
1

Responsible Excellence www.fussler.org

In search of

This presentation will provide a business perspective on the question of 
corporate social responsibility. It will particularly attempt to provide some practical ideas 
for implementation in ways that enhance business excellence and value creation.

_______________________________________________
Claude Fussler is currently Senior Advisor to the UN Global Compact. He has authored and edited several 
books related to business innovation and sustainable development. Up to 2001 he was a vice president of 
Dow Chemical where he held numerous business assignments in 30 years of career. He was also a director 
at the World Business Council for Sustainable Development and led the business input to the World 
Summit for Sustainable Development in Johannesburg in 2002. 
He leaves now in Provence and continues to contribute to a number of local and international sustainability 
programmes.
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Business success is not getting simpler…

A business today must
Broaden its view of the business environment
Reach an informed judgement of risks, 
opportunities and priorities
Engage with key actors
Deliver on commitments 

supply chain

community

region

world

society

culture

ecology

select any of: 
Business cannot succeed in  a  

that fails !

Company
purpose

Company
purpose

Surely most companies are clear about their business purpose. Most have 
a mission that stresses their dedication to their customers’ success. But one end of the 
value chain cannot succeed in the long term if the other end fails. All must win, 
consumer, customers, distributors, raw material, packaging and logistic services 
suppliers… A company’s license to operate also depends on the satisfaction and goodwill 
of the communities where the company operates, the state of the environment it creates 
at its door steps and influences in areas where it obtains its feedstock. 

In the broadest sense, business cannot succeed in a society that fails. 

Entrepreneurs with foresight therefore take a wider view of risks and 
opportunities that will affect their long-term success. They not only focus on short term 
customer needs but as well on long term societal needs. They listen to other stakeholders 
and engage with them to pursue new opportunities. (“If a company is interested in 
understanding the future, most of what it needs to learn about the future it is going to 
learn outside of its own industry”, wrote Professor Gary Hamel*). But they must deliver 
on their commitments. 

* Gary Hamel in Rethinking the Future; p82
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Wants or basic needs?

emerging / developing mature

Economies
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Of 4.4 billion people

3/5 lack basic sanitation
1/2 lack modern energy
1/3 have no clean water
1/4 lack adequate housing
1/5 have no adequate health service
1/5 are hungry

UN Millennium Development Goals
Wants

Needs

What are the fundamental unmet societal needs?
First of all the elimination of poverty. The world is struggling to eliminate 

extreme poverty, despite the Millennium Development Goals. But the elimination of all 
forms of poverty is also a business opportunity. Beyond the saturated markets formed 
roughly by 1 billion people at the top of the income ladder is a huge market for better 
sanitation, water and energy services, health care, housing or food.. It is a market that 
requires different business models to provide profitably the products and services that the 
poor could afford. It also requires the efforts to seed and nurture economic development 
that creates jobs and purchasing power and adequate institutions that secure the business 
climate.  

It is a daunting undertaking but the peace, security and quality of life of 
all are at stake unless we succeed.
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D
ecoupling

Eco-efficiency – decoupling strategies

Environmental
impact
Environmental
impact

Quality
of life
Quality
of life

Economic
growth
Economic
growth

Design an economy
that works for all…
Design an economy
that works for all…

…within the limits
of the planet
…within the limits
of the planet

The world population continues to grow even though the pace of growth 
slows down. It adds 3 people on average every second and will reach 9 billion in 20 or 30 
years. We need economic growth to satisfy the needs of every one. Most of all we need 
more quality of life for more people even though it is more difficult to agree on 
indicators that measure its progress. GDP is the conventional measure of economic 
progress. Throughout the industrial revolution and the 20th century GDP has grown at the 
expense of more environmental pressure. Since 20 years we have come aware that we 
need a radical change: as we need more quality of life for all we also need less 
environmental impacts – this is what we called sustainable development: the re-
orientation of our economy into one that works for all, now and tomorrow, within the 
limits of the planet. We need to decouple economic growth from the curve of 
environmental impacts. This is also called eco-efficiency: more economic output for less 
ecological input.   
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What decoupling factor  - long term?

According to WWF we already
exceed nature’s capacity by 20%  

20% of the world’s popula-
tion consume 80% of it’s 

resources. 
But long term peace and 

security for all will depend 
on equitable access 

+ World population will grow by 50% 
before stabilizing in 25-30 years  

Therefore we need to reach a resource efficiency of: ?

1.2

x

5

x

1.5
≈

10

In its Living Planet Report 2002 the World Wide Fund for Nature 
(http://www.panda.org/news_facts/publications/general/livingplanet/index.cfm ) 
established that we now exceed, by about 20%, the capacity of the planet to regenerate its 
balance. According to the United Nations Development Program only one fifth of the 
world population enjoys a decent quality of life and the world population is due to grow 
by 50% in about one generation. A simplistic calculation then estimates the compounded 
efficiency gain to about a factor 10 in order to reduce the current environmental pressure 
overshoot, while caring equitably for all people as well as those to be borne in the next 
25 years (or more precisely a factor of 9 = 1.2 x 5 x 1.5 … if one can be precise at all in 
this area…). In short, eco-efficiency will only get us to a stage of sustainable 
development if it produces on average a tenfold improvement.

The planet may well be a bit more resilient, the poor may have some more 
patience with their condition but what would be the moral justification for inaction when 
it is so clear that the current trends get us nearer to a serious environmental and 
humanitarian crisis?
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Why Corporate Social Responsibility?
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Most sustainable development
objectives will only be reached in 
decades rather than a few years Corporate

Social 
Responsibility 

Corporate
Social 
Responsibility 

The importance to recognise that the corporation
has, with its normal business goals

1. a behaviour that will produce,
in due time, the expected sustainable 
development results

2. Some relevant indicators of progress

The eco-efficiency and sustainability agenda is a long term undertaking –
at least one generation. But we must be able to track progress and particularly identify 
those actors who contribute to progress and those that slow it down. In order to produce 
the desired effects we are wise to understand the appropriate application of means.

This started a discussion of corporate social responsibility – a corporate 
behaviour that will shift our society to a sustainable development mode – and the 
indicators to monitor this behaviour.  
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The tensions of expectations

We want to be
the most responsible
producer of paints

Certified ISO 14000,
Eliminated solvents,
Zero factory waste targets,
20% lower Greenhouse gases 

How do you justify shipping so much 
water around the world?

How do you defend your low price for 
water?

Can you guarantee that your metal-based 
pigments are mined responsibly and not 

from zones of conflict?

How do you avoid end use wastes?

How do you cause customers to paint 
energy efficient surfaces?

How do you educate your drivers in 
developing countries about HIV/AIDS? 

BusinessBusiness
purposepurpose

A company that embraces the ethic of social responsibility accepts the 
power of two complementary tensions:

The tension of expectations – while the company is already committed to 
go  beyond regulations and business-as-usual, stakeholders propose concerns that 
surprise even foresighted managers 
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BusinessBusiness
purposepurpose

Legislation

consumers

Value
chain

suppliers

Stakeholders expectations

The tension of responsibilities

The tension of expectations implies that stakeholders view corporations 
with far more power and influence along its value chain and in the world at large.

A CSR commitment therefore always requires the company to think hard 
about its zone of influence and define rather clearly the boundaries of its responsibility. It 
cannot solve all the problems of this world but with focus it can make significant 
contributions beyond a narrow interpretation of its purpose. 
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Voluntary
initiatives

(what’s possible)

Political agenda (what’s necessary)

BusinessBusiness
purposepurpose

&&
behaviourbehaviour

Tools and initiatives, galore

AA1000

Principles
OECD

ISO 14000

Sustainable Consumption & Production
Marrakech Process

Partnerships
MSC

GAVI
GBC

CSR panels

Kyoto

Integrated
EU Product

Policy

Millennium Development Goals

UN Global Compact

GRI

ISO CSR

The discussion of boundaries and expectations has produced number of 
initiatives and new approaches. Some are purely driven by business and civil society 
organisations on a voluntary basis like the Marine Stewardship Council, the Global 
Business Coalition against HIV/AIDS or the fashion of CSR Panels that review company 
reports or strategy options. Others are crystallising into policy initiatives and instruments.

Amongst those most likely to shape the CSR discussion are the UN
Global Compact, the Global Reporting Initiative and the current ISO process on CSR 
guidelines.
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D
ecoupling

Discomfort
is almost a prerequisite for a great idea
Craig Frazier, designer

factor Xfactor X
product or service value

negative impacts

the creative power 
of dilemma

CSR – a trigger for innovation

Serious CSR takes companies into new territory, stretched and conflicting 
objectives. Solutions are not obvious and easy – innovation is the operating mode of CSR 
or eco-efficiency. 

Increasing economic growth and therefore, at the company level, creating 
more product and service value while eliminating negative environmental impacts is only 
possible as one invents cleaner technologies, recycling options, lighter products, cooler 
and lower pressure processes…

But if one believes in the trends that should pull our economy towards 
eco-efficiency those innovation will build competitive strength for the pioneers who 
make them happen. 
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CSR – a trigger for innovation

Discomfort
is almost a prerequisite for a great idea
Craig Frazier, designer

Mission, Strategy & Policies

Real world
the creative power 

of dilemma Innovation

This is also true for the sphere of policies and strategies. Defending 
human rights, labour standards, environmental precaution or fighting corruption against 
the ways of the real world also requires innovative approaches and unusual alliances that 
will be rewarding in the long run.
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CSR = TQM
4 categories of management elements

Vision
what organization do we want to 
become?

Enablers
Who will get us there and by which 
means and practices?

Results
what improvement and impact will we 
make?

Reporting
how do we measure and communicate 
our achievements?   

Reporting

Vision

Resources

Processes

Innovation

Policies
Strategy

Leadership

Empowerment

Impact on
value
chain

Impact on
people Impact

on society

Continuous
improvement

discipline

A

P

D

C

This may all seem alien territory. Yet the implementation of CSR is best 
served by the proven approaches to quality and excellence. Fundamentally driving an 
organisation to satisfy some of the basic needs of society requires the same elements than 
managing it for customer success. 

It requires a shared ambition (vision) of what organisation it wants to be; 
it requires clarity about how to get there and a balance of resources and leadership to 
make it happen; it requires understanding of progress and impacts made or missed; it 
requires transparency about achivement and listening to those affected by them.

While a general performance model will work whether one runs a 
refinery, bakes pizza, produces a movie or delivers on a social responsibility 
commitment the language and tools are different. When it comes to CSR a good place to 
understand its Performance Model and tools is the reference work Raising the Bar* 

* Claude Fussler and al. Raising the Bar, Creating Value with the UN Global Compact; june 2004 
(Sheffield, UK: Greenleaf Publishing)
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A CSR framework

… uniting the power of markets with the authority of 
universal ideals, reconcile the creative forces of private 
entrepreneurship with the needs of the disadvantaged and 
the requirements of future generations…

Mid 90s emergence of Corporate Social Responsibility, promoted by a 

number of business networks (WBCSD, BSR, CSR Europe…)

Voluntary, no fixed framework, open to stakeholder influence

1999 UN SG Kofi Annan launches Global Compact

2005 About 2 200 CEOs signed support

Amongst the various CSR approaches the UN Global Compact has a 
special place. It started in January 1999 when UN Secretary General Kofi Annan spoke 
to a crowd of top executives gathered in the yearly World Economic Forum in Davos. He 
reminded them that with great power come great responsibilities and that, to benefit from 
the license to free and expanding global markets, corporations must also ensure that 
globalisation and markets benefit all the people in the world and facilitate social, 
economic and environmental progress. Therefore he called on CEOs to join in a 
“Compact” to foster universal principles wherever they operate and wherever they 
exercise influence.

In other words the Global Compact requires companies to help bridge the 
gap between the harsh reality of many markets and failing institutions and the aspirations 
of the UN’s agenda on human rights, decent work, environmental quality and business 
integrity. 

1999 was a good time to make this call. Only a few months later the 
“battle of Seattle” started to shake the utopia of relentless globalisation, followed by 
September 11 and several shocking corporate governance failures. The exuberance of the 
“long boom” that prevailed in the 90s broke to reveal deeper divides, misery and failed 
states, greed and embezzled shareholders and employees…

It also came at a moment the earlier discussions about CSR had only 
proposed a set of well meaning, somewhat fuzzy directions for a voluntary approach and 
closer dialogues with stakeholders. 
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The 10 principles of the UN Global Compact

3 - Recognize freedom of association and

the right to collective bargaining

4 - Eliminate all forms of forced and compulsory labor

5 - Abolish child labor

6 - Eliminate discrimination in employment and occupation

1 - Support and respect the protection of human rights

2 - Make sure not to be complicit in human rights abuses

within the “sphere of influence”

The UN Global Compact proposes the robust framework of 10 core 
principles adopted by all the governments of the United nations. It therefore provides a 
set of clear nonnegotiable pillars for any corporate responsibility policy and initiative. 
www.unglobalcompact.org
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within the “sphere of influence”

7 - Support a precautionary approach to

environmental challenges

8 - Promote greater environmental responsibility

9 - Encourage the development and diffusion

of environmentally friendly technologies

10 - Work against corruption

The 10 principles of the UN Global Compact

The Global Compact was well received by those business leaders who 
had already started to reflect on the corporations’ larger responsibilities to respond to the 
needs for quality of life and sustainable economic development of the local communities 
where they operate and of society at large. 
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The UN Global Compact and CSR models

Governments are not “off the hook”

The universality of the principles

Comprehensive and coherent

Non-negotiable pillars of a robust CSR strategy

A yearly Communication on Progress

The UN Global Compact is now the largest worldwide corporate social 
responsibility initiative with about 2400 companies pledging support in 40 countries. It 
does not ignore reporting, It demands a yearly communication on progress from all its 
supporters and makes them available on its website.

Integrity of implementation remains its major challenge. As yet another 
voluntary approach it must show that actually provokes change towards a better world. 

It does not expect business to compensate government failures to respect 
themselves the universal standards they committed to. But it expects business to avoid 
exploiting and encouraging government failures by slipping into complicity and double 
standards. 
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Socially Responsible Investment screens stocks 

99

GC signatories

76

2500Total Dow Jones Industrial
(2004)

Number of
companies

Sustainable Asset Management
Corporate Sustainability Assessment
www.sustainability-index.com

436Detailed evaluation

317Dow Jones Sustainability Index
best 10% by industry sector market capitalisation

Does a CSR commitment translate into more value or does it actusally
handicap the financial performance?

There is evidence form the growth of Socially responsible Investment 
funds that a CSR/Sustainability criteria is yet another way to pick stocks and try to beat 
the stock-market's average indices. One of the pioneers of this SRI movement is a group 
of financial analysts in Zürich – Sustainability Asset Management* (SAM) 

Every year SAM takes the largest 2,500 companies, by market 
capitalization, from the Dow Jones Global Index. In order to avoid comparing a mining 
company with a bank or a food producer it sorts the companies into market groups by 
their respective major activity. While all companies are invited for the evaluation 487 
responded directly to a detailed questionnaire in 2003 while another 284 were evaluated 
from public data. The yearly SAM corporate sustainability assessment includes a good 
number of Global Compact supporters. They were 99 in the 2003 assessment and 76 
made it to the final index of top ranking companies in their sector: The Dow Jones 
Sustainability Index.

* www.sam-group.com



18

Responsible Excellence www.fussler.org

Making a difference

Policy on impacts of products and services 77 95

Measure customers’ satisfaction 28 37

Projects with external stakeholders 36 64

Publish certified SD report 14 36

Publish corporate environmental targets 41 56

Higher employee satisfaction 20 38

>90% of employees get job training 23 35

Suppliers guidelines – Human Rights 28 65

Environment 68 90

Labor Practices 46 68

% of group

337 99

The SAM database revealed tangible practices that underpin the elements 
of business excellence in the area of corporate citizenship. A number of indicators 
enabled a reliable comparison between two groups of companies – those 99 companies, 
which signed the Global Compact – and 436 that did not. 

The study* looked at 38 indicators and all showed a significant difference 
between the Global Compact signatories who consistently demonstrate more 
commitment or progress than those other companies that also express a strong 
commitment to CSR and Sustainability. 

* Responsible Excellence Pays! Claude Fussler in The Journal of Corporate Citizenship – Issue 16 and in 
Raising the Bar, Creating Value Through the UN Global Compact, both at Greenleaf Publishing Ltd, 2004, 
Sheffield, UK    
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A credible synergy

Positive vision of future
+ Innovation capacity
+ Social responsibility
+ Competent governance and 

management
3-Years Performance Global Compact Signatories 76 Performance
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Global Compact Signatories 76 (in USD) MSCI World (in USD)

The group of Global Compact signatories produced a small consistent 
premium over the market benchmark during 3 roller coaster years in the stock market. 
This corroborates the basis for Socially Responsible Investment funds.

It seems that a positive vision of the future, a commitment to contribute 
though innovation, a capability to build relationships with new partners (NGOs) and a 
governance competently aligned to those goals, all create a credible synergy that is 
valued by the stock market but also more and more by the credit rating.

It is known that the market moves on expected results. It seems that a 
clear CSR behaviour is also a window on those essential intangible qualities that 
financial institutions try to assess to pick out their favourites.  
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Voluntary
initiatives

(what’s possible)

BusinessBusiness
purposepurpose

Solutions are too complex
and uncertain for a 
legislative framework …

…leave space and time for innovation

Innovate &
act

Principles
& Values 

Enabling
free market

Transparency

The CSR movement and the Global Compact are relying on voluntary
approaches. The main reason is that the issues of progress towards sustainability are too 
complex and uncertain for a legislative framework that would need to deel with firm 
verifiable obligations. How does one legislate sustainable mobility or consumption or 
poverty alleviation.

The preference for voluntary initiatives is therefore a preference for 
efficiency and a reliance on the creativity of the human spirit.

Underlying voluntary initiatives is a belief that entrepreneurs, inspired by 
universal principles of progress, motivated by their own personal values will act and 
innovate. There is also a belief that the free market and transparency enable healthy 
competition and peer pressure to move the majority towards the new solutions and 
behaviours at the lowest overall cost to society. 
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Voluntary
initiatives

(what’s possible)

BusinessBusiness
purposepurpose

Innovate &
act

Values &
Principles

Enabling
free market ??

Transparency

The monotonous reason for strategy failure…

…too little… too late…

And yet progress is slow. Even when good solutions are found they are 
largely ignored by the market and their positive impact is therefore lost.

On  the face of it this movement that lets everyone decide when and how 
much to engage has mobilized far too few volunteers. The innovations they bring 
forward lack the momentum and amplification necessary to overtake the speed and scale 
of the problems.

We have reached a point where we need a serious rethink of the 
framework that would enable creative solutions AND determined collective adoption of 
those solutions.    
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Problems
cannot be solved by

thinking
within the framework

in which they were 

created


