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Abstract Prevailing approaches to the structural challenges of Corporate Social
Responsibility (CSR) tend to be monolithic and skewed towards CSR at the organ-
isational level. Albeit, mirroring CSR at the organisational level with activities of
practitioners at the social level can offer new reflexive approaches for identifying
capabilities for and understanding thresholds of social learning. This chapter maps
out how identity perspectives to CSR can offer new approaches for surfacing emer-
gent properties inherent in the uptake of CSR institutionally and in practice. The
chapter also presents an overview of the interplay between structure and agency
(prescribed and actual CSR practices) and its underlying instrumental role for illu-
minating systemic factors which perpetuate such capabilities and thresholds. Using
a morphogenetic theory of change, the chapter offers a framework for approaching
CSR-based corporate identity. Empirical evidence from the applied framework is
thereafter presented, in the context of the agro-processing industry based on a content
analysis of annual reports, in-depth-interview data generated from four sustainability
managers and corporate communication officers and the practices of extension and
Local Economic Development (LED) officers. The framework demonstrates that
companies with a disintegrated CSR identity inherently have more capacity to be
change agents. Similarly, a strong corporate heritage identity is not indicative of a
reciprocal link between espoused values and activity. Conversely, an enduring corpo-
rate heritage identity may not necessarily be improvisatory for social learning. In
conclusion, the chapter gives an overview of a taxonomy of agential capabilities and
associated cognitive resources inherent in the interaction between structural-cultural
and personal emergent properties, which can initiate the positioning of social learning
at the forefront of organisational deliberations.
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8.1 Introduction

Increasing interests in the sustainability of business practices have positioned CSR
at the forefront of corporate deliberations. This phenomenon has influenced ad hoc
adaptation of global practices to national sustainability ratings such as the Financial
Times Stock Exchange (FTSE)/Johannesburg Stock Exchange (JSE) responsible
investment index. The FTSE/JSE appraises the sustainability practices of compa-
nies in South Africa using Environmental, Social and Governance (ESG) practices
and performance metrics based on data available in the public domain. Neverthe-
less, reliance on third-party frameworks in the appraisal of CSR impacts resonates
with what Elkington (2018) refers to as an ‘alibi for inaction’. Increasing pressure on
corporate accountability can equally exacerbate the misfit between espoused CSR
and its impacts (Ijabadeniyi 2018).

Moreover, the aftermath of the history of social exclusion of minority groups
in South Africa on the triple dilemma of unemployment, poverty and inequality
(Ndhlovu 2011) demonstrates the importance of the mindfulness of historical struc-
tural conditioning on practices. The reinterpretation of history can however offer
an extended notion of the past which can give an expanded and new meaning
different from the past (Burghausen and Balmer 2014), which if approached in line
with inherent capabilities in organisational structures and activities, can illuminate
thresholds of the power of the agent to enable social learning (Sannino et al. 2016).

From a developmental CSR viewpoint, careful consideration of how organisa-
tional practices feed into governance and illuminate internal and external constraining
and enabling factors (Mapitsa and Khumalo 2018) could enrich our understanding of
the capabilities of corporate heritage identity to achieve desired/optimum social iden-
tity. CSR in Africa is reckoned to be driven by underlying cultural values of sharing
and communal harmony (Dartey-Baah and Amponsah-Tawiah 2011). The argument
here is not on fostering normative approaches for moving the sustainability agenda
forward, but on illuminating and understanding the causal factors which underpin
intrinsic multi-level organisational relations, emergent properties (Elder-Vass 2010)
and its associated transformative agency (Sannino et al. 2016).

Given the volatility of organisational behaviour in response to institutional stimuli,
there are tendencies for deviations from the uptake of legitimately sanctioned prac-
tices. Organisational behaviour embedded in a communicative approach which is
responsive to changing societal expectations and needs has been advocated for legit-
imising practices (Deegan 2002). From a corporate citizenship viewpoint, ongoing
communication is equally instrumental for sensitively engaging in public delibera-
tions (Matten et al. 2003). It is of utmost interest how learning pathways for social
change can be derived from ensuing engagement in public deliberations and interac-
tions inherent in the pursuit of legitimacy. It is equally germane how cognitively situ-
ated legitimate practices can be activated to co-create and amplify social leadership,
through mindfulness of the identity perspectives of CSR.
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8.2 Identity Perspectives of CSR and Social Learning

Corporate identity encompasses the soul, voice andmind of the organisation (Balmer
and Soenen 1999). History, culture and strategy, therefore, form an integral part of
the corporate identity portfolio (Balmer andGreyser 2002).Management’s vision and
organisational core values, equally play an important role in the approach to CSR.
The alignment of CSR into corporate mission and values (Marcus and Anderson
2006) varies across countries and industries, so do approaches to CSR (Aguinis
and Glavas 2012). The attributes of a CSR-based corporate identity, as conceived
by internal stakeholders, can reveal patterns of historical structural conditioning
in practices. For example, Carmeli et al. (2007) found that organisational identity
mediates the relationship between CSR and its outcomes, which reveals the pivotal
role of organisational culture on the manifestations of CSR-based corporate identity.
Mudrack (2007) reports that values are the antecedents of management commitment
to CSR, namely, values which relate to supervisor commitment to ethics (Muller
and Kolk 2010), organisational pride (Jones 2010) and the sensitivity of managers
to equity (Mudrack 2007). Nevertheless, some organisational values have an oppor-
tunistic CSR undertone. This notion is supported by Sharma (2000) who argues that
CSR engagement can be motivated by the quest for reputational capital. Intangible
descriptors such as human capital and prevailing CSR culture can however reveal
underlying motives (Surroca et al. 2010).

The extent to which individual values of organisational members are congruent
with organisational values (Bansal 2003), and the congruence between individual
values and espoused CSR mandate (Mudrack 2007) can also suggest patterns of
a CSR identity. Psychological identity traits (Aguilera et al. 2007), such as the
extent to which employees are driven by motives other than self-interest (Rupp et al.
2011a), have also been reported to drive CSR engagement. Similarly, Rupp et al.
(2011b) advanced that employee autonomy, relations and competence also inform
CSR engagement. Reagan et al. (2015) add that higher levels of Leader–Member
Exchange (LMX) positively influence valence of donating. In other words, cognitive
and motivational attachments to CSR were influenced by the quality of relationship
between managers and team members.

Instances of where corporate identity components, which as a consequence relates
to communicated, conceived ideal and desired identities, have reinforced CSR
engagement have also been reported in the literature. A higher degree of public
contact, management emphasis on CSR values (De Luque et al. 2008) and firm
size (Godfrey et al. 2009) were reported to harness CSR engagement. Strategic
alliances, organisational approach to CSR and CSR communication approach have
been reported to drive CSR engagement and outcomes. For example, Theuvsen
et al. (2010) found that strategic group membership and the ability to move between
groups, significantly influenceCSRperformance. The entrenchment of the four levels
of social responsibilities, viz., social obligation, social responsibility, social impact
and social responsiveness, identified by McDonald (2015), have also been reported
to reinforce CSR engagement.
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The prevalence of strong Future Time Reference (FTR) in CSR communication
is an indication of socially irresponsible behaviour; the greater the separation placed
between present and future events, the lesser a company’s affinity to social responsi-
bility Blanding (2014). Conversely, companies which focus and act less on the future
have altruistic motives for engaging in CSR. The exhibition of strong FTR in CSR
communication could hamper the ability to espouse ethical behaviour (ibid). Moral
silence, moral deafness and moral blindness, which relate to failure to talk about
wrong practices, failure to recognise the moral implications of actions and failure to
act on prevailing moral issues, have also been identified to impede ethical behaviour
(Blundel et al. 2013).

Complexities in business environments and conflicting institutional forces have
been identified as major external factors influencing the adoption of CSR prac-
tices, particularly in the context of multinational enterprises (Marano and Kostova
2016). The heterogeneity of institutional forces and exposure to CSR best practices
positively influence the adoption of CSR practices (ibid). It is therefore, evident
that corporate missions and values are instrumental for driving CSR engagement.
It is equally important to contextualise our understanding of the drivers of CSR
engagements (Dartey-Baah andAmponsah-Tawiah2011) and the institutional factors
which influence the outcomes of CSR corporate identity (Otubanjo 2012), revealing
pathways for leveraging institutional legitimacy (Suchman 1995).

8.2.1 Balmer and Soenen’s AC2ID Test Framework:
A Morphogenetic Approach

Balmer and Soenen (1999) offered the actual, communicated, conceived, ideal and
desired (AC2ID) identity test framework as a benchmarking tool againstwhich corpo-
rate identity management practices can be appraised, in response to the need to
align multiple and conflicting organisational identities in practice. The framework
appraises multiple facets of the organisation and provides learning pathways for
leveraging long-term viability and social change. While the framework does not
explicitly include CSR, it provides a foundation through which business ethics and
organisational legitimacy can be reinforced.

The AC2ID test framework is a synthesis of the dimensions of corporate identity,
which is a valuable tool for practitioners to detect and prevent potential deleterious
corporate identity misalignments in practice, with the aim of ensuring a dynamic
congruence between these identity types (Balmer andGreyser 2002). This framework
highlights five vital identity types which ought to be aligned to foster sustainability
(Balmer and Soenen 1999). These five identity types comprise the actual identity
(what we really are), communicated identity (what we saywe are), conceived identity
(what we are seen to be), ideal identity (what we ought to be) and desired (what we
wish to be) identity. The framework is a useful tool for assessing corporate identity
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vis-à-vis CSR management (Kleyn et al. 2012), as the core of the framework relates
to organisational legitimacy (Suchman 1995).

The AC2ID test framework has been applied in different contexts and has revealed
imminent identity misalignments relating to employee relations and customer rela-
tionship management (Balmer et al. 2009). For example, Powell et al. (2009) found
misalignments between lower level employees’ perceptions of ethical actual and ideal
identities as opposed to management’s ideal identity in the context of a major finan-
cial institution in the United Kingdom. Corporate identity management goes beyond
a monolithic phenomenon, but rather one which is dialogical in nature (ibid). Efforts
should, therefore, be geared towards bridging the gap between CSR reporting and
reality, the practice of which can reveal inherent capabilities for actualising corporate
rhetoric narratives.

The essence of corporate identity communication should not be about organisa-
tions regurgitatingwhat is written in annual reports, which inmost cases is targeted at
conforming to regulations, but rather explaining the process involved in initiating and
implementing what has been documented. This notion is supported by Tenbrunsel
et al. (2000) who found that a conscientious approach to conforming to standards and
certification could erode the humanness in CSR, which could result in CSR being
a symbolic and cosmetic tool which serve to minimally comply with requirements.
Similarly, Kleyn et al. (2012) contend that the reinforcement of a culture of ethics by
top management, the conformity of corporate behaviour to mission, codes of ethics
and functional standards play a crucial role in creating a strong ethical identity.
Besides, emphasis should be placed on ideal identity which is optimum positioning
(Balmer et al. 2009).

Organisational restructuring caused by mergers and acquisitions has also been
reported to influence misalignments in identity types. For example, the BP-Amoco
merger in 1998 resulted in a debacle which revealed the misalignment between
BP’s post-merger environmentally friendly brand positioning; communicated iden-
tity and actual identity (Balmer et al. 2011). BP’s post-merger brand promise was at
best aspirational in that its rhetoric fell short of reality. The BP case is reflective of
the institutional challenges faced by many companies nowadays given the economic
turbulence which makes companies more vulnerable to restructuring (ibid). Compa-
nies should, therefore, conduct pre-merger analysis to identify potential CSR identity
compatibilities which can be used to create new and realistic CSR identities, with
implications for change-oriented structural elaboration (Archer 2011).

Bravo et al. (2012) argue that organisations tend to create distinctive identities
throughCSRactivities and to establish ethical and social valueswithin their corporate
statements and cultures. While this approach is influential for building competitive
advantage, efforts should be geared towards building distinctive but congruent iden-
tities. This notion is evidenced by the findings reported in the branding strategy
implemented in Bradford city, United Kingdom (Verbos et al. 2007). The findings
of the study revealed the inconsistencies in the perceptions of the Bradford brand
across various communities in the city which reveal a mismatch between actual and
communicated identities.
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Balmer (2009) further argues that a lack of alignment between key corporate-level
concerns such as corporate identity, corporate image and reputation can be caused
by institutional difficulties. Companies therefore, often use corporate philanthropy
to redress corporate ills or misconduct. For example, Cadbury contributed its profit
between 1902 and 1908 to charitable causes upon allegations of human rights abuse
involving African slave labour (ibid). In a conceptual study which reviewed 102
books and book chapters and 588 journal articles, Aguinis and Glavas (2012) argue
that institutional pressures, mainly from stakeholders, induce firms’ engagements
in CSR. An investigation into ethical corporate identity based on a case study of
one of the best practices in the South African manufacturing sector, South African
Breweries Ltd (SAB), revealed that the company pragmatically reinforces ethical
values amongst its employees which makes it a good example of a company with a
strong ethical identity through its ethos of social connectedness and responsiveness
(Kleyn et al. 2012).

8.3 Corporate Identity Management

The ability of management to incorporate a CSR culture into the corporate iden-
tity mixes namely, soul, mind and voice of an organisation (Powell 2011), coupled
with the dynamic integration of the interests of contingent stakeholders (Kohli and
Jaworski 1990), can be instrumental for fostering social change. Fundamental to
the management of corporate identity programmes is Balmer’s AC2ID test frame-
work (Balmer et al. 2007). While the framework comprises actual, communicated,
conceived, ideal and desired identities (Balmer 2007), the complexities eminent in the
formation of corporate identity (Cornelissen 2014) as well as the influence of insti-
tutional and environmental factors in which companies operate could influence the
formation of a CSR-based corporate identity (Balmer and Greyser 2002). Balmer’s
AC2ID test framework addressed the gaps eminent in previously advanced corporate
identity frameworks such as the corporate identity mix by Birkigt and Stadler (1986)
and Balmer and Soenen (1997), based on the need to account for the multifaceted
and evolving nature of corporate identity. While the framework raises a fundamental
issue which draws attention to the interconnectedness between the ideal identity of
the organisation, capabilities, social, economic, political and technological environ-
ment of the organisation, the framework fails to acknowledge the overarching role of
CSR, as opposed to a focus on merely the ethical dimension of CSR in a subsequent
contribution relating to the management of corporate identity programmes (Balmer
et al. 2007). Given that the framework aims at corporate sustainability, it was deemed
fit to incorporate CSR in organisational DNA (Otubanjo 2012), which necessitated
an extension of the framework to account for the evaluation of a CSR-based corporate
identity profile as explicated in Table 8.1.

In line with the adapted Balmer’s AC2ID test framework, Archer’s morphogenetic
theory of change is foregrounded on the processes through which social change can
occur over time (T1–T4, with T1 being Time 1, and T4 being Time 4), via structural
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Table 8.1 A morphogenetic framework for evaluating CSR Corporate Identity

T1: CSR Actual Identity—The current, structural, organisational and philosophical CSR
attributes of a company. Values, management style, history and corporate behaviour

T2–T3: CSR Communicated Identity—CSR image and reputation influenced by company’s
CSR communication strategy. Organisational communication and non-controllable
communication such as employees’ behaviour and media relations

T2–T3: CSR Conceived Identity—CSR corporate image and reputation held by relevant
stakeholders whose perceptions are most important

T4: CSR Ideal Identity—Vision held by founders, senior executives and major shareholders
regarding CSR. It entails optimum corporate positioning, optimum core values and corporate
philosophy, behaviour and responsiveness to environmental trends with regard to CSR, in a
given timeframe

T4: CSR Desired Identity—Managements’ bigger picture of CSR and implementation strategy
for the ideal identity

Adapted from: Archer (1995), Balmer and Greyser (2002), Balmer et al. (2007), Otubanjo (2012)

conditionings (at T1), social interactions (T2–T3) and structural elaboration (at T4)
(Archer 1995). Similarly, actual identity explicates the parameters through which
structural conditionings can occur, communicated and conceived identity can reveal
the mechanisms involved in the process of social interactions. The components of
ideal and desired identity can signal possible structural elaboration (see Table 8.1).

While acknowledging the importance of ensuring congruence between the identity
types advanced by the Balmer’s AC2ID test framework, inherent systemic factors
which threaten organisational legitimacy (Nazari et al. 2012), can equally hamper the
positioning of CSR for sustainable development. Intrinsic CSR factors can mitigate
against the ability of a company to approach CSR from a value-driven viewpoint,
given institutional complexities (Hildebrand et al. 2011).

Corporate rhetoric matches corporate behaviour when CSR is incorporated into
business models. However, institutional and environmental factors which stem from
corporate identity traits such as company history, structure and strategy (Balmer and
Greyser 2002) can hamper the integration of CSR into business models. Given this
typology, it is apparent that the ability of companies’ to implement value-driven CSR
initiatives depends on organisational behaviour towards CSR. Since the main goal
of corporates is value creation (Hildebrand et al. 2011), the extent to which contex-
tualised value-driven CSR initiatives is integrated into overall corporate strategy is
pivotal for its optimisation.

While the core foundations of business have historically been built around the
‘spirit of capitalism’, which is centred on value creation for shareholders, the increase
in the depletion of economic, social and environmental values resulting frombusiness
operations is gradually increasing awareness of responsible or irresponsible business
practices (Kibert et al. 2012), which has also made marketing claims vulnerable to
criticisms of greenwashing (Powell et al. 2009). The extent to which organisations
identify with responsible business practices which extend beyond mere compli-
ance with sustainability legislations and reporting standards (Ionescu-Somers and
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Steger 2008) can reveal the morally conscious nature of its CSR corporate identity
(Kleyn et al. 2012), as opposed to the use of CSR as a defensive strategy (Bruhn
2013). Higher stakeholder satisfaction and financial performance have been identi-
fied amongst organisations with a ‘strong’ morally conscious CSR corporate identity
(ibid).

8.4 Conceptual Framework

Following Albert andWhetten (1985), core organisational attributes are those which
give an organisation centrality, distinctiveness and endurance, which resonate with
Archer’s (1995) conception ofmorphostasis in themorphogenetic cycle. This study is
foregrounded on the notion that there is a dialectical relationship between structurally
conditioned and unconditioned emergent practices. We refer to structurally condi-
tioned influences on project administration as the ‘terrain of micro-level agency’
while structurally unconditioned practices are referred to as ‘terrain of macro-level
agency’ and the dialectical relationship between the two terrains as the ‘terrain of
meso-level agency’. The following question emerges as a result:Where are the emer-
gent properties in the contested terrain of CSR learning situated?While taking cogni-
sance of the significance of ideological underpinnings to resist change, it is antici-
pated that patterns across these taxonomies could inspire deliberations and reflexive
practices geared towards enabling sustainable project outcomes and offer guide-
lines into how new practices can emerge. These taxonomies micro, meso and macro
terrains are positioned as underlying mechanisms of change as they recognise the
significance of diversity and social conditioning in the ability to bring about change
in institutions. Since historically contingent social practices are ideologically moti-
vated and collectively created (Jäger 2001), co-engaged deliberations and the ability
to facilitate ongoing communicative processes and practices could gradually bring
about desirable change.

Balmer and Burghausen have over the years contributed to the evolutionary and
instrumental nature of the corporate heritage identity construct. Corporate identity
is augmented when multiple identity roles in the present are symbolic of the past,
present and future (Balmer 2013), reinterpreted when symbolic relevance to the past
is extended to give a newmeaning in the present and future (Burghausen and Balmer
2014), appropriated when organisational stakeholders actively accept the past as an
inheritance in the present and legacy for the future (Balmer and Burghausen 2015)
and valorised when organisations selectively and meaningfully harness the past for
institutional value for the present and potential worth for the future (Balmer and
Burghausen 2018). From this analogy, it follows that given historically contingent
social practices (structural conditioning), thewill of the agent inherently has emergent
capabilities. There is therefore, room for the power of the agent to bring about change
in highly contested terrains and complex social structures (Archer 1995).
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Drawing on the morphogenetic theory of change, the methodological approach
termed ‘analytical dualism’ helps to analytically identify1 personal, social and
cultural emergent properties inherent in the critical realist dialectic of structure and
agency (Archer 1995), which is foregrounded on howmorphostasis and morphogen-
esis explicate the resistance and elaboration of an entity, respectively (Elder-Vass
2010). The morphogenetic model of change acknowledges that change is inherent
in structural preconditions which is independent of an agent, but that agents are
potentially capable of mobilising social networks and processes for change, in order
to bring about structural elaboration. This may not happen, in which case Archer
names this morphostasis. In line with Archer’s argument, this study seeks to under-
stand forms of interactions in which structural causal powers interfere with agential
activities and the emergent properties of agents.

The structure of an entity is multi-layered, and the recognition of its causal powers
is dependent on interactions with other entities (Elder-Vass 2010). Communicative
processes of social systems (i.e. organisations and their interactions) can shape and
be shaped by historically contingent social practices, which can produce the criteria
for transformation. A deeper understanding of the problems of interpretation and
communication of historically contingent practices is a precondition for the develop-
ment and functioning of complex societies (King and Thornhill 2003). Social change
is at best rhetorical in contemporary organisations going through constant structural
changes, the skill of the agent to influence structure is particularly relevant within
organisations with oligopolistic powers (Whittington 2010). It then follows that there
exist possibilities for multiple perspectives of the interpretation and implementation
of the communicative processes inherent in historically contingent practices.

As Van Assche et al. (2014) notes, new structures are foregrounded in previous
ones and generic concepts enable the reproduction of governance by interpreting
differences between world construction and discourses. As such, structure plays
a major role in governance. Porpora (2007) views emergent structure as being
autonomous of the behaviour of the parts of the whole. Emergent properties, as
opposed to the properties of its parts, are anticipated to most decisively explain the
behaviour of ‘new wholes’. In other words, agents can independently exert influ-
ence on the outcome of emergent structures in governance, while taking cognisance
of structural constraints on the autonomy and exercise of willpower. The effects of
these constraints could most decisively be limited between T2 and T3 (meso-level
agency) as shown in Fig. 8.1. The essence of synchronic (time-specific) emergence
is its potential to explain the process through which an entity can have a causal
impact on the world, over a diachronic period of time (Elder-Vass 2010). The causal
powers of structure and agency in the context of CSR-based identity can, therefore,
be understood along morphogenetic dimensions (see Fig. 8.1).

To this end, this study takes a deeper look at the institutional embeddedness of
the culture of CSR in the context of corporate identity and how much such culture is
manifested in the practice of Local Economic Development (LED) projects. In other

1Note that Archer does not separate these in reality, but only analytically.
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Fig. 8.1 Towards a morphogenetic framework for CSR corporate Identity Adapted from Archer’s
morphogenic framework (1995) and Balmer et al. (2007)

words, we aim to understand themechanisms throughwhich activity is institutionally
situated to motivate environmentally conscious behaviour (Ellen et al. 1991).

8.5 Application of the Framework

The robust sugarcane industry in SouthAfrica is positioned as a catalyst for economic
development being a major source of livelihood for one million rural farmers, who
are mostly located in the KwaZulu-Natal province (SASA 2017). The second-largest
number of households involved in subsistence and small-scale farming is found in
the KwaZulu-Natal province, after the Eastern Cape (StatsSA 2013). The inability of
small-scale farmers to participate inmodern agricultural value chains in South Africa
(VonLoeper et al. 2016) is oneof the key challenges to food security (FAOet al. 2010),
amidst high unemployment, poverty and inequality rates (Babarinde 2009). Ironi-
cally, community-based interventions are not always designed to adequately address
community development needs (Aucamp 2015). Multi-stakeholder LED projects in
the agricultural sector have primarily failed due to design flaws and governance issues
(James andWoodhouse 2017). It was, therefore, deemedfit to apply this framework in
the context of LED projects targeted at farming cohorts in the Northern and Southern
regions (North and South coasts) of KwaZulu-Natal, where the main factories of the
two agro-processing companies included in this study are situated.
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8.6 Methods

Archer (1995) advances that time (T1–T4) is an important determinant factor of
change in the morphogenetic model on the account that change happens over time.
Structural conditions precede social interactions at time 1 (T1), which are influential
on the change that may occur through social interactions at time 2 (T2) and may then
lead to subsequent structural elaboration from time 3 to 4 (T3–T4). The morpho-
genetic analysis was operationalized using the AC2ID test framework. Analysis at
T1 was based on the attributes of Actual CSR identity which was supported by a
content analysis of annual reportswhich assessed situatedCSR-based corporate iden-
tity. Since the structure of an entity constitutes a number of layers, it was deemed fit
to further assess situated institutional notions of CSR from an Industry Association
perspective, which required consultation with the Chief Executive Officer (CEO) of
the Association.

The analysis of social interactions between T2 and T3 was based on insights
drawn from conceived and communicated identity, alongside local consultationswith
extension officers, local economic development managers and farmers to assess the
notions of CSR in practice. Context analysis of selected multi-stakeholder projects
targeted at small-scale sugarcane farming was conducted based on the review of
periodical reports. Personal in-depth interviews were also conducted with extension
officers and managers at two sugar agro-processing companies, key informants at
industry association bodies, an agricultural officer at the provincial department of
agriculture and rural development aswell as focus group discussionswith small-scale
sugarcane farmers in two sugarcane farming cohorts. Context analysis was necessary
to assess socially constructed challenges facing multi-stakeholder LED projects at
grass root level with the aim of identifying context-specific strategies designed to
address such challenges, with particular attention paid to deviations from structural
conditioning at T1.

The analysis thereafter involved the process of assessing changes which had
occurred at T4 with reference to identifying emergent properties situated in the
possible structural elaboration which could be evident through skills, knowledge,
capital accumulation and demographic distribution. The analysis of structural elab-
oration at T4 was based on the components of the ideal and desired identity and
supported with data obtained from involvement in an ongoing multi-stakeholder
LED project which required consultations with project administrators and beneficia-
ries of the project. Project interventions constitute prior field-tested needs assessment
in consultation with project beneficiaries to reflexively verify the effectiveness and
contribution of interventions to projects. An iterative assessment was also conducted
on the cognitive resources which the people in project interaction draw on when
they produce project-related discourses in reports. A socio-economic impact assess-
ment approach was thereafter employed to offer monitoring, evaluation and learning
support for the project, which was targeted at small-scale farmers across four rural
municipalities.
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8.7 Surfacing Situated Social Learning Capabilities
in Contested CSR Terrains

The antecedents and components of a CSR corporate identity are largely determined
by organisational adeptness to localised ideologies of nurturing and exhibiting a
morally conscious CSR profile. The findings generated in the analysis of struc-
tural conditioning (T1) reveal that actual identity serves as the antecedents of CSR
corporate identity (see Figs. 8.2 and 8.3).

It was further observed that the attributes of communicated, conceived, ideal and
desired identities constitute the components of CSR corporate identity profile. The
core components of CSR corporate identity can be further divided into two, namely,
core components and aspirational components which explicate social interactions
(T2) and structural elaboration between T3 and T4, respectively (see Figs. 8.2 and
8.3).

Fig. 8.2 Overview of morphogenetic analysis for company A
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Fig. 8.3 Overview of morphogenetic analysis for company B

8.8 Structure

Top-levelmanagers dealmore closelywithwider institutional frameworks/legislation
and will therefore, act more stringently to compliance for risk mitigation. Evident
in this, are the structural-cultural emergent properties of power relations and
resilient adherence to legislation. Lower levelmanagers approach institutional frame-
works/legislation narrowly and have the power to act in accordance to their level of
knowledge/involvement. This points to the efficacy of personal emergent properties
of agents, since all structures manifest temporal resistance through the conditioning
of actions in context (Elder-Vass 2010).

Further analysis of structural conditioning reveals how antecedents can be demon-
strated discursively. Table 8.2 gives a snapshot of a content analysis of annual reports
which sought to assess meanings derived from repetitive reference to company name
and use of institutionally and socially acceptable legitimation adjectives such as
sustainability, stakeholder(s) and shareholder(s). It was found that repetitive refer-
ence to company name in discursive practices could have a narcissistic undertone,
which could also be intentionally used to subliminally foster affinity. The prevalence
of such phenomena could also be a manifestation of attributes of inherently resilient
structures or an attempt to reinforce coherence and pride in heritage identity and
ethos. Preference for the plural form of legitimation adjectives, which is this case
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Fig. 8.4 Overview of context analysis

Table 8.2 Content analysis of annual reports

Search criteria Company A Company B

Company name Count: 398
Percentage: 0.91%

Count: 337
Percentage:0.85%

Top 50 word search: ‘Sustainability’ Count: 0
Percentage: 0%

Count: 28
Percentage:0.20%

Text search: ‘Sustainability’ Count: 51
Percentage: 0.09%

Count: 49
Percentage:0.09%

Text search: ‘Shareholder/Shareholders’ Count: 24/57
Percentage:
0.03%/0.08%

Count: 32/91
Percentage: 0.05%/0.14%

Text search:
‘Stakeholder/Stakeholders’

Count: 16/49
Percentage:
0.02%/0.07%

Count: 27/33
Percentage: 0.04%/0.05%

in this study, could portray structurally conditioned dispositions towards fostering
inclusivity and acceptance.

The ability to resiliently harness internal structures and power relations as
structural-cultural emergent properties is largely influenced by company-specific
factors arising from the diversity in corporate history, structure, culture, vision,
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mission and ethos. This points to the significance of deeply seated causal powers to
bring about change. There were pronounced trends which indicate that the acquisi-
tion of the license to operate, sustainability of business practices and conformity with
national and global best practices mediate the willingness and ability to enable emer-
gent properties for change. In addition, the entrenchment of CSR corporate identity
was indicative of the strength of corporate heritage identity while weak organisa-
tional structure was typically associated with disintegrated CSR corporate identity.
A ‘strong’ corporate heritage identity may reinforce compliance and capitalistic
approaches to CSR (Table 8.3).

8.9 Interaction

Espoused CSR at the organisational level is narrowly reflected in the social context
as practitioners and project beneficiaries developed contextualised approaches
to address prevailing issues, which imbibed the culture of self-reliance and
entrepreneurship in the context of Company A and dependency in Company B.
As Archer (1995) notes, agency exerts two independent influences between T2
and T3: temporal and directional influences. Practitioners generally prioritise the
execution of business plans, irrespective of the applicability of project plans to
prevailing beneficiary realities. Implicit assumptions such as the taken-for-granted
and poverty-induced vulnerability of project beneficiaries leading to disguised social
exclusion and dependency of small-scale farmers to project funding, constitute the
main systemic factors hampering social change. There is room for improved capacity
to unlearn the practices which result in project-induced socio-economic displace-
ments and psycho-social impacts such as loss of entrepreneurial drive, rivalry and
high dependency due in part to flawed project designs and project disruptions. There
is evidence which suggests that the more the autonomy possessed by practitioners,
the lower the tendency for project disruptions and shocks.

The capacity for social learning is moderated by the power vested in agency,
which is mediated by intrinsic resilient capabilities. Practitioners are predisposed to
enable social learning in practice even in the absence of espoused CSR legislation.
This points to the significance of how ‘good’ CSR practices can be independent of
legislation and espoused company ethos. As such, there is evidence which suggests
that goodCSRethos are not necessarily always passed from top–bottombut also from
bottom-top. The efficacy of prescriptive and obligatory CSR legislation to foster
social learning and change at both the institutional and practice levels is limited,
which emphasises the significance and capacity of agency to enable deliberations
which encourage reflexivity.

For example, the vulnerability of project beneficiaries (in both North and South
coasts) to dependency, project disruptions and project-induced displacements is
moderated by the variety of land quality, accessibility to alternative sources of income
and proximity to metropolitan cities. The magnitude of the negative impacts of these
projects outweighs its contribution to the socio-economic development of small-scale
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farmers, especially in relation to the long-term return on investment and sustainability
of these projects.

8.10 Structural Elaboration

Morphogenetic analysis can account for the gradual inception of new social possi-
bilities and change facilitating factors between T2 and T4. Espoused CSR at the
organisational level and practices at the social level are dependent on legitimation.
This points to the lower tendencies for structural autonomy and conditioning to bring
about change. The structural conditioning of a skewed focus on legitimation has
influenced familiarity with and mastery of structure and social problems and ways of
dealing superficially with deeply seated problems. Such structural conditions enable
and reinforce a prescriptive culture towards practices.

The notion of a capitalisitic CSR approach could induce competitive organisa-
tional learning which consequently results in vulnerability to power struggles in the
quest to remain competitive and profitable, and set the tone for another morpho-
genetic cycle. While such vulnerability could foster adeptness to the system in the
short run, it could equally trigger self-reflexive practices in the long run. Continued
co-engagement between actors could encourage the reciprocity of practices, which
could foster social learning at both the organisational and social practice levels.
Albeit, the ability of CSR corporate identity to foster social learning at the organ-
isational level will largely be influenced by company-specific factors arising from
the diversity in corporate history, structure, culture, vision, mission and ethos which
could signal a new morphogenetic sequence (Archer 2011).

The emergent properties (rigorous and resilient policies and practices) inherent in
the quest to acquire the license to operate, ensure sustainability of business practices
and to conform to national and global best practices play a crucial role in the capacity
to harness social learning for a new social reality. In addition, the entrenchment of
CSR corporate identity was indicative of the strength of corporate heritage identity
for company A, while weak organisational structure was typically associated with
disintegrated CSR corporate identity in the context of company B.

These findings reveal that a company with a disintegrated CSR identity can have
more resilient capabilities to bring about change, given its openness to learning,
desperation for stability and hence more room for structural elaboration. Similarly,
a strong corporate heritage identity is not necessarily indicative of a reciprocal link
between espoused values and activity. Conversely, an enduring corporate heritage
identity may not necessarily be improvisatory for autonomous capabilities to bring
about change, but for the willingness of actors to enable co-engaged learning.

Governance issues especially in relation to dealings with small-scale farmers
constitute key sources of conflict and power struggles. The social reality of CSR is
mainly reinforced by conflicting mandates and interests of sustainability managers
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and practitioners; the contested terrain of a skewed focus on reputational risk miti-
gation with less focus on ethical investment and project design flaws such as undue
homogenisation of farming cohorts, respectively.

Emerging evidence from the case studies reveals that small-scale farmers, being
minorities in the value-chain have been negatively affected by the contested ideo-
logical terrain of power struggles—amidst poor climate conditions (see Fig. 8.4).
There has also been a steep decline of registered small-scale sugarcane farmers from
50,000 farmers in 2002/03 to 18,860 growers in the 2015/16 farming season; being
the season which recorded the most devastating drought in 100 years. While increase
in input prices, severe drought resulting in poor land quality, inadequate financing
opportunities and access to new market opportunities are partly responsible for the
decline in the number of small-scale farmers, threats to economies of scale such as
the failure of the one-hectare system, tribal and communal land system, inadequacies
of co-operative and contract farming, and poor governance practices are chief among
the underlying constraints to sustainable farming.

There are patterns which show that CSR in practice is focused on documenting
positive project impacts (with little or no attention to underlying processes of
and interventions for social learning), fostering reputational capital and legislative
compliance, to secure future project funding. It was also observed that attention is
gradually shifting away from fostering project outcomes and life-cycles for sustain-
able development to the struggle formaintaining project-funding cycles amidst turbu-
lence in the agricultural sector. Following the foregoing observation, monitoring,
evaluation and learning interventions which offer context-specific guidelines for
uncovering existing and potential behaviour which mitigate against the culture of
social learning for sustainable development in local economic development projects
would be a welcome addition to structural elaboration.

8.11 Conclusion

This study has demonstrated that the potential for organisational learning for change
is at the crossroad of social responsibility and heritage identity. The uptake of CSR
institutionally and in practice illuminates the efficacy of the taken-for-granted mech-
anisms which foreground the essence of CSR in practice. Insights into how social
learning can occur were buttressed by the efficacy of social interaction and reflexive
deliberations which can give room for the emergence of new practices.

The interaction and negotiation between structural conditionings and the will of
the agent reveal that the positioning and autonomy of agents determine their ability to
enable institutional changes. While the relationship between the structural-cultural
and personal emergent properties identified in this study is not linear, as cognitive
resources which can facilitate the necessary change are inherent in implicit assump-
tions which advance productive diversity in the terrain of meso-level agency. Future
research should explore how the terrain of meso-level agency can be harnessed
to exert power for the greater good, given contextualised institutional setbacks and
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complexities. The onus is on corporate citizens to develop new lenses for approaching
and embracing the multi-layered co-engagements which structural conditionings
foster or endanger in order to develop new ways of seeing, thinking and relating to
structure and power.

The ability of CSR corporate identity to foster social learning at the organisational
level is largely influenced by company-specific factors arising from the diversity in
corporate history, structure, culture, vision,mission and ethos.Willingness to actively
and sensitively channel external and enabling aspirational identities which transcend
prescriptive ambitions can foster a change in attitudes towards sustainability amongst
corporates. Skewed focus on the acquisition of the license to operate, sustainability
of business practices and the quest to conform to national and global best practices
can undermine the capacity to harness social reality to leverage social learning.

Governance issues especially in relation to dealings with small-scale farmers
constitute key sources of conflict and power struggles. The social reality of CSR is
mainly reinforced by conflicting mandates and interests of sustainability managers
and practitioners; the contested terrain of a skewed focus on reputational risk miti-
gation with less focus on ethical investment and project design flaws such as undue
homogenisation of farming cohorts, respectively. Management functions at varied
hierarchical structures draw on diverse resources and rules in different institutional
and social contexts to produce mandate-orientated change learning and outcomes.
For example, sustainability managers and communication officers, extension offi-
cers and local economic development officers all perceive legitimation differently
and have the power to enable/disable associated structural conditioning at will. Prac-
titioners’ transformative agency is largely dependent on the willpower to bring about
desired change(s) in practice, which demands persistent interventions for gradual
changes via structural elaboration.

As such, CSR is predominantly influenced and redefined by the activities of prac-
titioners, which has implications for understanding inherent agential capabilities and
facilitating the culture of social learning. Espoused CSR at the organisational level
and practices at the social level are significantly dependent on legitimation, with
lower tendencies for autonomy, creativity and reciprocity from actors to structure.
Familiarity with and mastery of structural conditionings as well as the prescriptive
nature of practices hamper the capacity of agents to learn and enable organisational
and social learning for social change. However, vulnerability to power struggles
can induce the quest for social learning and equally enable reflexive deliberations
and awareness of the urgency and particularity of situated problems. Continuous
integration between actors could encourage the reciprocity of practices at both the
organisational level and social context.
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