start of coding. There is more focus on the 
coding of existing theories (Miles et al. 2013). By using deductive coding for the data analysis, the 
pre-determined codes are counted to see what subjects of CSRD are used more often. These subjects 
of CSRD could be considered as most significant for the organization. The codes are pre-defined in 
the previous step. Due to this, the interview will be much more focused, because this paper already 
possesses external subjects, and it wants to research the internal relevance. This way of deductive 
coding is relevant, because prior research is done on the subject, which resulted in pre-defined 
categories. By applying deductive coding, time is saved and it helps guaranteeing the interest of the 
pre-determined categories (Hemmler et al., 2022). There is a possibility that the reports will provide 
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different topics than the pre-defined list. These topics could also be valuable and relevant for the 
organization. Therefore, this paper should not be biased toward the pre-defined list. First, the topics 
will be noted and thoroughly analyzed. The outcome could be that the topics are put under the pre-
defined list. In Appendix III, the list of pre-defined codes is presented. However, it could be that the 
topics are not falling under a specific category. Therefore, the pre-defined list of codes could change, 
which could result in a re-organization of the list. This will result in more structured data.  
 Step 5: Gap analysis. The unit of analysis of the gap analysis is the internal and external ESG 
subjects. The unit of observation is the subjects found in this paper. These subjects are categorized as 
found in Appendix III. The data is collected through the previous steps. The methods are already 
discussed. The data will be analyzed by making a comparison between the units of observations. To 
structure the comparison, this paper identifies, categorizes, and reports answers that are mentioned 
multiple times (Salmons & Wilson, 2008). After this process, the data will be synthesized and 
organized into more structured and coherent categories and sub-categories (Scott & Melissa, 2017). 
Therefore, a structured overview with the comparison between the subjects is generated and used for 
the next step.  
 This paper will focus on steps one to five because further implementation is done by 
organization x. Steps six to eight are depicted in Appendix IV.  
 
3.3 List of categories 
This section will contain a list of categories, which is given in table 5. These categories are the pre-
defined codes used in this paper. The first category is employee welfare. Employee welfare implicates 
the organizational decisions made to satisfy the employees.  These decisions are meant to satisfy the 
employees, to keep them happy. The decisions are not the mandatory ones, but the ones that show that 
the organization is taking extra effort to keep their employees happy (Lalitha & Priyanka, 2014). 

The core idea of the category sustainable development is focused on the future. It tries to meet 
the present needs. However, it does not harm the needs of future generations (Rogers et al. 2012). 

Circular entrepreneurship is connected with a circular economy. The first one implies 
searching for opportunities and exploiting these in a circular economy (Cullen & De Angelis, 2021. A 
circular economy aims to extend the life cycle of a product as long as possible. This contributes to 
more sustainable usage of products, in terms of production and consumption (Kirchherr, 2017). 

Social entrepreneurship is a part of entrepreneurship where actions to create social value is 
created. It is an approach where the organization could develop, finance, or implement solutions that 
contribute to social institutions. These institutions could be a municipality, community, etc. (Abu-
Saifan, 2012).  

Fifthly, employee training. This category is about what organizations do to train and further 
develop their employees. Moreover, it also includes how organizations are selecting new employees 
and what they do to prevent employee retention.  

The sixth category is co2 management. As mentioned before, organizations within the 
construction sector are seen as the largest contributor to co2. Organization x is no exception to this 
rule. Therefore, good co2 management is crucial at this time. It implies that the organization must 
implement a co2 management strategy, where the aim is to look at the impact doing business has on 
the environment. Co2 management does not only include the emissions from cars, but also of what the 
impact of the product on the environment is. So, it is the total output of doing business.  

Corporate governance is split into two categories, namely behavioral patterns and a normative 
framework. The first one refers to what strategy and directions organizations are following in terms of 
performance (financial and non-financial) and how they treat their stakeholders. The second one 
concerns the rules organizations are following. These rules are created and issued by the legal systems 
(Claessens, 2006).  

Then, waste management is identified. According to Reno (2015), waste management is the 
strategy organizations have to successfully manage the waste from the point of collecting to the 
recycling or monitoring. Nowadays, waste management is considered important, because it is seen as a 
human right. Moreover, it can also be seen as an economic opportunity, because, for example, 
reducing the amount of waste results in fewer costs, which could be attractive for organizations. Waste 
management could also imply that organizations are trying to expand the life-cycle of a product, to 
limit the resources needed. So, waste management has a wide range of sections.  
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The ninth category is financial performance. This category does not imply that organizations 
are striving for maximum profit. The implication is that organizations are interested in how 
compliance with the CSRD affects financial performance. They are also interested in whether the 
financial performance is sufficient enough to cover up possible losses and risks. Therefore, the focus is 
not on the whole financial performance, but rather on the specific part that has a relationship with the 
CSRD.  

Risk management is part of the decision-making and strategy of organizations. Addressing this 
type of management includes identifying possible threats to organizations, and actively coming up 
with solutions to avoid them. If organizations have successful risk management, it has an overview of 
potential risks and how to cope with them. Therefore, it is important for the longevity of organizations 
(Hopkin, 2018).  

The next category is relationship building. With this, organizations are trying to build and/or 
maintain relationships with their stakeholders, or with potential stakeholders. The relevance of 
relationship building, in combination with CSRD, is mentioned in section 2.1.2.  
 
Table 4: research design MB-model 

Step Unit of analysis Unit of observation Data collection 
method Result 

1. Identification of 
the challenges ESG regulations CSRD Literature review 

Overview of the new 
and changed ESG 

regulations 

2. Identification of 
the stakeholders Stakeholders 

External stakeholders Self-selection 
method 

Competitors and 
non-competitors 

Internal stakeholders Employees 

3. Identification of 
the external subjects 

Organizations 
complied with ESG 

regulations 

Competitors and 
non-competitors 

complied with ESG 
regulations 

Sustainability reports 
or annual reports 

Overview of external 
subjects 

4. Determination of 
the subject’s internal 

importance 

Employees of 
organization x 

General managers of 
organization x 

Semi-structured 
interviews 

Overview of external 
subjects' internal 

significance 

5. Gap analysis 

The externally 
determining subjects 

and the criteria of 
the ESG regulations 

The internally 
determined 

significant subjects 
and the 

corresponding ESG 
criteria 

Steps 3 and 4 

A structured 
overview with the 

comparison between 
the subjects is 

generated 

Table 5: list of categories 

Category 

Employee welfare 

Sustainable development 

Circular entrepreneurship 

Social entrepreneurship 

Employee training 

Co2 management 

Corporate governance 

Waste management 

Financial performance 

Risk management 
Relationship building 
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4. Findings 
This section will provide a detailed formulation of the MB model. The challenges, stakeholders, 
external and internal benchmark, and the gap analysis will be discussed. The findings are related to 
organization x.  
 
4.1 Recognition of the Upcoming Challenges 
This section will contain the upcoming challenges. The European Commission has implemented the 
Corporate Sustainability Reporting Directive (CSRD). Due to this, large organizations have to report 
their intention for sustainable entrepreneurship. Organization x is a large organization. Therefore, they 
have to comply with the CSRD. They have no knowledge about what to report on and what is 
classified as relevant for them. So, their main challenge is to research the significant subjects and how 
to implement these within their organization. Since they have no report, organization x wants to do a 
benchmark, to comply. This paper will provide a structured analysis of how and what to benchmark 
and how these results can be translated into complying with the CSRD.  
 
4.2 Selection of the Relevant Stakeholders  
This section will contain the process used to determine the relevant stakeholders. To select relevant 
stakeholders, this paper has used the self-selection method, as described in the research design section. 
In line with this method, the ESG team of organization x has determined that, in this paper, the 
relevant stakeholders are the employees. The reason for this is that the employees are highly valued by 
the organization. Their opinion matters. Also, the organization believes that to comply, the employees 
of the different subsidiaries are possessing the knowledge of to what extent the CSRD is implemented 
within the organization. The other stakeholders, as determined by the ESG team, are the competitors 
and non-competitors. A list of these is found in appendix II. It shows also whether an organization is 
classified as a competitor or a non-competitor. A restriction in selecting these organizations is that 
they have to comply (to some extent) with the CSRD regulations. Research is done on other 
organizations active in the building sector. These organizations are all reporting about how they are 
acting towards CSRD. Also, research has been done on organizations not active in the building sector. 
The reason for this is that by analyzing non-competitors, other valuable subjects could be identified. 
 
4.3 The Analysis of the External Organizations and Internal Stakeholders  
The findings regarding the external subjects are presented in this section. The data is retrieved from 
thirteen sustainability or annual reports. These reports were thoroughly analyzed. In doing so, valuable 
information was gained about what subjects other organizations regard as significant. The subjects are 
used for compliance with the CSRD, subsequently the ESG regulations. To provide a structured 
section, this paper discusses first the first cycle codes and then the second cycle codes. By analyzing 
the reports of thirteen organizations, this paper gained a lot of valuable information. The information 
is based on the subjects organizations use to comply with the CSRD and subsequently the ESG. The 
analysis provided this paper with 217 subjects. However, some organizations had the same subjects. 
Also, some organizations reported, for example, “safety & health”, whereas others reported it as 
“health & safety”. This was changed into one subject because the implication is the same, but the 
sequence is not. After scanning for these themes, the amount was narrowed down to 88 distinct 
subjects, which are given in Appendix V.  
 The external analysis provided 88 distinct subjects. These subjects are categorized, to provide 
a more structured analysis. This resulted in 11 categories. The categories with their themes are given 
in Appendix V. Certain categories were mentioned more often than others. In line with the research of 
Anand & Kodali (2008), this paper uses percentages to determine if the category and themes are 
classified as unique, best, or common. The percentages are internally determined. These percentages 
are given in table 6. Table 6 also presents how often a category is classified as common, best, or 
unique. This is provided under the section amount. It shows that 5 categories are regarded as common, 
5 as best, and 2 as unique. Table 7 provides the category-specific analysis. Employee welfare will be 
used to provide an example to illustrate this table. The first column refers to the number of distinct 
themes that are categorized as employee welfare. So, in this case, employee welfare has 15 distinct 
themes. The column mentioned refers to the number of times the themes are cited throughout all of the 
reports. So, the 15 themes of employee welfare are mentioned 43 times. The percentage is determined 
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by dividing the number of the mentioned column by the number of themes. This results in 1.54%. The 
reason for this is that each category could be mentioned more since organizations could use multiple 
themes to report on. This makes the percentage more reliable and equal to each other. Once the 
percentage is determined, one variable should also be included. This is the presence of each category 
in the report. Employee welfare is mentioned in every report, thus in 13 out of 13 reports. This results 
in factor 1, which is multiplied by the percentage column. This results in the total column. For every 
category, this is done. The total percentages are then used to determine the classification of the 
categories. Employee welfare has a total percentage of 1.54. According to Table 6, this classifies as 
best. Table 8 provides a clear overview of how often a certain category is used in a report. It also 
makes a distinction between whether or not the organization used is a competitor or not. Each category 
and its respective theme(s) are given in Appendix 5. To illustrate the definition and implication of the 
categories, examples of the themes from the sustainability reports are used. The selection of the 
themes is done randomly. It only provides a better understanding of how and what external 
organizations report on.  
 The external analysis is used to determine the relevance of the categories derived from the 
internal analysis. A grading system from 1 (lowest) to 10 (highest) is used in the interviews. In this 
way, this paper received a reliable implication on what the participants are regarded as relevant. Table 
9 provides an overview of the average grades of the participants. To provide an example of this, 
employee welfare is used. Table 9 shows that the average grade of own perception is 8,9. This implies 
that the internal participants' perception of how important the category is to them, is graded an 8,9, 
which is high. This could imply that employee welfare is important to them. The average grade of 
organization x is 8,8, which is also high. The implication here is that the participants graded how 
important employee welfare is within organization x. Since this is also graded high, the assumption is 
that this category is seen as important by the participants for organization x.  
 

Table 6: an overview of the classification process 
Classification Range Amount 

Common > 2 5 
Best Between 5 

Unique < 1 1 
 

Table 7: Classification of the categories 
Category Themes Mentioned Percentage Total* Status 

circular entrepreneurship 24 37 1,54 1,54 best 
employee welfare 15 43 2,87 2,87 common 

sustainable development 16 40 2,50 2,31 common 
waste management 1 10 10,00 7,69 common 
employee training 5 14 2,80 2,80 common 

relationship building 1 1 1,00 0,08 unique 
social entrepreneurship 17 37 2,18 2,18 common 

co2 management 7 14 2,00 1,69 best 
financial performance 1 5 5,00 1,92 best 

risk management 1 4 4,00 1,23 best 
corporate governance 6 12 2,00 1,08 best 

*Total is adjusted to the presence in the reports 
 

Table 8: competitors vs. non-competitors 
Category Competitor total Non-competitor total Total 

Employee welfare 8 5 13 
Sustainable development 7 5 12 
Circular entrepreneurship 8 5 13 
Social entrepreneurship 8 5 13 

Employee training 8 5 13 
Co2 management 7 5 12 

Corporate governance 3 4 7 



M. Beukert, 2022  20 

Waste management 5 5 10 
Financial performance 4 1 5 

Risk management 2 2 4 
Relationship building 1 0 1 

 
Table 9: average grades  

Category Average own 
perception 

Average 
organization x 

Average  
total 

Circular entrepreneurship 7,4 6,8 7,0 
Employee welfare 8,9 8,8 8,9 
Employee training 8,1 7,9 8,0 

Waste management 7,4 7,1 7,3 
Co2 management 6,6 6,3 6.5 
Risk management 8,9 8,8 8,9 

Corporate Governance 7,7 7,3 7,5 
Social entrepreneurship 7,3 7,8 7,6 

Sustainable development 7,4 7,0 7,3 
Relationship building 8,6 8,9 9,3 

Financial performance 9.3 9.5 9,4 
 
4.3.1 Employee welfare  
This section will consist of the external and internal benchmark of the category employee welfare.  
 
External benchmark 
The findings showed that the category is common. The category is mentioned in every report, while it 
also has a relatively high amount of themes. Employee welfare could be seen as highly relevant 
because every organization reports on the category. The many different themes could implicate that 
there are a lot of different ways to report on this. Every organization could thus have a different 
implication on what they consider relevant for their organization. It could also indicate that this 
category is highly relevant for compliance with the CSRD. Employees are, within the construction 
sector, hard to get. So, organizations are not wanting their employees to leave. Therefore, to keep 
them, it is key to have high employee welfare. The reason for this is that a happy employee is not 
eager to go, since they are satisfied with the services provided by the organization. Also, happy 
employees are willing to work harder in the right environment, because they feel connected with the 
organization. Certain themes, which were found, were mentioned by multiple organizations. An 
example of a theme that is classified as common, is safety & health. A general description of this 
theme is given by BAM: 
 
"BAM aims to prevent all occupational accidents. BAM is pleased to inform us that no fatalities have 
taken place during 2021. The company regrets the (serious) accidents that involved people whose 
safety BAM is responsible for". 
 
So, this theme aims to prevent accidents and to keep the employees safe and healthy. To achieve this, 
Boskalis uses the NINA safety program: 
  
"NINA makes people more aware of their responsibility towards safety and stimulates a working 
environment in which safety, responsibilities and potentially hazardous situations are openly 
discussed and reported". 
 
This theme could be seen as highly relevant. Although this theme is mentioned often, it does not imply 
that this is also the best for the organization. Themes, such as employees with distance to the labor 
market and privacy could also be valuable for organizations. These are not often mentioned and are 
classified as unique and best, respectively. However, that does not imply whether or not they are 
relevant or significant. The investigated organizations are all mentioning employee welfare, and it is 
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explained by multiple themes. Therefore, employee welfare is relevant and significant for external 
organizations.  
 
Internal Benchmark  
After the determination of the external significance of employee welfare, the participants of this study 
were questioned to determine the internal relevance of this category. Table 9 shows that the 
participants graded this category high, which indicates that employee welfare could be internally seen 
as a relevant and significant category. This is further strengthened by the explanations of the 
participants. An analysis is done on both their perception of employee welfare, as well as on how this 
category is implemented within organization x. Their personal opinion was mentioned in quotes such 
as: 
 
Personally, I think it's important how the employees feel. They should feel comfortable within our 
company. There must also be respect. Just treat each other normally. 
 
I really do think about the well-being of the people. If they come here happy, they are happy with their 
work. People, that is what matters first. 
 
These quotes address the significance of how they feel about the welfare of the employees. It suggests 
that organizations have to make sure that the people should be the first thing they care about. In 
addition, people have to be happy. However, the first quote also suggests that people are also 
contributing to other people's welfare. The key word is respect. This was mentioned a lot among the 
participants. The second quote suggests that the employees of organizations are aware of their well-
being. Therefore, the internal contribution toward welfare is noticeable. The interviewees stated that 
the employee welfare is very important for organization x: 
 
Organization x is a family business, which is reflected in everything. Despite the size, you are not a 
number. You should see employees leave with a smile, that they feel good, that they have a pleasant 
working environment. 
 
The employees on the other hand are really appreciated here. Low-threshold, phlegmatic that's how 
you could describe it. Despite your size, you are not a number. 
 
Organization x believes that economic development is a process that leads to the satisfaction of 
employees' basic needs, improves their quality of life, and enhances their self-esteem and respect for 
the environment while increasing choice.  
 
Some participants associated employee welfare with a family business. This association is based on 
how the employees are treating each other, but also how the organization is treating the employees. 
Organization x does a lot for employees to feel comfortable and feel at home in their organization. The 
culture could be best described as mentioned in the second quote: low-threshold and phlegmatic. 
However, these are not the only implications of how the organization contributes to employee welfare. 
The third citation implies that the organization's economic development creates a higher quality of life 
for its employees. In this way, this addresses the relationship between financial performance and 
sustainable awareness. Due to the higher quality of life, the employees are becoming more conscious 
of their choices regarding sustainability. The phlegmatically of the employees is derived from the 
following quote: 
 
Let’s just act normal, then we're acting crazy enough. This is the strength of Ten Brinke. 
 
Such a quote could be associated with the location of organization x, namely the east of the 
Netherlands. It was mentioned multiple times throughout the conversations. The reason for this is that 
some participants are located in this part of the Netherlands. However, interesting to notice was that 
also other employees mentioned this quote. This could imply that the culture of organization x 
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connects with people from other regions. So, this part of the culture is transferred and implemented by 
others. 
 
4.3.2 Sustainable development 
The following section will contain the external and internal benchmark of the category sustainable 
development. 
 
External benchmark 
This category is defined as common. Therefore, for external organizations, sustainable development is 
regarded as relevant and significant. The United Nations has issued 17 sustainable development goals 
(SDGs). These are meant to provide a guideline for the different economic, social, political, and 
ecological aspects of sustainability. Organizations can choose what SDG(s) apply to their 
organization. They could choose for example 1, but also 10. The often mentioned SDGs are industry, 
innovation, and infrastructure; sustainable cities and communities; and responsible consumption and 
production. This is foreseen because these SDGs are highly correlated with the construction sector. 
Since the findings are mostly based on organizations within the construction sector or have a link with 
this sector, this paper anticipated the result. The themes, provided by the report, are used to contribute 
to the SDGs. Sustainability development did not have many themes. However, a theme that was 
mentioned multiple times throughout the reports, was innovation. In the context of sustainable 
development, innovation refers to changing the products, services, and/or production. These changes 
should result in environmental and social benefits, and also more profits. This explains why it is 
mentioned more often. A nice example of this theme is given by TBI: 
 
"One example of intensive collaboration and innovation in timber construction, in which TBI aims to 
be the market leader. Together with 'SAWA', we are developing the first terraced timber residential 
building”.  
 
This building has the highest possible sustainability score. Some themes are connected. Some 
organizations used energy transition, while another company used energy neutral. Both these themes 
are related, but the implication is different. So, they both report on energy, only they use different 
measurements. One organization used energy management, which is the overall term for energy 
reduction and energy transition. This company used energy management because it reported on energy 
in a much broader way than other organizations. The findings provide more detailed and specific 
themes. This could indicate that it is more reliable and relevant to provide a more detailed report. The 
energy transition is also used in the category of co2 management. However, organizations are 
reporting differently on this theme. In sustainable development, the theme of energy transition implies 
that organizations are developing different strategies through innovation.  
 
Internal benchmark 
The internal benchmark provided some contradictions. The majority of the participants labeled 
sustainable development as important. However, this is in contrast with how important it is for 
organization x. Though, some participants explained that it was also important for the organization. 
The reasons why participants find it personally important, but not for the organizations are: 
 
However, nowadays, many buildings are designed with solar panels, green facades, and heat recovery 
systems. 
 
Organization x is not at the forefront of developments. We prefer to follow rather than invent it 
ourselves. It is not really paid attention to, although I personally think it is important. 
 
We are not at the forefront of sustainable development, although there is great interest in such things. 
We just don't make them up ourselves. 
 
Again, the culture of organization x is noticeable here: they do not want to be the trendsetters of 
certain developments. The developments are seen as interesting, but not much is done with them. Only 
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the necessary or important developments are implemented within the corporate structure. The aim is 
not sustainable development. The first citation is a good example of the following strategy. Projects 
are designed according to the current hype. Due to the current trend, organization x decided that it 
would also be useful for them to implement this. The following citations mention why sustainable 
development could be a useful category to consider: 
 
You can sell projects by doing something slightly different from the competition. The developments are 
part of that. The better the development, the better the project, and the more interesting it is for the 
investors. 
 
Sustainable development is the only way to success in the coming years. Organization x has already 
committed to transforming real estate buildings into 'green investment products' and marketing them 
worldwide. 
 
According to the interviewee, doing something different than competitors is what creates value for the 
organization. Nowadays, investors are not only looking at profit maximization. They are becoming 
more interested in what the product has to offer in terms of sustainability. If a certain project is not 
sustainable enough, it is not interesting for them to invest in. The second citation implies that the only 
way to have success is due to sustainable development. It mentions that the organization is already 
active in developing sustainable innovations for future projects and that it can implement that in the 
market. However, this contradicts with other participants:  
 
I have no knowledge of sustainable developments within organization x 
 
This quote stresses the awareness of certain categories within the organization. So, employees could 
not know what the organization is doing in terms of sustainable development. Due to this, the 
determination of the importance could be affected and therefore be less reliable. Employees who are 
aware could regard this category as more important for the organization than employees who do not 
know anything. Therefore, it has to be careful in the assessment of this category.  
  
4.3.3 Circular entrepreneurship 
The external and internal benchmark of circular entrepreneurship will be discussed in this section.  
 
External benchmark 
It is classified as best. Furthermore, circular entrepreneurship is a category that is mentioned in every 
report. External organizations are thus using the category and are often using the themes. Therefore, 
this category could be considered relevant for external organizations. Circular entrepreneurship had 
relatively many different themes. Digitalization and industrialization is a theme that is mentioned 
often by different organizations. The relationship between this theme and circular entrepreneurship is 
that organizations are implementing digitalization into their manufacturing chain. By doing this, 
computers are determining which resources could be used for this process. With this, organizations are 
using resources that otherwise would not be used. This is cost-effective for organizations since there 
are fewer resources wasted. The implication and goal of this theme are given by Uzin Utz:  
 
“Our superordinate goal is to turn the digital transformation to our advantage. Our processes are 
digitalized, so they are very structured. Automation makes work much easier in many areas, and our 
employees and customers can focus more heavily on their core tasks”. 
 
So, Uzin Utz shows, by reporting this, that they are seeing the positive effects of digitalization. They 
are using this development to their advantage. With the digitalization, the organization also showed an 
impact on the employees and customers. Their work becomes much easier. Easier work could result in 
more employee and customer satisfaction, which is significant for employee welfare. In this way, they 
are not only active in circular entrepreneurship but also in employee welfare. An example of how 
Ballast Nedam has digitalized is found:   
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“We use VR, 4D models, laser scanning, machine learning, and artificial intelligence". 
  
With, for example, machine learning, they imply that due to the continuous use of the machines, these 
are learning an algorithm that influences the output. Due to this, the machines are using less waste, 
because the machines are aware of the previously used materials. 
 
Internal benchmark 
Externally, circular entrepreneurship was determined a significant and relevant category for 
organizations to report on. However, the results from Table 9 provided a relatively low grade in this 
category. The participants, on average, indexed that their perception of circular entrepreneurship was 
higher than how important it is within organization x. This moderate grade could indicate that for 
employees as well as for organization x, this theme is not that relevant and significant. This is 
strengthened by the following citations.  
 
Circularity is important, but not the most important. Consideration should be given to reusing items, 
but not at the expense of price. 
 
Overall, this was the implication of the importance of circularity. The participants are aware that 
circularity is becoming more and more relevant. However, it is not regarded as a highly important 
theme for them and within the organization. The reason for this is found in the culture of organization 
x: 
 
We don't have to be a trendsetter in circular entrepreneurship. Just follow the regulations and no 
more than that. 
 
Organization x is more oriented toward financial performance, while as a billion-plus organization, it 
could do much more. They should consider the long-term of certain projects, to maintain sustainable 
projects. The focus must not only be on the cash flow.  
 
I think circular entrepreneurship is smart work. Demolish buildings, and reuse the rubble. Saves on 
hauling again. 
 
Approximately half of the participants reported that although they see the importance of circular 
entrepreneurship, they do not regard it as most important, and thus not significant or relevant. The 
reason for this is the culture of organization x, which is mentioned in the second quote. They do not 
want to be a trendsetter. They are doing what they have to do, and nothing more. Another part of the 
culture is that the aim is on the price, revenue, and profit. Everything is relevant until it goes at the 
expense of money. Organization x could have a higher impact on the circular entrepreneurship: 
 
We have a direct influence on circular entrepreneurship. When building projects, it is determined in 
advance what we can use and what not. There are also actions over which we have no influence 
because we work with subcontractors. Keeping track of everything exactly is difficult. 
 
So, the citation suggests that the organization has a direct influence on circularity. However, this 
influence is limited by the subcontractors. This limitation is the result of the business strategy of the 
organization. They are designing and coordinating the project, but the subcontractors are responsible 
for the construction. Often, multiple subcontractors are working on one project. Therefore, it is hard to 
have direct influence over everything. The consequence is that the subcontractors are doing something 
which is not how organization x has determined it, which could have different impacts on the 
organization. This could explain why employees are regarding circular entrepreneurship as not that 
important.  
 
4.3.4 Social entrepreneurship 
Section 4.3.4.1 and 4.3.4.2 will contain elaborations on the external and internal benchmark of social 
entrepreneurship. 
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External benchmark 
This category is regarded as common. It is reported in every report. Therefore, this category could be 
seen as relevant to external organizations. This could imply that it should also be relevant for 
organization x. TBI links this category with circular entrepreneurship. They use circular 
entrepreneurship as a strategic pillar for social entrepreneurship. Due to innovation in the circularity of 
products, the organization is trying to create a larger positive impact on society. A theme that is seen 
as the core idea of social entrepreneurship is social impact. The social impact of organizations is not 
the effect on the community, but also the well-being of employees, individuals, and families. Van 
Oord reported that  
 
“as a family-owned company, we care about creating a sustainable world. Customer intimacy and 
partnering are key”. 
  
This could imply that social entrepreneurship is connected with a family-owned organization. 
However, the results show that every non-family-owned organization has reported on social impact. 
So, the assumption is that this theme is not bounded to family. An example of how a non-family-
owned organization implements the social impact theme is given by Boskalis. They report that  
 
"Boskalis is also actively pursuing opportunities for positive social impact in the area. We will engage 
with local schools on STEM-related (science, technology, engineering, and math) activities, work with 
local charities, conduct regular beach clean-ups and employ local graduates and apprentices”.  
  
This citation shows that also non-family-owned organizations are being active in their social 
entrepreneurship. In this case, Boskalis has a significant input on their social impact. Therefore, social 
entrepreneurship does not have to be family-bounded, which could indicate that it is relevant for all 
sorts of organizations.  
 
Internal benchmark 
Social entrepreneurship received moderate grades from the participants. In their perception, it was 
graded lower than their perception of how important it is within organization x. The following 
citations imply this moderate grade: 
 
We are doing something in terms of social entrepreneurship through the Organization x foundation. 
Personally, I think this is not the most relevant for business operations, but it's good that we at least 
do something. 
 
Social entrepreneurship is important, but a healthy company is much more important. This is not 
necessary to be a good company. It is good that we do, but no more than that. 
 
These quotes show that although the participants believe that the category is important, it is not as 
most important for organizations to do good business. Organization x has its foundation and through 
this foundation, it is doing something. However, this is not the determinant for an organization to be a 
good organization. Though, the following quote suggests a contradiction:  
 
Giving back to society should be a top priority. Some people have it bad, so do something for them 
too. This only helps you further as a company. 
 
This implies that social entrepreneurship should have top priority. The reason for this is that there are 
people in need, who need help, and organization x has the capacity to do so. By implementing this, the 
participant believes that it will help the organization further in its development. Organization x has 
developed certain projects in third-world countries:  
 
The construction of infrastructure buildings and the establishment of cultural education centers in 
countries such as Ghana, Sri Lanka, Mozambique, and now Namibia, where their inhabitants can be 
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self-sufficient is an example of sustainable implementation. As far as Europe is concerned, green 
buildings with low energy consumption and certified by international organizations should be a focus 
for Organization x in the coming years. 
 
So, this participant is aware of the actions of organization x. The organization has built certain projects 
in third-world countries, to further help the people in those countries. The reason why this participant 
is aware of those actions is that he/she has an active attitude, whereas the other participants are not that 
interested in those developments. This quote also implies that the focus of social entrepreneurship 
should not only be focused on the third world, but also on Europe, due to the current developments in 
Ukraine and Russia. According to the interviewee, the organization could have an impact on this, 
because the focus is on building with low energy consumption. 
  
4.3.5 Employee training 
This section will contain the elaborations on the external and internal benchmark of the category 
employee training.  
 
External benchmark 
The category is seen as common. It is mentioned in every report. Employee training does not have a 
lot of different themes. The reason for this is that every organization is mentioning that they have 
certain programs to train their employees. However, they only mention it one time throughout their 
report. This is logical because the category is specific. Therefore, the organization could treat this as 
relevant, because it is mentioned in every report. Employee development and talent management is a 
theme that is the core of the other themes. Some organizations refer to it as knowledge development 
and some to it as employee training. Nedap is one of the organizations that invests a lot of time in 
employee development and talent training.  
 
"Next to the Nedap Introduction training (for new employees), we offered the Nedap Survival Skills 
training (focused on personal development) and the program Personal Leadership. We also developed 
virtual versions of various courses and training…In our sustainability policy, our ambition for 
training and development of employees made explicitly". 
 
This reference clarifies the importance of training within Nedap. What is also interesting to mention, 
Hornbach invests, besides in their employees, also time and money in training their customers. This 
program is called Hornbach Meisterschmiede.  
 
"This offers information on how to use the products, for example, or explain DIY projects on a step-
by-step basis”.  
 
The reason for doing this is that Hornbach ensures good adoption of their products. Also, it helps train 
regular customers in ensuring the delivery of the highest quality Hornbach products.  
 
Internal benchmark 
The interviewees regard employee training as important, according to their perception. However, it 
was not graded as most important. Their perception of how important it is for organization x is 
approximately the same. The little difference could be explained by: 
 
Employee training is also significant. Growing up is what attracts people to stay. However, 
Organization x does too little with this. No attention. 
 
I find this very important myself. Schooling should be promoted. This is certainly being done, but it 
could be even better. 
 
These citations suggest that the employees find employee training important in their perception and 
also important for organization x. However, organization x could have done more to make the 
employees aware of the possibility to increase their knowledge or to motivate them to do the training. 
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The organization is promoting it but should do more, according to the employees. The first citation 
also suggests that training is important if organization x wants to attract people.  
 
Every month I receive an overview of who is doing what in terms of training or courses. You can see 
that it is slightly declining, but we do stimulate it. For example, it is now also allowed during working 
hours. 
 
This citation implies that employees are trying to motivate other employees to take courses and other 
training possibilities. Organization x has implemented the possibility to take courses during working 
hours. In this way, employees do not have to do their courses in their own time, which could create 
less motivation. Furthermore, this citation shows that the organization is trying to promote schooling. 
More examples are not given, which shows that the organization could indeed do better, which was 
mentioned in the previous citation.  
 
Personally and I think for such a large company, that we pay a lot of attention to that. But also a lot is 
invested in it. I have also completed training within Organization x. 
 
This quote shows that some participants were satisfied with the schooling within the organization. 
They mentioned that the organization is paying a lot of attention to it and investing much in the 
subject. This is a little contradictory to the previous citation since they mentioned that the organization 
is not doing enough, while this citation implies that the organization is doing enough. The knowledge 
of the subject could be the reason behind this.  
 
4.3.6 Co2 management 
The sixth section is about co2 management. The internal and external benchmark of this category will 
be given.  
 
External benchmark 
The category is classified as best. 12 reports specifically mentioning the co2 management. Although 
TBI is mentioning information regarding the co2, the implication is different compared to the other 
organizations. Other organizations are specifically mentioning the category, alongside their goals and 
strategy regarding the co2 management. TBI reports themes and categories and is then mentioning 
what the impact of co2 is. So, co2 is used to show how much reduction they have saved and how much 
it eventually cost. Due to this difference, it is not regarded as co2 management. However, since all 
organizations are reporting on co2 management, be it in a different way, the relevance of this category 
is high. The category has different themes, which share some characteristics. One organization reports 
with the theme of the energy transition, while the other uses energy reduction. The energy transition is 
also mentioned in the category of sustainable development. However, this paper noticed that there is a 
difference in how these are reported. The implication of energy transition in sustainable development 
is given in the sustainable development section. In co2 management, energy transition is reported as 
those organizations are using existing systems, instead of being innovative. So, the difference is 
whether organizations are innovative or not. Heijmans is using both implications of the energy 
transition. The company has created Heijmans Energy.  
 
"This team is in founded in 2020 to contribute to the accelerated energy neutralization of the 
Netherlands in the built environment. Heijmans sees the energy transition as an integral assignment, 
in which knowledge in the field of area development, realization and renovation of the built 
environment and energy infrastructure together has to come”. 
  
So, this team is created especially for the energy transition. In this way, Heijmans is trying to create a 
competitive advantage on this theme. However, the organization is also using existing systems.  
 
“Together with GMB and De Vries & van de Wiel, Heijmans set up the Zero-Emission Network 
Infrastructure (ENI), with the goal is the energy transition in the infrastructure sector with four years 
to speed up". 
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So, in this way, Heijmans is also using the innovations developed by other organizations, to further 
strengthen their own. Therefore, they are not only being innovative, but they are also using the 
innovative systems of other organizations, to create the most sustainable innovation. Other 
organizations investigated in this paper are choosing either to be innovative or to use the innovations 
of others. So, there are different options to implement.  
 
Internal benchmark 
Co2 management received the lowest grades from the interviewees. Thus, implying that in their 
perception, this category is not regarded as important. The same holds for what they think is important 
for organization x. The reason why they feel like it is not important is given in these quotes:  
 
The standard is still diesel, for company cars. This is mainly in Germany, where electric cars may not 
be fully possible, but even think that a fully electric car is not possible in the Netherlands. 
 
We collect our concrete 500 kilometers away, while there is also one in Dusseldorf, for example. The 
one further away is cheaper so we'll take it away from there. 
 
Co2 management is insufficient. A mobility plan is currently being updated. But whether this will have 
the right impact on the staff, I have my doubts. 
 
I think we have to act, but the choice must be conscious. Are electric cars the future, or are more 
sustainable options be shortly available?  
 
The first citation refers to a general view of the participants. Although they think that electric cars are 
more sustainable, it does not meet the standards of the participants. The reason for this is that they 
travel a lot with the car, and do not want to stop every now and then since electric cars do have to 
recharge more often than other cars. Therefore, it is still the standard within the organization. The 
participants also noticed that organization x does not want to reduce the transport kilometers, due to 
the price. Again, the financial performance is determinative. The organization is working on a 
mobility plan, to reduce its co2. However, there are doubts about whether this plan is achievable. One 
interviewee was doubting whether such a plan was the most sustainable path because the interviewee 
questioned whether electric cars are the most sustainable, or if other options are a better strategy. So, 
these quotes suggest that there is doubt whether co2 management should be prioritized. However, a 
participant regarded the co2 management as high, stating that: 
 
Such constructions in third-world countries help residents to become part of the sustainability 
meaning and its segments. As for Europe, we are all dealing with high energy costs due to the recent 
supply chain crisis of COVID and the war in Ukraine. This reminded us how important it is to be 
energy efficient. 
 
This citation suggests that organization x should be more active regarding the co2 management, due to 
the developments in other countries. Due to this, energy prices have increased, resulting in more costs. 
If the organization had good co2 management, the co2 could be reduced resulting in fewer costs. So, 
the participant stated that such developments reminded us that co2 management could be important.  
  
4.3.7 Corporate governance 
The following section will contain insights on the external and internal benchmark of corporate 
governance.  
 
External benchmark 
This category is classified as best. Moreover, it is mentioned in 7 reports, which is moderate. Mostly 
the non-competitors used this category. Only 3 out of 8 competitors are using corporate governance. 
This could imply that this category is not seen as relevant within the construction sector. It could also 
imply that organization x could develop a competitive advantage in this category because competitors 
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are not addressing corporate governance. Therefore, corporate governance could be relevant to report 
on, but also not relevant. Organization x could consider the relevance of corporate governance. 
Compliance is used to give an example of this category. The meaning of compliance is given by Uzin 
Utz:  
 
“For the Uzin Utz Group, it goes without saying that we do not just abide by the law, we also base our 
actions on ethical principles and an appreciation of shared values. This creates a foundation of trust 
among our employees, customers, shareholders, and other stakeholders”.  
 
So, Uzin Utz complies with both categories of corporate governance. The organization has founded 
the Uzin Utz compliance group to maintain its compliance of the organization towards corporate 
governance. The category of corporate governance has a significant relationship with the codes of 
conduct. The reason for this is that the latter refers to the set of rules that organizations implement to 
ensure corporate governance.  
 
Internal benchmark 
This category has moderate grades. The reason for this is that some participants regard corporate 
governance as significantly higher than the average, while some also graded it significantly lower than 
the average grade.  
 
We always try to comply with the rules, which the company does not. Think we've got everything 
watertight. It's dangerous if we don't get this right. 
 
This quote implies that it is necessary to comply with corporate governance since it could harm the 
organization. The interviewee believes that when organization x does not comply, it could even be 
dangerous. Therefore, everything must have a contractual agreement.  
 
I'm not too concerned with following the rules. Assume that Organization x's protocols ensure that this 
is enforced. 
 
Other participants regard this category as important, but not the most important. This citation shows 
that employees believe that the organization provides protocols that ensure compliance with corporate 
governance. So, the employees should not be worried about corporate governance, because the 
organization is doing it for them.  
 
Just because someone says something they're doing according to the law, doesn't mean it actually 
happens. Difficult for us to determine that.  
 
The difference in rules is clearly shown on paper. So in theory it's all good. However, practice 
sometimes deviates. This is due to unforeseen events. 
 
These citations imply that it is difficult for organization x to comply with corporate governance. The 
reason for this is that the organization does not have an influence on everything and they have to deal 
with uncertain events. This also indicates that some interviewees do not regard the category as that 
significant, because sometimes there is no compliance. Theory and practice differ, as mentioned in the 
third quote. 
 
4.3.8 Waste management 
This section is about the internal and external benchmark of waste management. 
 
External benchmark 
Classification is common and waste management is mentioned in 10 reports. The theme organizations 
are using to report on this category is waste management. Organizations could determine the relevance 
based on the number of reports that mention this category. Since this is classified as common, waste 
management could be seen as a relevant category to report on. Every non-competitor reports on this 
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theme, while 5 out of 8 competitors are mentioning waste management. So, there is a potential 
competitive advantage for competitors. The reason why some competitors are not mentioning this 
category is that they focus more on the circularity of the product, instead of the waste, or the other way 
around. Some organizations are mentioning both. De Vries & Verburg is an example of an 
organization that mentions both, due to their relationship. Circular entrepreneurship and waste 
management are closely related to each other because part of circular entrepreneurship includes how to 
manage waste. The report of De Vries & Verburg provides a relevant example of how these categories 
are linked:  
 
“When using circular or bio-based building materials, in addition to a technical cycle, a biological 
cycle also takes place with the use of certified wood. By using as much certified wood as possible as a 
'bio-based' building material, circularity is promoted. Wood is easy to regrow and produces hardly 
any waste.  
 
This quote shows that, due to combining the essentials of circular entrepreneurship and waste 
management, the organization reduces its waste and provides a sustainable solution for its project. De 
Vries & Verburg stated that by doing this, the products could be re-used, to ensure the natural 
resources. Volkerwessels is an example of an organization that only mentions waste management. 
This organization is intending to realize waste-free construction sites. 
  
"The idea is to give as much 'waste' that arises during construction as possible a new high-quality 
application or, if this is not possible, to recycle it into a raw material for a similar material/building 
material/product”.  
 
This quote represents the meaning of waste management. Volkerwessels immediately collects the 
waste from the construction sites, to give the waste ‘new’ life. This results in less useless waste, which 
could, in return, be less costly.  
 
Internal benchmark 
Waste management is seen as a category with moderate importance. The analysis showed some 
outliers to the top and bottom. The personal perception is regarded as higher than the importance 
within the organization x. The following quotes suggest that waste management is seen as important, 
but that it is not always correctly done: 
 
We do try to separate the waste, but I cannot say whether this always happens exactly. 
 
Separating waste is an activity with little effort. However, it has to be facilitated. This is not sufficient 
enough at organization x.  
 
These quotes suggest that the intention is to separate the waste, but that it does not happen in the right 
way. According to the interviewees, the facilitation is not good enough. With facilitation, they imply 
that there are, for example, enough cans, but that it is not clear what waste has to go in that specific 
can. The second citation also indicates that separating waste is not a lot of work. This is further 
strengthened by the following citation: 
 
Separating waste is a small effort. You do this out of good manners. Here too it should not be at the 
expense of everything. 
 
The first two sentences of this quote also indicate that separation is little effort and that people should 
do it because it is a normal thing to do. The last sentence refers to the implication that organizations 
should implement waste management. However, it should not be at the expense of financial 
performance. This is, again, typical for the organization, since it has previously been mentioned in the 
categories. Some participants indicated that organization x is applying good waste management: 
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Waste from construction sites is sorted. This is also mandatory. The waste is also sorted at the offices. 
We simply do a lot of recycling. 
 
This implies that organization x is applying waste management at the construction sites and their 
offices. The first one is mandatory, due to contractual agreements. Moreover this quote, the 
interviewee mentions that organization x does a lot of recycling, while the previous quotes suggest that 
waste management could be more than now is done. 
 
4.3.9 Financial performance 
The following section is about financial performance and its internal and external benchmark.  
 
External benchmark 
Financial performance is classified as best and found in 5 reports. The only theme is financial 
performance. In this light, the relevance could be determined based on the number of reports that 
mention financial performance. 4 competitors are mentioning this category, while only 1 non-
competitor mentioned it. This could imply that it is relatively more significant for the construction 
sector than it is for the non-competitors. A competitor, BAM, reports on financial performance 
because:  
 
“BAM believes that sustainable business contributes to solid financial performance. A solid financial 
performance provides BAM with the means to undertake transactions with its supply chain partners, 
leading to the possibility to develop new activities and to pay BAM’s employees and shareholders”. 
 
With this quote, BAM implies complying with the CSRD will result in a solid financial performance, 
which they need to undertake new developments. These new developments could be meant to further 
strengthen their sustainable business, which will again result in a solid financial performance. This 
circle could be continuous. TKH is the only non-competitor to report in this category. The implication 
is a bit the same:  
 
“Creating added value … with a focus on the development of the company”.  
 
The cash generated from doing business will be reinvested in the development of the employees, 
technologies, and innovation. Therefore, the aim of TKH is the same as BAM, namely to further 
develop the organization. However, the report of TKH does not imply that they acknowledge a 
relationship between sustainable business and solid financial performance. They rather invest the 
money, to be more sustainable.  
 
Internal benchmark 
Financial performance is the most important category, according to the participants. This category was 
often associated with other categories, due to the impact of other sustainable categories on financial 
performance. The general idea of this category is given by the following quote: 
 
Financial performance has to be the most important because we are doing business here. 
Sustainability could enhance financial performance, by creating more interesting projects.  
 
This shows that the internal participants are seeing possibilities to create a higher financial 
performance by complying more towards sustainability, due to projects becoming more interesting. 
Because of the connection with other categories, other quotes will further implicate the importance of 
financial performance and the reason why.  
 
4.3.10 Risk management 
This section will contain the external and internal benchmark of risk management.  
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External benchmark 
Risk management is classified as best. It is mentioned 4 times in the reports. The theme is the same as 
the category. So, organizations could look at the number of reports that present this category. In this 
way, the category could be seen as not or less relevant for organizations. However, it could also imply 
that there is a possibility to gain a competitive advantage. Hornbach reported on this theme the 
following: 
  
“All material non-financial topics were subject to a risk assessment to ascertain whether our business 
activities, supply chain, or customers gave rise to any material risks for the aspects defined in §289c 
HGB. Our group-wide risk management did not identify any risks requiring a report at the 
HORNBACH Holding AG & Co. KGaA Group.  
 
This quote is a good summary of the representation of this category throughout the reports. Every non-
financial aspect of the organization is subject to a pre-determined list of risks. In this way, 
organizations are trying to reduce and/or hedgehog potential risks. Therefore, they are prepared to 
minimize the impact. The meaning of this category is presented by TKH:  
 
"It aims to use processes to identify at an early stage any opportunities or risks driven by economic, 
geopolitical, environmental, sustainability, social and technological trends”.  
 
By implementing such processes, the organization gains a roadmap that provides the organization with 
an overview of what strategy to apply in what situation. This ensures continuous improvement and the 
creation of value.   
 
Internal benchmark 
Internally, risk management was regarded as a very relevant and significant category. It scored high on 
the employee's perception, as well as how important it is for organization x. In the perception of the 
employees: 
 
Very important. You do this every day with the choices you make. Tradeoffs between costs and 
benefits. 
 
High priority within the organization (risk management). Think that you are unconsciously and 
consciously very busy with this. Make the right decision every time. 
 
These citations address the fact that everybody does risk management. Not only on a business level 
but also a personal level. Even though you think you are not doing it, unconsciously, you are always 
busy with the tradeoffs between costs and benefits. Risk management, in terms of the construction 
sector, includes: 
 
If we look at risk management, we try to build as good quality as possible, so that you are not 
constantly chasing complaints. Also that you have no risk or chance of damage. That is simply one of 
the biggest losses within the company. 
 
So, organizations are determining the risks of certain projects and are making the tradeoff between the 
benefits and costs. This citation discusses the tradeoff between the costs and benefits of the material. If 
the organization goes with the cheaper material, there is a higher risk or chance of damage, which 
results in a higher loss. So, the impact in the short-term is lower than in the high-term. The previous 
categories provided quotes that organization x tends to focus more on the short-term, due to the 
financial aspect. However, there is no evidence found that this is the case for this category. There is 
evidence that there is a long-term vision: The motivation for this is that: 
 
You do risk management per job. This differs per building and region. Sometimes projects need to be 
upgraded. This continues even after a project. At the moment, the long-term is also becoming more 
and more important. 
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We are working on limiting all risks, but you cannot exclude them completely. We are not there every 
day, every hour of the day, so it becomes difficult. 
 
Risk management is the most important within the organization. You must have to assess risk 
management because without having this in mind, you cannot make good choices as a company. You 
are continuously scanning the various risk factors. 
 
The third citation is the core of why risk management is important for organization x, as seen by the 
interviewees. Multiple participants pointed out that this category is very relevant and significant for 
the organization, due to the constant threats and risks the corporation is exposed to. It is not some list 
of risks that is the same for every project. It differs per region and per project since every region and 
project is different. Risks can never be eliminated, due to uncertainty about the future. Moreover, one 
cannot be present at all times to make sure that risks are avoided. However, by applying risk 
management, it can be reduced to a minimum. Also, it helps employees make better choices, based on 
the data of the assessment. The first citation discusses that even though a risk assessment is applied, it 
should be continuously updated because changes in the long term should also be considered. These 
changes are forthcoming out of the environmental changes. Certain information regarding risks is not 
available in the present but becomes in the future. 
 
4.3.11 Relationship building 
The external and internal benchmark of relationship building is provided in this section. 
 
External benchmark 
Only 1 organization has mentioned this category, which results in the classification being unique. De 
Vries & Verburg is the only organization that mentioned this category. They report the following:  
 
“Because sustainable entrepreneurship is custom work, which is partially determined by our 
stakeholders, a continuous dialogue with them is very important. In this interaction with parties, 
opportunities become visible, risks can be reduced as a result of these conversations and/or meetings 
and direction can be given to us sustainability policy”.  
 
This presents the importance of building a sustainable relationship between the organization and 
stakeholders. The stakeholders are an important part of an organization, and involving them shows that 
they are heard. Also, it could provide an organization with new insights, because the stakeholders 
could also have valuable knowledge. So, it keeps the stakeholders satisfied, and the organization could 
profit from such a dialogue.  
 
Internal benchmark 
According to the participants, relationship building is regarded to be important. The importance for 
organization x was determined to be higher than in their perception. The reason why this category is 
important for the organization, is given by the following quotes: 
 
Sustainable relationships are very important because it involves a lot of money. If the relationship is 
less, you will meet each other. You have to be reliable. All relationships are important. In bad times, 
then you really need each other. 
 
The building block of business. You won't get anywhere without relationships. Especially in the 
traditional construction sector, you are very dependent on your employees and clients. This should 
always be number 1. 
 
Relationship building is just important. We have many subcontractors and clients in different regions. 
You need everyone equally as much. 
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You have good and bad times. In good times you can get everyone, but when things go bad you also 
need each other. 
 
Multiple interviewees mentioned that relationship building is fundamental for organizations to do 
business because organization x depends on sustainable relations. Moreover, every relationship is 
important and should be treated equally. The second citation mentions that this category is important 
in the construction sector since organizations are dependent on employees and clients. This is further 
strengthened by the fourth quote, which implies that you need everybody in good times, but also in the 
bad times. The financial performance of organization x was also mentioned in the first citation. 
According to the participants, the association between relationship building and financial performance 
is that a sustainable relationship is important because it involves money. So, again the importance is 
determined by the financial performance.  
 
4.4 Gap analysis 
This section will provide the findings of the gap analysis. Elaborations are given on the crucial 
categories, improvement opportunities, less relevant categories and possible competitive advantages. 
Furthermore, this analysis will be used to determine whether the categories are relevant for 
organization x, based on internal importance and external importance. Figure 1 depicts the result of the 
gap analysis. On the y-axis, external relevance is provided. The x-axis shows the result from the 
internal benchmark.  
 
4.4.1 Crucial categories 
The categories within the green area (figure 1), are the crucial categories. In this paper, these are the 
employee training and welfare. Employee training is a category that is mentioned by every external 
organization and regarded as relevant by the internal participants. Due to this, this category is seen as 
relevant and important. This results in employee training being a category on which organization x 
should report and which should be implemented. The internal relevance is not regarded as the highest 
but it is significant enough. This implies that there is room to further improve the internal importance. 
However, it should not have priority, since other categories need more focus on improvements.  
 The analysis of employee welfare provided the same results: externally and internally, this 
category was regarded as important. This category was mentioned often, while having a relatively low 
number of themes, thus resulting in an important category. The internal analysis further strengthens 
this, since the grades are high and the quotes provided various reasons for this category to be 
determined as important. Organization x does a lot to create the highest employee welfare. 
Furthermore, the characteristics of the organization, such as the low threshold, contribute to this, 
resulting in a work-friendly environment. Therefore, organization x should report and implement this 
category. 
 So, the result of the external and internal benchmarks provided that employee training and 
employee welfare are crucial categories. Therefore, organization x should report on those, since they 
are regarded as important. Furthermore, the organization should also keep the category up-to-date, so 
that it remains well implemented within their organization.  
 
4.4.2 Improvement opportunities 
The categories surrounded by the blue line, are categories that are relevant but need improvement. 
Waste management, social entrepreneurship, and sustainable development are the improvement 
opportunities in this case.  
 Internally, waste management was not regarded as highly important, while the external reports 
provided a high significance. The general implication internally was that waste management was 
important and good that the organization does something with it, but they were not sure whether it 
always happens thoroughly. The participants noted that waste management was mostly done because it 
is mandatory. The external analysis showed that almost every organization does report on this 
category, with only one theme: waste management. The reports showed that the external organizations 
are committed the waste management because it is an important trend at this moment and they do not 
want to miss this out. Since it was previously shown that organization x is a follower, it could go along 
with the hype. Also, externally, this category is relevant. However, internally, it was regarded as less 
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important. Therefore, organization x should report on this category, based on the external benchmark. 
However, it should focus on improving the category, to increase the relevance for the internal 
participants.  
 Social entrepreneurship is relevant for external organizations but less relevant for internal 
participants. The external participants mentioned a lot about the category, implying that there are 
actively busy with their social contribution. In this way, they hope to gain a better image of the 
organization, one which shares the standards of the customers and other people. Social 
entrepreneurship is also implemented within organization x. They have their foundation. The moderate 
grade in this category is the result of the awareness the employees have of this foundation. They know 
that it exists, and they sometimes contribute to it, but are not aware of the results of this foundation. 
Since they do not know that, they believe that it is not that important for organization x. Some 
participants are aware of the developments, resulting in a high grade. This explains the moderate 
grade. So, the external benchmark showed that the category is relevant to report on. The internal 
benchmark showed that organization x has to create more awareness so that the internal importance 
will increase. 
 Sustainable development is externally determined as important, while it was internally 
regarded as moderate. This is the result of the strategy and culture of organization x because 
organization x is not a trendsetter. Whereas other organizations are busy being the most innovative, 
organization x is following the trend and hype. This was mentioned by the internal participants. The 
category is relevant to report on, which is provided by the external benchmark. The internal 
benchmark showed that it is not important for organization x, since they are followers and not 
trendsetters. However, this does not imply that organization x should not report on it, because some 
participants pointed out that by applying certain developments, projects become more attractive to 
buyers. 
 Due to the categories being externally determined as relevant, and internally less important, 
social entrepreneurship, sustainable development, and waste management should be improved. The 
external relevance showed that organization x should report on the theme. The internal analysis 
provided that organization x has not adequately implemented the categories. So, the focus of 
organization x must be on improving these categories. In this way, the categories become more 
relevant and important to the internal participants, which will result in these categories becoming 
crucial and well-implemented.  
 
4.4.3 Possible competitive advantages 
Financial performance, relationship building, and risk management are within the purple line. This 
indicates that those categories are possible competitive advantages.  
 Risk management is internally regarded as highly important, and externally determined as 
moderate. The internal participants regarded this as high because they mentioned that sustainable risk 
management is important for the decision you made. Organization x has to deal with risks and to do 
so, risk management is applied by the participants. The participants also mentioned that risk 
management is something you do every day because it is a tradeoff between the benefits and costs of 
certain events. This resulted in a high internal relevance. On the other hand, the results provided low 
external importance. The reason for this is that only 4 external organizations have reported on this 
matter. So, due to this, organization x could not report on the category. However, the internal 
relevance showed that organization x should report on this. The organization could gain an advantage, 
due to the missing of risk management in other reports.  
 Since relationship building is also within this line,  implying that this category could be 
considered internally relevant. Externally, however, it was determined as not relevant. The difference 
in importance between the external and internal benchmark with relationship building was high. In the 
external analysis, the category was not relevant nor important, while the internal analysis showed that 
it was important. Only one external participant mentioned relationship building, together with 
sustainability. The internal participants stated that relationship building is very important for 
organization x since relations are what the organization keeps going and helps them doing business. 
Therefore, organization x could report on this theme, since the internal benchmark provided that it is 
very relevant and important for them. Although the external analysis showed otherwise, it could more 
relate to its employees, so it could make an advantage out of this category. 
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 The last category is financial performance, which is internally regarded as the most important. 
On the other hand, externally it was not that important. The reason for this is that most external 
organizations failed to include sustainability within their financial performance, resulting in low 
relevance. However, internally, financial performance was mentioned a lot. Nothing was implemented 
if it goes at the expense of the financial performance. Due to the high internal importance and the low 
external relevance, organization x could gain a competitive advantage. Therefore, it should report on 
this theme. 
 So, to summarize, the reason, for these categories being possible competitive advantages, is 
that these are internally determined as important, but externally not. So, not many external 
organizations are reporting on those categories or have not determined these as relevant. If 
organization x is going to report on relationship building, financial performance, and risk 
management, they could provide an advantage for organization x, which is beneficial for the business. 
 
4.4.4 Less relevant categories 
The red line is used to point out the less relevant categories, which are co2 management, circular 
entrepreneurship, and corporate governance.  
 Circular entrepreneurship is externally determined as best and scored a moderate grade on 
internal importance. The reason for this is that the external benchmark showed that although every 
external participant reported on this, it has less relevance due to the usage of many different themes in 
relationship with the number of times it is mentioned. So, organization x has to be careful in 
determining what and how they could report on this category. Since it has not the highest internal 
importance, it is not relevant to spend much attention on circular entrepreneurship. The internal 
benchmark provided reasons for this: organization x is not a trendsetter and spending too much time 
on circular entrepreneurship is not interesting due to the financial performance. Therefore, this 
category should be considered less relevant. Organization x could report something about circular 
entrepreneurship, but the focus should be more on other categories.  
 The analysis of the co2 management provided that, internally and externally, it is not regarded 
as the most important. The participants of the internal benchmark implied that it is not important, 
because there is not much action regarding this category. Although organization x is busy with, for 
example, a mobility plan, there is not much further going on. Also, the participants were prioritizing 
less sustainable solutions, since it is more practical. The external participants are prioritizing co2 
management, because of the current trend in the world of being more environmentally friendly and 
reducing co2. However, the external analysis provided that this category had not the highest 
importance, due to the developments and changes in regulations that are connected with co2 
management. So, this benchmark provides not have the highest importance. The internal benchmark 
shows that the employees' importance and relevance are not high. So, for organization x, it is not 
relevant to spend much on reporting this category.   
 Externally and internally, corporate governance was regarded as moderate. The general belief 
of the internal participants was that corporate governance is necessary to comply with certain laws and 
regulations. They mentioned that there are protocols within the organization to prevent breaking the 
regulations. However, as some participants noticed, it is hard to keep the regulations, since there are 
forces that are not influenced by the organization. The external analysis provided that the relevance of 
the category was more towards non-competitors. This could imply that corporate governance is not 
that important and not that relevant for the construction sector. However, it could also imply that there 
is a lack of compliance towards corporate governance, which resulted in fewer competitors mentioning 
this category. Therefore, the organization should be careful with this category. The result of the 
external benchmark is that the organization should not report on corporate governance. However, this 
could be skewed since most non-competitors report on this theme, while the research was primarily 
focused on the competitors. The internal importance is not that high. So, organization x could not 
report on this category but has to be careful due to the skewness. Therefore, it would be relevant to 
further develop the category.  
 To conclude, co2 management and circular entrepreneurship are not regarded as relevant. 
Therefore, organization x should not spend much on reporting these. Also, the organization should not 
be active in the further development of those categories. Corporate governance is also not regarded as 
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relevant. However, due to the skewness, the organization should be a bit more active in the 
development than with circular entrepreneurship and co2 management.  
 
Figure 1: GAP analysis  

 
5. Conclusion 
The European Commission has issued the Corporate Sustainability Reporting Directive (European 
Commission, 2020). It entails new regulations that are meant for large organizations (European 
Commission, 2003). Ameashi & Grayson (2009) and Boffo & Patalano (2020) indicate that 
organizations are facing many challenges due to the new regulations. By complying with those, 
organizations could benefit (Whelan et al., 2020; Kenton et al., 2020; Jukemura, 2019). Not complying 
results in negative effects for the organization (Fatemi et al., 2018). To comply with the CSRD 
regulations, a benchmark strategy (Mertins et al., 1995) could be implemented. The reason for this is 
that Anand & Kodali (2008) and Bhutta & Huq (1999) used the external and internal benchmark to 
solve their challenges. This implicated that benchmarking is a useful strategy. Organizations should 
not only use either the internal or external benchmark. The reason for this is that when using only one, 
organizations are missing relevant data and the risks of failure are higher. (Anand & Kodali, 2008; 
Bhutta & Huq, 1999). This paper noticed these risks and developed the MB model. However, the 
research of Anand & Kodali (2008) and Bhutta & Huq (1999) lacked a step, which is a stakeholder 
analysis (Freeman, 1984; Macharis, 2005). So, the MB model is a combination of the internal and 
external benchmark, and the stakeholder analysis. This resulted in a model with 8 steps, which large 
construction organizations could use to further improve their compliance with CSRD. The stepwise 
construction of this model provides the organizations with an overview of the challenges, 
stakeholders, relevant categories and themes, action plans, and possible feedback. This research aims 
to investigate the effects of internal and external benchmarking on compliance with the CSRD, which 
resulted in the following research question: How can large construction organizations use internal 
and external benchmarking to improve their compliance with the CSRD? Through extensive research 
on the CSRD and internal and external benchmarks, the research showed that these could provide a 
solution for large construction organizations to comply with the CSRD.  
 For this paper, semi structured interviews are held, because it provides new and insightful data 
to collect(Longhurst, 2003). It has a qualitative approach, because the research is interested in 
analyzing non-numerical data (Denzin & Lincoln, 1994). The study is based on the case of large 
construction organization x. The employees and external organizations are the sub-units that are used 
for the analysis. This results in the study to be an embedded single case analysis (Yin, 2003). 
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 The external benchmark part of the MB model could be used to determine relevant categories 
and themes. Large construction organizations could apply the external benchmark to investigate 
competitors. However, the findings also showed that researching non-competitors could also be 
beneficial because new and different categories and themes could be derived. Due to the 
categorization method with percentages, large construction organizations could determine whether a 
category is regarded as common, best, or unique. The internal benchmark part of the MB model could 
be used to determine the internal relevance of the different categories and themes derived from the 
external benchmark. In this way, large construction organizations are aware of how the different 
categories are implemented within their organization and what categories are relevant to report on. 
Therefore, based on the benchmarks, those organizations are aware of what categories are relevant for 
their organization. The categories are helping large construction organizations to comply more with 
the regulations of the CSRD.  
 
5.1 Contributions 
The CSRD with its regulations and benefits is the start of changes made by organizations because 
there is a possibility that they cannot operate in the same way they always did. While existing 
literature focused on CSRD (Henisz et al. 2019; Pagano et al. 2018) and the forthcoming challenges 
and benefits, there was no clear solution on how to deal with the challenges (Amaeshi & Grayson, 
2009; Boffo & Patalano, 2020). This study dove into the gap created by the existing literature, to 
provide a solution. This has resulted in the MB model, which in return resulted in an analysis that has 
provided eleven categories that, if used correctly, could improve the organization's compliance with 
the CSRD. The discoveries contribute in several ways.  Firstly, this paper is built on the existing 
literature on CSRD and on what challenges CSRD provides for organizations (Amaeshi & Grayson, 
2009; Boffo & Patalano, 2020). However, these studies lacked solutions for the challenges and what 
the benefits are for organizations when complying with the CSRD responsibilities. This study 
contributed to this literature, by creating an overview of what the challenges are and what the benefits 
are when solved.  Furthermore, this paper provides practical implications to deal with the challenges, 
specifically for the construction sector. This has not been done before. The existing literature 
acknowledges that the CSRD regulations are providing organizations with challenges (e.g. Amaeshi & 
Grayson, 2009). However, they failed to give a comprehensive understanding of what organizations 
should do to overcome these challenges. This paper will address the challenges and provide a model to 
guide organizations toward a suitable solution. The model, that is created, is called the MB model. The 
result will be a roadmap for organizations to help them in complying with the ESG regulations. Since 
such a model does not exist, this paper will provide organizations with different methods and new 
insights. Therefore, this paper will combine the existing literature and provide a new and modern 
roadmap for compliance with ESG and CSRD. Thirdly, by assessing the MB model, this study showed 
that it could be a useful tool to determine what categories and themes are relevant for organizations. 
Gaining this information, organizations are more aware of what they should do, to further strengthen 
their position regarding CSRD. Also, due to the CSRD being relatively new, organizations are not 
having the knowledge and information to understand the CSRD and how to deal with them. This paper 
provides literature that explains the challenges, the benefits if solved and how to properly deal with the 
CSRD. Such literature does not exist. Finally, this paper is contributing to the existing benchmark 
literature (Mertins et al., 1995; Bhutta & Huq, 1999; Anand & Kodali, 2008). These papers showed 
that benchmarking could be a relevant tool for existing challenges. However, it did not mention how 
benchmarking could be used for sustainability, CSRD, and ESG. This paper has shown that 
benchmarking theory could be used in this way. So, it used existing literature to create a benchmark 
model, which could be used to present solutions to challenges that were not mentioned in the papers.   
 
5.2 Discussion 
The literature, as discussed in table 1, provided that organizations have to comply with the ESG 
criteria, as proposed by the CSRD. The criterion is a match with the categories found in this paper. 
The term used is different, but the core implication is the same. This is expected because every 
organization has to comply with the same set of regulations. Table 2 provided an overview of different 
challenges organizations could face. Some challenges are also found in organization x, such as the 
short-term long-term, and poor communication skills. However, this is not expected. The reason for 
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this is that every organization is different, and therefore, faces different challenges. The expectation of 
table 2 was that it is just a general overview of some challenges that could happen. So, the literature 
found on the challenges proves to be reliable. Therefore, there is a possibility that organizations could 
also face other challenges.  
 The MB model proved to be a useful tool to identify challenges and create a solution, based on 
a benchmark and stakeholder analysis. The theory used to create this model is useful and reliable since 
the outcome of the model provided significant and relevant data. The extraction of the data of the 
external benchmark went very well. A lot of data is collected and proved to be relevant since it was 
used by different literature. This type of benchmark went well. The internal benchmark could be used 
differently. Interviews are used to determine internal relevance. However, interviews are time-
consuming, so not every employee of organization x could be interviewed, since there are more than 
1000 employees. Due to this, the relevance of the collected data decreases. A solution to this is to do a 
survey, instead of an interview. In this way, a larger sample could be asked, so the reliability would 
increase. Also, it contributes to employee welfare, since employees are wanting to be heard. The 
internal benchmark also provided different perspectives on the categories. This difference is the 
consequence of the location and the age of the participants. Organization x is operating in multiple 
countries. Due to this, some categories received different perspectives. An example is co2 
management. This was in one country regarded as highly important, while it was moderate in another 
country. The age gap also showed differences in perspectives. The younger generation tends to be 
more focused on the CSRD which gives it higher importance. Although the older generation addresses 
the importance, they are less willing to be active in CSRD, since it goes at the expense of the financial 
performance.  
 The results showed that organization x could be described as a conservative organization. 
Multiple participants mentioned that the organization is a follower and not a trendsetter. According to 
literature (Baumgartner & Ebner, 2010) a conservative organization's strategy of sustainability is that 
it is an efficiency strategy: the focus is on cost-efficiency. This strategy requires the commitment of 
the employees. Thus, the literature is connected with organization x. The reason for this is that 
throughout the analysis, cost-efficiency was regarded as very important. However, it also requires 
commitment, which was, according to the internal benchmark, not very high. But, some internal 
participants implied that they wanted to commit. So, the organization could gain some more 
commitment, which further strengthens its conservative strategy. 
 The GAP analysis provided a difference in the importance between the external and internal 
participants. The category is relationship building. The reason for the low external relevance is the 
consequence that most organizations failed to give the relationship between relationship building and 
sustainability. One organization provided a comprehensive description of how a sustainable 
relationship could contribute toward sustainability. Therefore, the literature provided a weak 
relationship. However, the internal analysis provided a significant relationship. The reason for this is 
that the employees of organization x are getting along with the conservative strategy, which requires a 
high commitment. The high commitment could only be sustained if the organization has a good 
relationship with others. Therefore, it is no surprise that this category is regarded as important in the 
internal analysis.   
 
5.3 Managerial implications 
The first five steps of the MB model provided a comprehensive analysis of what the challenges for 
organization x are. Furthermore, the internal and external benchmarks showed what categories are 
regarded as a relevant, not relevant, possible competitive advantage, or improving opportunities. This 
is depicted in figure 1. Thus, the first five steps could be assessed to determine what categories are 
relevant for organizations. This relevance could be used to determine whether or not organizations 
should report or develop these categories. Since the MB model has 8 steps, organization x should 
proceed with the remaining three steps to provide successful implementation of the model. In step six, 
the organization has to develop and implement action plans. This is based on the gap analysis. The gap 
analysis showed that 2 categories are crucial to report on, 3 are less relevant, 3 could provide a 
possible competitive advantage and 3 categories must be further improved. Based on this, the 
organization has to develop an action plan. This action plan contains a detailed strategy of how and 
what to report on the category. Once it has created a reliable and sustainable action plan, the 
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organization could implement it. Action plans for the categories are: crucial categories should be 
reported. The organization has to select themes it wants to use for the report. The potential competitive 
advantages should be reported since they could be beneficial. Again, themes have to be selected. The 
less relevant categories should be not reported. However, further development could be useful in the 
future if the categories become more relevant. The cost-benefit trade-off is important here. The 
improvement opportunities should be reported and further developed. Once the implementation is 
done, organization x has to review and feedback on the action plans. The reason for this is to make 
sure that the action plan is used correctly and that it has the right effect. Organizations have to 
determine standards so that the action plan could be reviewed. If it passes the standards, the 
implementation was a success. If the implementation did not meet the expectations, the organization 
has to go to the final step. The final step is recalibration. In this step, organization x could change the 
implemented failed action plan. In this way, the mistakes made in the previous step could be adjusted, 
so that the implementation of the action plan will succeed in the end.  
 Other organizations could also apply the MB model. The identification of the challenges and 
stakeholders should be done in the same way as this paper uses them. The reason for this is that 
organizations are having the best awareness of what their challenges are. Also, organizations know 
what stakeholders are relevant and important to them, so the identification must be done by 
themselves. The identification of the external subjects depends on what the organization has identified 
to be its main challenges and stakeholders. Based on these, organizations have to determine the data 
collection method. The same holds for the internal benchmark: based on the results of the external 
benchmark, organizations have to determine the data collection method. The gap analysis must be 
done in the same way, since it compares the results from the internal and external benchmarks. This is 
not dependent on the method, but rather on the result. The remaining steps of the MB model are 
dependent on the organization. Organizations could have different implications on how and what to do 
regarding action plans. Also, organizations could have different standards, which results in differences 
in feedback and review. Due to the possibility of action plans and standards being different, the 
recalibration is also different.  
 
5.4 Limitations 
The results from this research could be used for future studies. Therefore, limitations could be 
contributing to new research. The first limitation is that this study uses thirteen organizations for the 
external benchmark. In the construction sector only, there are a lot more organizations that could be 
used for the research. Also, firms from non-competitive sectors could be used. So, the sample size is 
relatively small. Therefore, future research could be done on more organizations, to determine more 
accurately the importance of the different categories. Secondly, the interviews were held with thirteen 
participants. Organization x has over 1000 employees, so the sample is small. Therefore, if it wants to 
further strengthen the findings, more employees should be interviewed. Thirdly, the focus in this paper 
is focused on the external and internal benchmarks as a strategy. However, other strategies could be 
applied to further improve compliance with the CSRD. So, this paper is limited by the possibilities of 
the benchmark. Finally, the results of the analysis provided in the findings section are biased towards 
organization x. Therefore, it becomes more complex to assess the same results by other organizations. 
Thus, future research suggestions would be to apply the same method to different organizations, to 
determine whether the outcome could be used by multiple organizations.  
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8. Appendix  
Appendix I: Interview protocol  
Background information 

- Function of the interviewee 
- Location of the subsidiary 

Sustainability knowledge 
What is your idea about what sustainability includes? 

- Why? 
- How? 

On a scale from 1 to 10, how important is sustainability to you? 
- Why? 

On a scale from 1 to 10, how important is sustainability within Ten Brinke? 
- Why?  

What does Ten Brinke do, in order to bring attention to the employees about sustainability? 
- Why? 
- How? 
- How often? 

Determination of relevant subjects 
What subjects of sustainability do you determine as significant for Ten Brinke? 

- Why? 
- How? 

On a scale from 1 to 10, how important do you determine the following subjects and why? (the 
description of the categories is presented on the following page(s). 

- Circular entrepreneurship 
- Employee welfare 
- Employee training 
- Waste management 
- Co2 management 
- Risk management 
- Corporate governance 
- Social entrepreneurship 
- Sustainable development 
- Relationship building 

On a scale from 1 to 10, how important, do you think, are the following subjects for Ten Brinke and 
why? 

- Circular entrepreneurship 
- Employee welfare 
- Employee training 
- Waste management 
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- Co2 management 
- Risk management 
- Corporate governance 
- Social entrepreneurship 
- Sustainable development 
- Relationship building 

Could you explain to what extent the sustainability subjects are implemented within Ten Brinke? 
- What? 
- Why? 
- How? 

What sustainability subjects, do you think, should Ten Brinke improve? 
- Why? 
- How? 

Internal contribution to CSRD 
What does your vision of sustainability for Ten Brinke look like? 

- Why? 
- How? 

Do you have any contribution to the sustainability of Ten Brinke? 
- If yes 

o What? 
o Which? 
o How? 

- If no 
o Why? 

Are you interested in playing a role in contributing to the sustainability of Ten Brinke? 
- If yes 

o What? 
o Which? 
o How? 

- If no 
o Why? 

 
Appendix II: List of organizations  

Organization Sector Revenue (in 
million €) Employees Family Business Large 

Organization 
1* Construction 289 190 Yes No 
2* Construction 7.315 17.966 No Yes 
3* Construction 2.957 13.830 No Yes 
4* Construction 2.012 6.300 No Yes 
5* Construction 6.448 17.000 Yes Yes 
6* Construction 1.748 4.700 No Yes 
7* Construction 1.677 4.912 Yes Yes 
8* Construction 947 2.000 Yes Yes 
9** Plastic Frames 1.142 6.200 Yes Yes 
10** Technology 1.289 5.583 Yes Yes 
11** Technology 207 760 No Yes 
12** Floor systems 383 1.340 Yes Yes 
13** Distributor 5.456 22.000 Yes Yes 

*Competitor 
**Non-competitor 

 
 
 
 
 
Appendix III: List of codes 
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circular entrepreneurship co2 management corporate governanceemployee training employee welfare financial performance
resource management co2 management corporate governanceemployee education and trainingintegrity financial performance
circular entrepreneurship Decarburization compliance employee recruitment, development, and retentionsafety and health
project and product quality and control emissions work rights employee development and talent managementemployees with distance
digitalization and industrialization sustainable equipment and logistics diligence employee education and developmentequality, diversity, and inclusion
responsible supply chain management emission reduction anti-corruption knowledge development and retentionsustainable employability 
circular building energy transistion fair competition attract talent
integral designs fuel management employee involvement
it applications privacy
sustainable entrepreneurship transparent communication
sustainable resource usage appreciation
natural environment commitment
imbed technology courage and ambition
building with nature trust and responsibility
circularity employee satisfaction
environmental impact knowledge development and retention
mobility 
supply chain transparency 
social responsibility in value chain
sustainable consumption
sustainable products
sustainable production
sustainable capital allocation
sustainable value chain
product responsibility

Code 
Circular entrepreneurship 

Employee welfare 
Sustainable development 

Waste management 
Employee training 

Relationship building 
Social entrepreneurship 

Co2 management 
Financial performance 

Risk management 
Corporate governance 

 
Appendix IV: Steps of MB-model 
 Step 6: Develop and implement action plans. In this step, the unit of observation is the 
comparison made in the previous step. This comparison has provided the organization with certain 
strong points and weak points regarding the ESG regulations. The organization should collect data on 
the strong and weak points, to gain valuable information on why they are strong and weak. By 
analyzing this information, the organization is able to establish functional goals. These goals should be 
translated into action plans. These action plans should be discussed with the internal stakeholders, to 
gain their support and trust. Once the action plans are notified as acceptable, the organization could 
implement the action plans.  
 Step 7: Feedback and review. The units of analysis are the action plans and the internal 
stakeholders. The units of observation are the implemented action plans and the stakeholders, which 
have sufficient information regarding the action plans. Data should be collected on the present stadium 
of the organization. This can be collected by gaining information from an expert with the knowledge. 
A comparison could be made between the goals and the present stadium. By implementing this, the 
organization knows which action plans have contributed towards a positive and negative effect. This 
effect can be reviewed. Also, feedback could be given by the right stakeholders, on why the action 
plans have worked or not. The feedback and reviews will contribute to continuous improvement. 
Strong points could be further strengthened and weak points could be solved.  
 Step 8: Recalibration. The units of observation are the reviews and given feedback. Data 
should be collected on the feedback and reviews. This data should be thoroughly analyzed, in order to 
gain the right effects of the steps and action plans. Based on this, the organization could determine that 
recalibration of certain steps or action plans is necessary. Flaws and mistakes in the action plans or 
steps are identified and are changed, which could result in a different effect. 
Overview of the steps 

Step Unit of analysis Unit of observation Data collection 
method Result 

6. Develop and 
implement action 

plans 
Gap analysis Strong and weak 

points SWOT analysis Relevant action plans 

7. Feedback and 
review Action plans Strong and weak 

points 
Information from the 

expert 

Overview of the 
influence of the 

action plans 

8. Recalibration Feedback and review Relevant feedback 
and review Step 7 Solve the flaws and 

mistakes 
 
 
 
 
 
 
Appendix V: Overview of themes and categories 
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relationship building risk management social entrepreneurshipsustainable development waste management
stakeholder dialogue risk management cooperation innovation waste management

charity foundation biodiversity
social involvement clean water and sanitation
global events climate change adaption 
human rights sustainable procurement
social impact energy transistion
stakeholder dialoguewater quality 
customer orientationclimate change mitigation
digitalization and industrialization hydrogen economy
public policy energy management
social return greening financing
co-creation with partnerswater usage
community engagementtechnological development
social investments energy reduction
customer satisfactioneconomic sustainability 
ethical task energy neutral 
integrity 

 
 
 
 
 
 
 
 
 
 
 
 
 
 


