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Set out below is a table comparing the main public CSR policies in the participating companies, according to a 
report published by the European Commission in 2007:

National CSR
policies and instruments
in the participating countries 

3.

Table 2. Comparison of public policies in Spain, Poland, an PortugalTABLE 2. Comparison of public policies in Spain, Poland and Portugal
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 We finish this report by adding that ISO intends 
to publish its guide to implementing corporate social 
responsibility in early November 2010. The purpose of ISO 
26000, which is not considered a management Standard, 
is for organizations to move towards acting with good 
intentions. It will be a global, harmonized, relevant aid for 
all types of public and private companies. It is the result 
of an international consensus of experts from the main 
interest groups in the field of CSR.

The guide offers information on:

-	 Concepts, terms, and definitions related to social 
responsibility.

-	 History, trends and characteristics of social 
responsibility.

Stakeholder engagement continues t o be t he key area where 
most companies still have a long way to go. While many compa-
nies are d iscussing global issues such as climate change with 
non-governmental o rganizations and other stakeholders, f ew 
have adopted a systematic approach t o engaging w ith l ocal 
stakeholders in a manner that is coherent across national bound-
aries. There are hardly any companies that have developed robust 
systems to manage and understand the quality of their world-
wide community relations.

The accountability of big business is improving. Since 2007, there 
has been an increase in average accountability performance of 
5.4%.

European companies have, o n average, t he strongest p erfor-
mance across all four domains (strategic intent, governance and 
management, engagement, operational performance). However, 
they still have a lot of room for improvement, particularly in the 
quality of engagement, and also in their operational p erfor-
mance.

WORLD’S LARGEST COMPANIES 
ACCOUNTABILITY RATING: KEY FINDINGS

Table 5. Accountability rating: key Findings

-	 Principles and practices related to social 
responsibility.

-	 Basic matters and questions about social 
responsibility.

-	 Integration, implementation, and promotion of 
actions in corporate social responsibility in the 
organization through policies and practices and 
within their area of influence.

-	 Identification and commitment to participation 
by interest groups.

-	 Communication of the CSR: commitments, 
actions, reports, etc.

ISO 26000
(Corporate Social
Responsibility Guide)

5.
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STUDY CASES

 





CASE STUDY 1
PORTUGAL
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The APCC – Association of Cerebral Palsy of Coimbra, 
is a non profit organization founded in 1975 and belongs 
to the  3rd Sector. APCC’s mission is to promote the social 
inclusion of disadvantaged groups with special emphasis 
on the disabled.

The APCC has 183 people staff on contract, 153 
people of services rendered, which makes a total of 336 
collaborators. 51 volunteers collaborate in some activities 
of APCC. APCC is accredited in the management of 
services in the areas of Rehabilitation, Vocational Training 
and Employment, and placement in the normal labor 
market. APCC is certified by Quality Standard ISO 9001 
and is applying for EQUASS certification.

Target Groups: People with disabilities; vulnerable 
population, long-term unemployed population; general 
public with low qualifications.

Beneficiaries: 
-	 Rehabilitation: 1.947, Primary School: 38 and 

kindergarten: 17 
-	 Quinta´s daily users. Disadvantaged people: 386

Budget: 7 Million Euros / per year.

A.P.C.C.
1.
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2.1. Introduction

In European economies, the importance of a “third 
sector”, distinct from the private for-profit and public 
sectors, is increasingly being acknowledged from various 
points of view. They correspond to 4.2% of all economically 
active population. 

Another noteworthy element is the recent attention 
given, both by third sector bodies and state institutions 
of higher education and training, to the need to qualify 
third sector human resources. The improvement of 
management skills, in order to facilitate the combination 
of social purposes and economic efficiency, is a major 
concern. Issues such as innovation, quality, equal 
opportunities, social marketing, funding sources, 
management systems and indicators, evaluation, etc. 
are being addressed. Sustainability emerges as the key 
word in this context of new challenges and opportunities. 
APCC tries to be attentive to the upcoming news, and in 
the last few years, the Association has been awarded the 
Quality Standard ISO 9001 and more recently is applying 
for EQUASS certification as an important way to provide 

users with quality service., By 2008, there still was not 
a non-governmental organization in Portugal that had 
implemented the Stakeholder Engagement. This case 
arises from the application of APCC to an exercise of 
stakeholder’s  engagement which is the subject of the 
Transfer of innovation.

Among the good practices already implemented by 
the company we highlight:

-	 Satisfaction Questionnaires: employees, trainees, 
families, people with a disability

-	 9001 Certification
-	 Several channels of Communication and dialogue 

with workers, companies, families and people 
with a disability: meetings, day tips, office family 
support…

-	 Social innovation projects
-	 Multidisciplinarity
-	 Partnerships and Networks; interdependence 

among sectors
-	 Educational Farm: inter-stakeholder relationship 

as an example of social economy

THE
SUSTAINABLE
STRATEGY 

2.



38

CO
RP

O
RA

TE
 S

O
CI

A
L 

RE
SP

O
N

SI
BI

LI
TY

2.2. Objectives

Identifying and involving the parties that have a 
vested interest in APCC services is a central component 
of the sustainable development concept and leads 
to greater corporate accountability. Developing a 
meaningful approach to stakeholder analysis is a vital 
aspect of an actual management system, and one of the 
key differences between sustainable and conventional 
management practices. Following this APCC defined 
the challenges and objectives with a sustainability 
strategy view:

-	 To promote innovation as a source of value

o	 Constant Innovation of services and their 
Quality in partnership.

-	 To promote Governance and good Management

o	 Certification in line with - ISO 9001 and 
EQUASS standards

o	 Consultation of Stakeholders and 
Sustainability Report

o	 Commitment to constant improvement 
of internal and external communication

o	 Accountability - regular information 
of APCC activities / enhance APCC 
reputation

-	 To have all sectors and staff of APCC sharing 
the Corporate Culture (mission, vision, values, 
objectives)

o	 Cascade training on: knowing our “core 
business”, CSR and sustainability

o	 How to do a Sustainability and Strategic 
Report for APCC

o	 Dissemination of APCC best practices 
constant improvement of internal and 
external communication mechanisms and 
processes

o	 Enhance APCC reputation and trust amongst 
internal and external stakeholders

o	 Keep high levels of staff motivation

The objectives were discussed and selected in line 
with the accountability principles thinking in the new 
challenges and the future of APCC. 

In short, the two main areas that we expected make 
a significant improvement are those concerned with:

o	 Greater accountability to the stakeholders
o	 Continuous improvement of reporting 

practices

2.3. Organization’s  stakeholders 

Internal Stakeholders: Employees (drivers 
and trainers; teachers and professionals, doctors, 
psychologists; therapists; social workers, care assistan ts 
and administrative staff). 
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  External Stakeholders:

-	 Clients: persons with disabilities and 
impairments, youth and adults

-	 Families of our clients
-	 Ministry of Social Security - government entity 

that oversees the CRPCC
-	 Institute of Employment and Vocational Training 

(Public institute with relevance for APCC, 
Intermediate Coordination  of the  vocational 
courses)

-	 European Social Fund
-	 Ministry of Education (Local Education 

Authorities) - protocols of collaboration
-	 National Agency for Qualification
-	 Ministry of Health; Regional Health Directorate
-	 Federations; political and institutional level
-	 Similar organizations (ARCIL, APPACDM; ACAPO) 

of third sector in the field of rehabilitation;
-	 Schools and Universities
-	 Companies: articulation to provide experiences, 

of the trainees of vocational courses in real work 
context 

-	 National Institute for Rehabilitation
-	 Municipality of Coimbra 
-	 Volunteers
-	 Media; Radio Television of Portugal (RTP)
-	 Suppliers
-	 Trade Unions

A.P.C.C Internal  stakeholders
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TABLE 6.  APCC’s stakeholders matrix 

2.4. Diagnosis

The methodologies used to obtain information from the stakeholders were 8 focus groups and 10 interviews.

 

 

 

The script was similar to interviews and focus group. In a simple way we tried to understand:

STAKEHOLDER SAMPLE
18Customers (Clients and Families)

Workers

Similar Associations

Ministry of Social Security

24

2

1

2Local education authorities 

Federations

Schools and Universities 

5

1

6

Ministry of Health - Regional Health
Directorate

National Institute for Rehabilitation 2

1Municipality of Coimbra 

Media | jornais | rádio | TV

Trade Unions                                                                                                            

8

1

1

Volunteers

D
E

P
E

N
D

E
N

C
E

INFLUENCE
No-influence Low influence Some influence Formal in�uence

High influence
High 

dependence
Stakeholders

without choices

Medium
dependence

No direct impact
Have other 

choices

Clients 
Families

Employees 

External teachers 
Municipalities/Local 

Authorities
Suppliers

Volunteers
Media

Trade Unions

Ministry of Social 
Security

IEFP
FSE

Ministry of Education
Local Education Authorities

Ministry of Health
Federations

Similar Associations/Third 
sector

Schools and Universities
Companies/Business
National Institute for 

Rehabilitation

Future/potential clients
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-	 What was the perception/image of the 
organization

-	 What kind of relation they have with the 
organization, and how they characterized in 
strengths and weaknesses

-	 Expectations/sustainability/critical points 
-	 Suggestions/comments 

-	                                                                                                                   

We have identified the following main concerns, 
expectations and needs:

External Stakeholders

-	 Some difficulty in the identification of the new 
logo (visual identity) of APCC

-	 Divulgation/communication of  its image and its 
services

-	 Coordination between the services of the 
intervention, e.g. for medical purposes

-	 Contact with the project partners after the end of 
the same

-	 Continuation of service quality by investing in 
the capabilities of information technology and 
communication

-	 Promotion and development projects and 
partnerships, focusing on multi-annual funding

-	 Reflection about an eventual establishment of a 
consortium in the health area (APCC, HP, HUC), 
where the APCC should be a business partner

-	 To lead a regional network that evaluates the 
level of response in the rehabilitation area

-	 Thinking in a strategic and sustainable growth 
of the institution, without losing sight of the 
funding, social responsibility, innovation, but also 
some independence from the political powers

-	 Continue to take a leadership role that can 
influence political decisions and change attitudes

-	 Investing in the diversity of professionals as well 
as updating the same, in order to adapt and 

Focus group - the families are one important stakeholder 
of APCC



CASE STUDY 3
Italy
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Eurodesk
1.

Eurodesk Italy is an association of social promotion 
(Law 383/2000, n° 81 of the National Registry of 
Associations of Social Promotion). The Association 
“Eurodesk Italy” was established in 1999 and legally 
recognized by the Ministry of Youth, national authority 
responsible for the Youth in Action community program. 
Eurodesk  is a free information service providing young 
people and those who work with them with information 
on EU funding and opportunities to work, study, volunteer, 
and travel in Europe.

 

Eurodesk Italy and its support structure has its office 
(National Coordination Office) in Cagliari, and the staff 
includes 5 people distributed in two different locations: 
Cagliari and Rome.

On a national level, Eurodesk Italy cooperates with 
the Youth National Agency and coordinates a network of 
local relays providing information and guidance on a local 
level.

On a European level, it is coordinated by a resource 
center located in Brussels (Eurodesk Brussels Link). The 
European coordination office keeps contact with the 
European Commission Directorate General Education 
and Culture, and manages the network of 30 national 
coordination offices. 

Eurodesk Italy is a full member of the Eurodesk 
European Association (A.I.S.B.L.)
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THE
SUSTAINABLE
STRATEGY 

2.

 2.1. Introduction

In April 2004, Eurodesk Italy has been awarded 
the ethical certification SA8000. During the certification 
assignment and after each monitoring visit, the 
organization has always found conformable with the 
certification standards. 

In line with the principles of the European Commission 
Green Paper on social responsibility for enterprises and 
sustainable development, this certification shows the 
organization’s will to provide users with a quality service, 
taking into consideration possible benefits for the social 
context in which it operates and for all its stakeholders.

 
Annually, Eurodesk Italy publishes its social balance, 

in which it declares the guiding principles inspiring 
the association activity and its internal and external 
responsibilities. In its social balance, Eurodesk Italy 
declares its commitment, its future objectives, and the 
results already reached within its social responsibility 
policy.  

From the different experiences and documents we can 
identify the following organizations good practice:

-	 SA8000 certification
-	 Staff: salaries, continuous training, clear 

organization chart
-	 Donations to the third sector
-	 High quality of the services
-	 High technological tools

2.2. Objectives

Eurodesk is involved in a continuous improvement 
process. The organization is coordinating a big network 
with different types of organizations, and people with 
different backgrounds. 

Eurodesk mainly provides information and training 
strongly based on the use of new communication 
technologies. Technology is growing and changing very 
fast, and we have to follow and adapt our tools to this 
change.

 
The main objectives can be resumed as follows: 

-	 Promoting innovation in our services

o	 quality and new technologies
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-	 Increasing  the value of our services and 
improvement of reputation

o	 To increase the credibility
o	 To improve the accountability/transparency 

of the organization
o	 To improve the trust of stakeholders 

2.3 Company’s stakeholders 

The most important stakeholders are:

-	 Employees, Collaborators and Trainees: 5 people 
are employed Full-time.

-	 Local Relays: the center which provides 
information and guidance directly to young 
people. Their composition is as follows: three out 
of four are public bodies. The others are private 
bodies (15.3%) and private structures carrying out 
information and guidance activities in agreement 
with a public body (10.8%). They are mostly non-
profit organizations managing services on behalf 
of provinces or municipalities. 

Eurodesk Network composition represents the 
whole of actors working in Italy in the field of information 
and guidance. Being such a complex reality, the result is 
a high amount of policies for the sector regulation (top-
down), and initiatives of the private and public actors to 
meet the needs of local communities (bottom-up).

-	 Users: They are young people in general and 
those working wit them. The age range is 
between 18 and 30. The users either contact 
the organization directly or use the tools 
available online, or visit the local partners. 

-	 Suppliers: External consultants, office suppliers 
and printing companies.

-	 Government bodies: Eurodesk Italy is supported 
by the European Commission (DG Education and 
Culture), and by the Youth in Action National 
Agency of the Ministry of Youth. It is clear that 
public institutions represent an interested party, 
fundamental for the social and economic role of 
the association. 

TABLE 10 . Eurodesk’s stakeholders matrix 
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2.4. Diagnosis

Information was collected through 4 Staff interviews, 
plenary discussions and 3 meetings of focus group.

Plenary discussionFocus group

D
EP

EN
D

EN
CE

INFLUENCE
No-influence Low influence Some influence Formal in�uence

High influence
High 

dependence
Stakeholders

without choices

Medium
dependence

No direct impact
Have other 

choices

Government bodies
Users

Local Relays
Sta�

Suppliers
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Staff interviews 

Questionnaires have been filled up anonymously 
by all five team members. Findings point out a positive 
corporate climate in general. Levels of satisfaction are 
higher relating to:

-	 Quality of internal organization (efficiency, 
effectiveness, leadership, roles and tasks, 
responsibilities, upgrading);

-	 Physical and psychological working context (place, 
schedule, colleagues’ relationship, personal 
satisfaction level).  

The lowest levels of satisfaction refer to items 
linked to internal communication, conflict management, 
training. In particular, there is a need for more feedback 
on the effectiveness of work carried out, more flexibility, 
openness and clarity in accepting and discussing new 
ideas, potential operational problems and/or conflicts, 
and more occasions and opportunities to improve 
competences and skills. In this respect, it underlines the 
importance of regular staff meetings to face problems 
arisen. Referring to the perception of the team members 
of their own work, there is a further confirmation of the 
high level of personal satisfaction and a serene corporate 
climate. Work is being described mostly as: calm, skillful, 
efficient, active, intense, consistent.

Focus groups and plenary discussions

The topics consulted with the external stakeholders 
were as follows: 

-	 Perception of the company, mission, and values
-	 Online services (special focus on the web site)
-	 New projects
-	 Tools

The following expectations and needs were listed:

-	 Revision of tools
-	 Revision of the website content and graphics
-	 More visibility of the network
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-	  

STRATEGY 
RESULTS
3.

The dialogue with the stakeholder allows the 
organization to understand problems, expectations. The 
feedback from the stakeholders allowed a redesign of 
the new web site and some other communication and 
information tools. Training and more organized internal

communication will be the response to staff needs. The 
dialogue with the political bodies will ensure a better 
visibility and reinforce the trust of the organization.

2.5. Action plan

ACTION STAKEHOLDERSEXPECTED RESULTS   

Initiative during
the European year
of poverty and
social exclusion
2010

Monitoring the implementation and evaluation of the state of 
advancement of the local and regional policies in favor of young 
people, based on the principles adopted in the framework on the 
European Youth Pact

3.500€

RESOURCES
BUDGETTIMING

November
 2010 

Eurodesk Italy and 
National Eurodesk 
Network Institutions
and decision makers 
on youth policies

Support to bodies
active in the 
development of 
activities against
exploitation of 
young people’s 
work

Increasing of supporting activities in favour of  KIVA    
http://www.kiva.org 500€

On going  
2010 Internal

External 
Communication

New web site : content, organization and graphics 12.000€July 2010 Internal sta�, 
local partners, 
users, institutions

Handbook
Eurodesk 

Pro�le, tools, quality system 2.500€December
2010

Eurodesk Italy
National Eurodesk 
Network

Human Resources
Training
 

Increase the quality of the info:
    -  LLP – Comenius Actions
    -  Guidance techniques
 

5.000€May
2010

Internal sta�
National Eurodesk 
Network

Calendar of 
Internal Meetings
 

Exchange of information and discussion on new developments
 

2010 Internal sta�

Table 11.  Eurodesk’s action plan





CASE STUDY 4
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PROCESY
INWESTYCYJNE
1.

 

-	 . 

.

and methodology. The main aim is to create solutions for 
increasing the competitiveness of the Polish economy 
by means of development of infrastructure, raising 
the energy efficiency and flexibility of the enterprises, 
and supporting regional development. All activities are 
oriented primarily towards the energy, gas, industry, 
construction and IT sectors, as well as towards local 
authorities and the employment market – especially in 
respect of flexible forms of employment and distance 
work. The company stands out thanks to its activities 
in the area of strategic communication, including 
organization of conferences and debates during which 
experts from Poland and Europe discuss the hottest topics 
connected with economic development in both national 
and international context.

Since its establishment in 2003, this company 
has been active in the fields of consulting, project 
management and organization of communication 
campaigns. Since 1 January 2009 the company operates 
a no-dividend policy and operates in the private sector. 
�The team consists of 9 people, whose work is supported 
by experts in the field

The company mission is to provide first-hand expert 
knowledge to the widespread public in order to enable 
them to actively participate in the political, economic, 
and social life of the country using innovative solutions
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THE
SUSTAINABLE
STRATEGY 

2.

2.1. Introduction

Procesy Inwestycyjne, in the frame of its activity, 
carries out projects in line with sustainable development 
strategy. This especially concerns the management 
strategy, which is directed at creating relationship built up 
upon respect for the employees, business partners and 
members of the public. 

Procesy Inwestycyjne carries out a broad range 
of training and educational and consulting activities in 
respect of the flexibility of the market, increasing the 
efficiency of the Polish economy, energy security, and 
development of the market with a goal of sustainable 
development. Procesy Inwestycyjne is extremely active in 
regards to development of the employment market above 
all, through promotion of solutions aimed at making  the 
traditional employment market more flexible, with the 
support of the possibilities offered by new IT tools. Procesy 
Inwestycyjne is oriented at new projects and activities.

-	 Training, educational, and consulting activities - in 
respect of the flexibility of the market, increasing 
the efficiency of the Polish economy, energy 
security, and development of the market with a 
goal of sustainable development

-	 Flexible forms of work supported by the 
possibilities offered by new IT tools - a chance 
for young mothers or people with disabilities to 
work; partnership for development professional 
organizations in smaller cities

-	 Staff meetings - better communication, 
improvement of the quality of work, and the 
atmosphere between the employees; sharing the 
information about the CSR and the ways to initiate 
the new CSR practices in the company

-	 Partners meeting - a chance to listen to our 
business partners and their proposals for further 
action
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 2.2. Objectives

Procesy Inwestycyjne, as a responsible, independent, 
and market-recognizable partner, creates possibilities 
for conducting public consultations for investment 
projects and provides support for such projects through 
comprehensive identification of social needs and highest-
class expert opinions. With modern communication 
techniques and access to professional expertise, 
Procesy Inwestycyjne implements activities oriented at 
modernization and efficiency in various sectors of the 
economy, including energy, construction, and transport.

Activities carried out by Procesy Inwestycyjne in the 
area of sustainable development include a number of 
social and ecological initiatives:

-	 Cooperation with local authorities and 
investors geared at an increase of their 
investment attractiveness and development of 
efficient management in the area of sustainable 
development

-	 Activities directed toward the development of 
the flexibility of the employment market by 
means of implementation of distance work and 
flexible employment methods

-	 Projects promoting intelligent management 
systems

-	 Projects aimed at the increase of efficiency 
and competitiveness of the Polish economy by 
means of efficient use of workforce, materials, 
energy, and environment

-	 Projects geared at the increase of energy 
efficiency and alternative energy sources 

-	 Organization of informational and educational 
campaigns in the subject area of environmental 
protection and sustainable development

-	 Regular meetings with company’s partners 
assuring efficient communication and 
transparency of the informational process

-	 Cooperation with NGOs, which pursue similar 
goals

Taking into account the implementation of the above 
mentioned activities, the company wants to develop the 
following objectives:

-	 Higher public awareness with regards to energy 
efficiency and sustainable development

-	 Changes in the strategy of management of the 
company

-	 Improvement of communication, understanding 
and cooperation with its partners
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Stakeholders meeting

TABLE 12. Procesy Inwestycyjne’s stakeholders matrix

D
EP

EN
D

EN
CE

INFLUENCE
No-influence Low influence Some influence Formal in�uence

High influence
High 

dependence
Stakeholders

without choices

Medium
dependence

No direct impact
Have other 

choices

Business partners
Employees

Society, 
Competitors

Business/Subject experts
Government regulatory 
agencies Media NGO’s

Partners/Sponsors
Investors

Customers

European Commission
European Parliament

Members of Polish 
Parliament

Ministry of Economy
Ministry of Environment

2.3. Company’s stakeholders 

The most important groups of stakeholders are:

-	 Business partners: 11 strategic partners and 20 
market partners

-	 Employees: a team of 9 people
-	 Sponsors, Investors: individual partners of 

debates, conferences, projects, etc. (on average 
9 partners per each of 13 yearly events)

-	 Competitors: motivation to continuously 
improve our actions

-	 European Institutions, Polish Government:  
patronage, political assistance in the ongoing 
activities

-	 Sector organizations: subject matter support
-	 Polish and European experts: expert assistance 

in the ongoing activities
-	 Clients: companies, institutions, organizations 

cooperating with us in many projects, like 
business partners
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2.4. Diagnosis

Information was collected through questionnaire 
survey (13 questionnaires were filled) and during two 
meetings of the focus group.

Topics consulted to the stakeholders were as follows:

-	 Perception of the company, mission and 
values

-	 Evaluation of operations
-	 Relation with the company
-	 Strengths and weaknesses
-	 Expectations

The following expectations and needs were listed:

-	 A further fruitful co-operation. Further joint 
initiatives, in particular

-	 Innovative projects

-	 More information about current projects 
disseminated

-	 Continuation of ongoing activities and their 
widest possible development, not only in 
Poland but throughout the EU. Promotion of 
international cooperation to implement the 
programmes, which could be a showcase of 
the company

-	 Expansion of scope of activities
-	 Deepening of cooperation, which may 

contribute to the development of both 
company’s and Polish economy

2.5. Action plan

ACTION STAKEHOLDERS BUDGETOBJECTIVES

Listening, Direct
Communication, 
Regular informing

Strengthen dialogue
Organization of multilateral and bilateral discussion session
Create stakeholder panel
Develop newsletter
Request for opinion
 

Business partners: 
KHW, Spec, 
Globema

3900 €

Listening, Direct
Communication,
Regular informing,
Involvement

Strengthen dialogue
Organization of multilateral and bilateral discussion session
Create stakeholder panel
Develop newsletter
Request for opinion
Increase the number of joint projects

NGO: Association 
for E�ciency - ETA 2200 €

Listening, Direct
Communication, 
Regular informing,
Involvement

Strengthen dialogue and partnership
Organize weekly meetings
Organize integration events
Request for opinion
Elaborate training plan

Workers 10000 €

TABLE 13. Procesy Inwestycyjne’s action plan
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STRATEGY 
RESULTS
3.

Thanks to carried out dialogues and meetings, the 
company understands the problems and expectations 
of its stakeholders to higher degree. The company also 
learned the opinions and suggestions regarding its activi-
ties. 

The above brought the remodeling of the company’s 
modus operandi and development of new communica-
tion channels in the form of a weekly newsletter, which 
is disseminated amongst 3000 recipients. The newsletter 
contains news of the company as well as of its partners. In 
a long-term perspective, this proposed plan aims at deep-
ening the relationship with stakeholders, fulfilling their 
expectations, and improving communication. All of the 
above should positively influence the company’s strategy, 
increase its competitiveness, and develop better trust.
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BONA
GENT
1.

-	 To provide society in general with information 
about the disabled world through awareness and 
training campaigns. 

Bona Gent is made up of 20 workers, 190 associate 
members, and 127 volunteers, and it provides a service 
to more than 600 individuals with intellectual disabilities.

   Bona Gent’s volunteers

BONA GENT, AMIGOS DEL DEFICIENTE MENTAL is a 
non-profit organization founded in 1980 and its mission is 
to improve the quality of life of individuals with intellectual 
disabilities and that of their families.

Bona Gent’s goals are as follows:

-	 To favor the enjoyment of leisure and free-
time activities by individuals with intellectual 
disabilities.

-	 To foster their self-determination and integration 
in the environment in which they live. 

-	 To promote alternatives for training, socialization 
and education to encourage personal autonomy 
and independence. 

-	 To support and foster independent lives and offer 
them everything they need to live a quality life. 

-	 To provide support, relief, information, and advice 
for families.

-	 To foster and promote social volunteer work and 
guarantee the corresponding training



69

 St
ra

te
gi

es
 a

nd
 T

oo
ls

 fo
r 

St
ak

eh
ol

de
rs

 E
ng

ag
em

en
t  

- S
tu

dy
 C

as
e 

M
an

ua
l

THE
SUSTAINABLE
STRATEGY 

2.

2.1. Introduction

Bona Gent is one of the institutions in Valencia with 
the greatest impact and highest recognition of its work 
for improving the lives of disabled individuals. It has a 
very positive working climate and relationship with its 
environment and stakeholders.

The good practices developed by Bona Gent include 
the following:

-	 Staff diversity.
-	 Heavy involvement in campaigns and objectives 

related to the awareness of disability.
-	 Local community openness campaigns.
-	 Participation in local activities.
-	 Participation in disability awareness events.
-	 Agreements with occupational centers, the 

tertiary sector, and universities.
-	 Visits to primary and secondary schools.
-	 Help for and collaboration with students.
-	 Training of volunteers.
-	 Flexible working hours, especially for worker 

training. 
-	 Continuous training for workers.
-	 Employment of disabled individuals.

2.2. Objectives

Bona Gent’s stakeholders, especially the families of 
disabled individuals, require the continuous improvement 
of our services and the implementation of new services. 
Together with the reduction of existing resources as a 
result of the current economic situation and competition 
from other institutions in the tertiary sector, these 
circumstances are forcing Bona Gent to find new 
elements so that it can stand out from its collaborators 
and competitors. 

This is the case of the sustainability strategy that is 
being developed with the consultancy services of Instituto 
Valenciano de Atención a los Discapacitados y Acción 
Social. It is considered as an essential feature for the long-
term improvement of the organization’s management 
systems and as a tool for dialogue and understanding 
with its stakeholders. 

The strategy includes the following general 
objectives:

-	 Improvement of the organization’s management 
processes and procedures: obtaining the ISO 9001 
quality certificates and creating performance 
indicators.
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-	 Integration of Bona Gent’s organizational 
culture with its stakeholders.

We must also mention a number of secondary 
objectives:

-	 Improved motivation and involvement of human 
resources and the assurance of their appropriate 
professional performance.

-	 Setting up an appropriate climate and effective 
channels for communication and dialogue with 
stakeholders.

-	 Collaboration with the sustainable development 
of the community.

-	 Commencement of the 9001 quality assurance 
processes.

-	 Improvement of the staff’s professional skills.
-	 Increased staff motivation.
-	 Development of an organizational culture in which 

the workers feel that they take part.
-	 Improvement of the organization’s transparency.
-	 Creation of loyalty in financiers and other 

stakeholders.

2.3. Bona Gent’s stakeholders

Bona Gent’s main stakeholders are as follows:

-	 Workers: 20 people in the following professional 
areas: family care, leisure and free time, adult 
school, independent life service, professional 
training and employment and training in caring 
for the disabled. 

-	 Disabled people and their families.
-	 Financial collaborators:

o	 Local and regional government: City Hall 
of Valencia, Department of Social Welfare 
and SERVEF.

o	 Banks and private enterprise and 
employers.

-	 The tertiary sector: institutions that collaborate 
or compete for existing subsidies and resources.

-	 127 volunteers.
-	 Feaps: Federación de Asociaciones de Padres 

y Familiares de Personas con Discapacidad 
Intelectual. 

The following table classifies the main stakeholders 
according to dependence and influence.
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2.4. Diagnosis

The stakeholders shown in the following table have been consulted (interviews and discussion groups) for the diagnosis.

STAKEHOLDER SAMPLE
4Interviews with management

Interviews with the CSR plan manager

Discussion groups 

Interview with internal stakeholders 

Interview with external stakeholders

2

4

23

11

D
EP

EN
D

EN
CE

INFLUENCE
No-influence Low-level influence Medium-level influence Formal in�uence

High-level influence

High-level 
dependence
Stakeholders

without options

Medium-level
dependence

No direct impact
Stakeholders

with other 
options

Consumer associations

Family of workers

Citizens 
The media

Banks
Local associations 

Board of directors
Feaps

Workers Families
Financial collaborators

(City Hall of Valencia
Department of Social 
Welfare and SERVEF)

Disabled users
Tertiary sector 

(Collaborating institutions,
competitor institutions)

Union 
representatives
 at Bona Gent

Suppliers Union
Opinion leaders

National government
University training

 institutions
Professional

 training institutions

Financial collaborators:
Private enterprise 

and employers
Banks 

Volunteers

TABLE 14. Bona Gent’s stakeholders

TABLE 15. Stakeholders consultations  



72

CO
RP

O
RA

TE
 S

O
CI

A
L 

RE
SP

O
N

SI
BI

LI
TY

Meeting with stakeholders. Reaching the commitment

The issues consulted with stakeholders were as 
follows:

-	 Main concerns regarding the following subjects: 
human resources, local community, the 
environment, occupational hazard prevention and 
ethics

-	 Good practices to be implemented by Bona Gent
-	 Recommendations on professional performance 

and quality in the tertiary sector 
-	 Stakeholders’ perception of the mission, vision 

and following values of Bona Gent: teamwork, 
transparency, commitment, fairness, equality, 
justice, mutual help and innovation

The stakeholders expressed the following concerns 
and requirements:

-	 The stakeholders showed great concern for 
the following issues: local community, human 
resources and the environment

-	 The stakeholders asked Bona Gent to work more 
urgently in the following areas: human resources, 
communication and local community

-	 In particular, they requested the following good 
practices:

o	 Dialogue processes and communication 
(internal stakeholder)

o	 Creation of a special employment center
o	 Extension of agreements and cooperation 

with local entities
o	 Improvement of salary conditions and stability 

for workers (external stakeholders: financial 
collaborators)

o	 Recycling and lower energy and raw materials 
consumption

o	 Continuous training:  study of training 
requirements.

-	 In relation to the mission, vision and values:

o	 Stakeholders requested a review of the 
mission and vision to include all the areas 
and needs affecting disabled individuals.

o	 The values with the best scores were 
justice, fairness and mutual help. 
However, it would be recommendable to 
work on teamwork and transparency.

-	 In relation to the key factors for implementing 
quality, the following suggestions were made:

o	 Support from external institutions 
(Feaps, Ivadis, consultancy firms, local 
and regional government).

o	 Understanding the benefits, being 
constant and making everyone aware so 
that they feel part of the process.

o	 Start with work post indicators.

-	 In relation to the design of performance indicators:

o	 Bear in mind that it is not a trading 
company; focus on tertiary sector 
indicators rather than on disability.

o	 Development of indicators associated 
with the values that have obtained the 
lowest scores: teamwork, transparency, 
and quality.

o	 Clear and concise specification of tasks 
and responsibilities; their control and 
assessment.

o	 Focus indicators on objectives rather than 
on work/hours.

-	 In relation to the environment:

o	 Bona Gent is expected to act accordingly 
(recycling, campaigns with trading 
companies, commitment) and the 
environment should be included in the 
action plan.

-	 In relation to families and disabled individuals:

o	 There is a good relationship and listening, 
but there is no clear communication 
procedure.
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o	 Good relations with workers, disabled 
individuals, and families; good working 
climate.

o	 A more business-like and less paternalistic 
strategy was requested.

2.5. Action plan

The results of the diagnosis and the action plan 
proposal were sent to Bona Gent’s stakeholders. They 
were also called to a meeting so that everyone could 
reach a commitment to sustainability that showed their 
concerns and developed actions with which everyone 
could collaborate. 

The participation and availability of all the 
stakeholders at the meeting was excellent. Various

working parties were created with representatives 
from the different stakeholders. 

All the efforts have been brought together through 
the creation of an action plan that shows the work areas, 
general and operative objectives, actions that are to be 
taken, persons responsible and participants, budget, 
timing for the actions and assessment indicators. The 
work areas included in the action plan are as follows:

o	 Human resources
o	 Dialogue with stakeholders
o	 Community relations

TABLE 16. Bona Gent’s action plan

ACTION STAKEHOLDERS BUDGETOBJECTIVES

Human resources

Improve motivation and involvement of human resources and the 
assurance of their appropriate professional performance
Improvement of the sta�'s professional skills
Increased sta� motivation
Improvement of the organization's management
Commencement of the 9001 quality assurance processes
Improvement of measures for the work-life balance
Improvement of professional performance
Improvement of the collection of information on good practices 
already in place
Improvement of the decision-making process based on results
Improvement of the employment/procurement procedures
Setting-up of criteria to foster internal promotion
Improvement of the workers' sense of belonging to the 
organization
Development of an organizational culture in which the workers 
feel that they take part

Workers

Disabled users

Board of directors

Volunteers

4500 €

Dialogue with
stakewolders

Setting up  an appropriate climate and e�ective channels for 
communication and dialogue with stakeholders.
Improvement of the working climate.
Increase of trust in Bona Gent.
Improvement of communication with stakeholders.
Improvement of the organisation's transparency.
Creation of loyalty in �nanciers and other stakeholders.
Inclusion of stakeholders in CSR and sustainable development 
processes.
Improvement of stakeholders' knowledge of Bona Gent’s 
organizational context.
Improvement of the organization's credibility and reputation

All stakeholders 3500 €

Community
relations

Collaboration with the sustainable development of the 
community.
Cooperation for dealing with problems and opportunities more 
e�ciently in order to change the rules of the game.
Increase of the stakeholders' reputation and trust.
Promotion of the employment of the disabled.
Creation of loyalty in customers and other stakeholders.

All stakeholders 5000 €
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STRATEGY 
RESULTS
3.

Bona gent has improved its knowledge of its 
stakeholders’ concerns and requirements and, therefore, 
those of its community. It also has a clear reference of the 
good practices it needs to put in place and the strategies 
it needs to follow to improve its sustainability.

Accordingly, it has had to create new relations and 
communication channels with stakeholders. 

The information that has been collected and the 
meetings that have been held with stakeholders, together 
with the joint commitment, have led to the creation of 
working parties and common actions that are having 
a clear healthy effect on Bona Gent’s management and 
image, on disabled individuals and on the community in 
general.

It is a clear example of teamwork that involves all 
the stakeholders for the benefit of one single objective: 
improving the quality of life of disabled people.
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CASE STUDY 6
Spain
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CTL
1.

Compañía de Tratamientos de Levante is a trading 
company specializing in public health and pest control on 
an environmental and phytosanitary level. It also carries 
out work to control and prevent legionnaire’s disease and 
provides general hygienization services.

In 2009, its turnover totalled €2 million and it had 37 
employees working at 3 delegations.
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THE
SUSTAINABLE
STRATEGY 

2.

2.1. Introduction

CTL is an efficient, innovative company with a 
clear commitment to many of the areas of sustainable 
development, especially those associated with the 
environment. 

The good practices developed by CTL include the 
following:

-	 ISO 14001 environmental management system
-	 ISO 9001 quality management system
-	 Salaries higher than the levels provided in the 

union agreement and above the sector average. 
-	 Continuous worker training
-	 High level of professional stability
-	 Purchases made from special employment centers
-	 Employment of disabled individuals
-	 Donations to the tertiary sector
-	 Free provision of services.

It is particularly concerned for its workers’ 
professional situation and that its relations with its 
stakeholders are satisfactory.

2.2. Objectives

The continuous improvement processes (quality, 
efficiency, and innovation) put in place by CTL push it 
towards a permanent search for new sectorial positioning 
methodologies, learning, and relations with its economic 
and social environment.

Its sustainability strategy is considered by CTL as a 
tool that fits in seamlessly with its strategic objectives. 

Accordingly, the strategy includes the following 
general objectives:

-	 Improvement of corporate efficiency through the 
creation and/or improvement of management 
processes.

-	 Promotion of innovation in the sector.
-	 Development of a new business culture that 

makes CTL a reference company in the areas of 
sustainability, efficiency and innovation.

-	 Improvement of the quality of the services it 
provides.

-	 Increase of its stakeholders’ reputation and trust.
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We must also mention a number of secondary 
objectives:

-	 Improvement of the use and implementation of 
communication and data processing technologies.

-	 Improvement of communication with stakeholders 
and between delegations.

-	 Improvement of CTL’s operating processes: 
datasheets, documentation, daily planning, new 
products and treatments, customer service and 
satisfaction.

-	 Improvement of awareness of the customer’s 
requirements.

-	 Improvement of innovation in products and 
services.

-	 Creation of an action protocol for the 3 
delegations.

-	 Improvement of measures for recycling and 
reducing the consumption of energy and raw 
materials.

-	 Learning about new products and services.
-	 Improving efficiency in the combination of 

resources (knowledge, people, financial and time 
resources).

-	 Improvement of sector competitiveness.

2.3. CTL’s stakeholders

CTL’s main stakeholders are as follows:

-	 Workers: 37 people distributed across two 
functional areas: administrative staff and 
treatment appliers.

-	 Customers:

o	 Local and regional government. cleaning 
of sewers, natural parks and gardens, 
hospitals, residences and schools. 

o	 Private enterprise in the agriculture and 
foodstuffs sector.

o	 Private enterprise in catering and hotel 
and restaurant services.

-	 Suppliers of specific materials for treatments.

The company’s secondary stakeholders include:

-	 Universities (key factor for improving innovation 
in the sector), competitor companies and business 
organizations.

The following table classifies the main stakeholders 
according to dependence and influence.
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2.4. Diagnosis

The stakeholders shown in the following two tables have been consulted (interviews and discussion groups) for 
the diagnosis.

STAKEHOLDER SAMPLE
31Workers

Owners

Suppliers

Customers

1

2

12

TOOL SAMPLE
2Interviews with management

Interviews with the CSR plan manager

Discussion groups 

Interview with internal stakeholders 

4

6

32

Interview with external stakeholders 14

D
EP

EN
D

EN
CE

INFLUENCE
No-influence Low-level influence Medium-level influence Formal in�uence

High-level influence
High-level 

dependence
Stakeholders

without options

Medium-level
dependence

No direct impact
Stakeholders

with other 
options

Union representatives at 
the company

Consumer associations

Union
Tertiary sector

Opinion leaders
National government

Family of workers 
Suppliers

Workers
Shareholders/owners

University training 
institutions

Professional training 
institutions Citizens 

The media

Future/potential consumers
Banks

Customers (private 
companies, local and 
regional government)

Competitors and business 
representatives

TABLE 17. CTL’s stakeholders

TABLE 18. CTL’s stakeholders consultations

TABLE 19. Information collection sample
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The issues consulted with stakeholders were as follows:

-	 Main concerns on the following subjects: human 
resources, local community, the environment, 
occupational hazard prevention and ethics.

-	 Good practices to be implemented by CTL.
-	 Main factors for innovation and efficiency in the 

sector.
-	 Stakeholders’ perception of the following values 

of CTL: teamwork, transparency, fairness, quality, 
flexibility, commitment, innovation and ecology.

With the following concerns and requirements:

-	 The workers suggest that CTL should develop 
practices associated with human resources and 
occupational health and safety. 

-	 In particular, they requested the following good 
practices:

1.	 Improvement of the workers’ salary 
conditions.

2.	 Use of renewable energies.
3.	 Processes for communication and dialogue 

with workers.
4.	 Occupational health and safety:  increase in 

the workers and the union’s participation in 
the measures that are to be developed.

5.	 Measures for recycling.
6.	 Direct employment of people in vulnerable 

situations.
7.	 Environmental training.
8.	 Lower consumption of raw materials.
9.	 Creation of a code of conduct.

-	 According to the replies given by the stakeholders, 
CTL’s values are a positive framework of reference 
for the company’s actions. Particular emphasis is 
placed on flexibility. However, the value with the 
lowest score was transparency.

-	 In relation to the key strategic factors associated 
with innovation, special mention must be made of 
the stakeholders’ following suggestions:
o	 Setting-up of a clear methodology for 

innovation: objectives, resources, phases, 
actions, meetings, managers, incentives, etc. 
It must be applied on the same level at all 
three delegations. Nothing should be left to 
improvisation.

o	 Staff should be equipped with new 
technologies: PDAs, laptop computers, 
online databases, computerisation of 
documentation, incident logs, etc.

o	 Services should be diversified.
o	 Communication: it needs to be improved with 

customers to anticipate their requirements, 
improved between departments and the 
monitoring of treatments needs to be 
assessed, etc.

o	 Human resources: training, incentives, 
diversity (younger staff), etc.

-	 In relation to improved efficiency at the company, 
the following suggestions were made:
o	 Improvement of clothing, vehicles, and 

auxiliary materials. 
o	 Improvement of the warehouse stock of 

products and daily planning (in writing) of 
the appliers.

o	 Improvement of process management to 
include innovation and communication.

o	 Unification of procedures for all three 
delegations.
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2.5. Action plan

The results of the diagnosis and the action plan 
proposal were sent to CTL’s stakeholders. They were 
also called to reach a commitment to sustainability that 
reflected their concerns and to develop actions in which 
everyone could take part. 

This phase was brought together through the 
creation of an action plan that is to show the work areas, 
general and operative objectives, actions that are to be 
taken, persons responsible and participants, budget, 
timing for the actions and assessment indicators.

In our case, the work areas to be developed are as 
follows:

o	 Preparation of a communication plan.

o	 Creation of a dialogue board to improve 
innovation and efficiency in the sector.

The basic content of the action plan is shown in a public commitment made by CTL to its stakeholders and to 
sustainable development (www.ctl-plagas.com). 

ACTION STAKEHOLDERS BUDGETOBJECTIVES

COMMUNICATION
PLAN

Improvement of the use and implementation of communication 
and data processing technologies
Increase of trust in the company
Improvement of communication with stakeholders and between 
delegations
Improvement of the organization's transparency
Improvement of CTL's operating processes: datasheets, 
documentation, daily planning, new products and treatments, 
customer service and satisfaction
Improvement of awareness of the customer's requirements
Improvement of the organisation's credibility and reputation

Participation of all 
stakeholders in the 
action

6500 €

CREATION OF A
DIALOGUE BOARD 
TO IMPROVE 
INNOVATION AND
EFFICIENCY IN THE
SECTOR

Improvement of innovation in products and services
Uni�cation of procedures at all 3 delegations
Improvement of measures for recycling and reducing energy and 
raw materials consumption
Improvement of service quality
Learning about new products and services
Improving e�ciency in the combination of resources 
(knowledge, people, �nancial and time resources)
Distinction as an innovative company
Reduction of costs through the reduction of energy consump-
tion, savings in materials and gas emissions
Improvement of sector competitiveness

Participation of 
universities, 
suppliers, workers, 
competitors and 
government

7000 €

TABLE 20. CTL’s action plan
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RESULTS OF 
THE STRATEGY
3.

CTL has improved its knowledge of the stakeholders’ 
concerns and requirements. It has also been informed of 
the good practices and processes it could put in place to 
satisfy its stakeholders’ expectations and become a more 
efficient and innovative company. 

Having been implemented, these actions are now 
improving the company’s relations with its stakeholders. 

In the short-term, new communication channels have 
been created and new processes are being implemented. 
Furthermore, procedures are being unified for all three 
delegations. 

In the long-term, the systematization of the 
innovation and efficiency processes, together with the 
dialogue board that has been set up, will position CTL as a 
reference company in terms of efficiency and sustainability 
for its stakeholders. 

It seems probable (one long-term assessment 
remains pending beyond the time horizon of the Symbiosis 
project) that the strategy will have a positive effect on the 
company’s competitiveness and its reputation and trust 
with regard to its stakeholders.

Finally, CTL is closely associated with government. 
The development of a sustainability strategy (good 
environmental practices, excellence in compliance with 
the quota for employing disabled individuals and the 
publication of a future sustainability report) is beginning to 
be highly valued in the public administration procurement 
processes and it is expected to become mandatory in the 
future.



Section A

Benchmarking
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Introduction
1.

Set out below is a comparative (benchmarking) study 
of the five strategies developed by the project partners 
according to Standard AA1000.

In order to do this, partners have been asked to 
provide information about the following aspects:

-	 Main obstacles found in each phase of the 
strategy.

-	 Positive aspects that strengthen each phase of 
the strategy.

-	 Deviations with respect to the AA1000 Standard 
in each phase of the strategy.

-	 Conclusions.

Firstly, we have drawn up a general table with the 
final conclusions, main obstacles, positive aspects and 
deviations.

These are followed by 2 tables containing information 
regarding:

-	 Obstacles found in the implementation of the 
strategy broken down by country and stage of 
the same.

-	 Positive aspects of the strategy broken down by 
country and stage.

Highlight that there have been very few deviations 
from the AA1000 Standard which have not been 
incorporated into the aforementioned table.

Lastly, and due to the importance in the development 
of the strategy, the following information has been 
included:

-	 Expectations and needs shown by the 
stakeholders, broken down by country and 
according to whether the group is internal or 
external.

-	 Indicators in the action plan for the two areas that 
have been most highly developed by partners: 
communication and human resources.
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      o  The AA1000 standard has been considered by the partners a very valuable tool for helping organizations to think strate-
gically
      o  Some organizations do not have a business strategy. The change towards strategic thinking may cause certain adapta-
tion problems
      o  The strategies put in place by partners have been carried out according to the AA1000 with minimum deviations 
      o  When starting the strategy it must be taken into account that quali�ed professionals and the participation of the entire 
organization will be needed (with emphasis on the management of the organization) as well as su�cient economic resources 
so as not to paralyse the process and guarantee compliance with the objectives
      o  Di�culties were identi�ed in the classi�cation of stakeholders. Dependency and in�uence are concepts that require a 
lot of resources for them to be understood and applied in practice
      o  The information obtained from the consultations with the stakeholders is extremely valuable to the organization. Many 
of their needs and expectations are connected with the improvement of processes of dialogue, transparency, communica-
tion, and human resources
      o  The attitude (reluctance to participate; lack of opinion, time or knowledge) of some external stakeholders has made it 
di�cult to obtain information and obtain commitment. It would be advisable to �nd new formulas for participation and 
commitment with the external stakeholders
      o  The partners have made numerous commitments to their stakeholders. Achievements that have been considered an 
excellent way of learning and mutual short and long-term bene�t
      o  Certain di�culties were identi�ed when distinguishing the concept of good practice and what are good practices in the 
sector 
      o  Indicators are an essential piece of the strategy; but their creation, implementation and monitoring poses problems
      o  Participation of a facilitator or external mediator may be very helpful to inspire trust and to obtain more objective 
information

BENCHMARKING CONCLUSIONS

Obstacles found in the 
development of the 

strategy
Positive aspects

Deviations from the 
AA1000 Standard

   •  Difficulty obtaining information 
about the situation and good sector 
practices
   •  Lack of certified organizations 
(AA1000, SA8000) to serve as an 
example
   •  Difficulty identifying the "good 
practice" concept
   •  Difficulty diagnosing the stakehold-
ers according to the "dependency" and 
"influence" categories 
   •  Lack of understanding, participation 
and commitment of some stakeholders 
(external)
   •  Difficulty creating and applying the 
indicators

   •  Understanding good practices and 
situation of the sector is essential to be 
able to understand the situation of the 
organization
   •  Having another type of certification 
(ISO, SA8000....) is very helpful
   •  Create the objectives between the 
largest number of stakeholders sets the 
basis for greater commitment in future
   •  The information obtained from 
consulting with the stakeholders is 
extremely valuable to the organization
   •  The action plan is an essential tool in 
the process
   •  The benefit of using open question-
naires rather than using closed 
questionnaires 
   •   Use of a facilitator (external expert) 
raises con�dence levels among 
stakeholders and the objectivity of 
their responses
   •  High commitment to participation 
in the strategy reached by some 
stakeholders and the long-term 
bene�ts involved 

    •  Closed questionnaires
   •  Different mechanisms for listening 
to stakeholders
    •  Failure to notify the stakeholders of 
the results
  • Not all dimensions were used to 
classify the stakeholders. This was 
primarily based on external/internal 
and dependence and in�uence
 

TABLE 21. Benchmarking Conclusions. Obstacles, positives aspects and deviations
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Phase Portugal Spain Italy Poland

Description of 
organization

Sector of good 
practices

Lack of sustainability 
reports, lack of participation 
by stakeholders and very 
little information on the 
organisations' websites
Lack of certi�ed third sector 
organizations in AA1000 to 
serve as an example

Lack of agreement on the 
"good practice" concept.
Lack of information on good 
practices in the third sector

There are no AA1000 
certi�ed organizations that 
can serve as examples

Social Responsibility of the 
organization and sustain-
ability are little-known 
concepts in Poland. 
Obtaining information 
about them can sometimes 
be di�cult
There are no references of 
AA1000 certi�ed organisa-
tions

Organizational 
practices and 
their impacts

Di�culty for organizations 
to organize and evaluate 
their practices and impact 
and incorporate them in the 
organization's strategy

Lack of awareness of the 
"good practice" concept
Di�cult to evaluate because 
the organization does not 
have  indicators of good 
practices 
Very di�cult to assess the 
impact of each of the 
practices

Some di�culty de�ning the 
organization's good 
practices 

Main challenges 
and objectives

Some di�culty identifying 
the objectives of the 
strategy because there is no 
business strategy with 
de�ned objectives and 
challenges in place.

Stakeholders’ list 
and listening

Framework with 
several 
categories on 
issues by 
segment of 
stakeholders

Di�culties were identi�ed in 
the de�nition and classi�ca-
tion of the stakeholders. 
Speci�c knowledge is 
required to do this
They have been classi�ed 
only by dependency and 
in�uence
One important stakeholder 
didn’t send any answer to 
book the interview. 

High number of stakehold-
ers and listening in a short 
space of time.

- Concern to design an easy 
and �exible format, 
considering the signi�cant 
number and diversity of 
stakeholders (not forgetting 
the key issues that should be 
focused).

An external person would 
have created a better 
climate for obtaining more, 
better quality information , 
in what concern to the 
internal stakeholders. 

High consumption of 
human and economic 
resources
Need for training in 
concepts such as "stakehold-
ers", "dependency" or 
"in�uence"
It was necessary to create 
several discussion groups 
with workers and directors 
to classify the stakeholders
Di�culty �nding the right 
person to represent the 
stakeholders
Lack of interest or time for 
accessing interviews
Internal stakeholders 
showed greater interest, 
although they found it 
di�cult to understand the 
strategy
The use of closed questions 
has generated statistical 
validation problems because 
the sample was insu�cient.

Di�culty classifying the 
stakeholders according to 
the "dependency" and 
"in�uence" categories
To gather the information 
from the internal stakehold-
ers, a specialised organiza-
tion was hired, which made 
the process too expensive
Lack of interest and/or time 
on the part of some 
stakeholders
They are not interested in 
external stakeholders and 
have no opinion on the 
values, mission and vision of 
Eurodesk
.

Di�culty understanding the 
terms "dependency" and 
"in�uence"
Lack of interest from 
external participating 
groups

.

TABLE 22. Obstacles found in each phase of the sustainability strategy
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Phase Portugal Spain Italy Poland

Summing report

Di�culty experienced by 
external stakeholders 
evaluating the mission and 
values
When there is no business 
strategy, it is more di�cult 
to position the organization 
in actions related to 
sustainable development

Demands great e�orts in 
terms of time for gathering 
the information in a way that 
can be understood by all the 
stakeholders

Di�culty categorizing all the 
information gathered from 
the stakeholders due to its 
diversity

Eurodesk depends directly 
on European Union strategy, 
which is often not clear 
about what it needs

Action plan
Di�culty ensuring the 
action plan contains actions 
that take into account the 
needs of all stakeholders.

Di�culty converting all the 
information gathered into 
speci�c actions that are of 
interest to the di�erent 
stakeholders
Lack of economic budget for 
carrying out the strategy

Commitment

Position of 
organization: 
mission, vision, 
values, role in 
society

Sometimes it has not been 
possible to convert the 
objectives and challenges 
into commitments with all 
stakeholders.

Di�cult-to-understand term
Di�culty reaching 
commitments in which all 
stakeholders will participate

Di�culty obtaining 
commitments in which an 
important public organiza-
tion like Eurodesk will take 
part.

Indicators
Di�culty in the selection of 
the best indicator for 
evaluating the actions

Lack of experience in the 
organizations in creating 
indicators

Di�culty creating indicators, 
especially qualitative 
indicators
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Phase
 strategy Portugal Spain Italy Poland

Description of 
organization

Sector of good 
practices

This phase forces the 
organization to think about 
the evolution of the sector in 
which it carries out its 
activities

Stable organization and 
description agreed with all 
the stakeholders

The information gathered is 
essential to understand the 
organization that will be 
carrying out the strategy

Re�ection that provides a lot 
of information for improving 
understanding of the 
company itself and its initial 
position with regard to the 
strategy

Ability to reach an internal 
consensus with regard to 
the description of the 
organization

It is very important to see 
the di�erences between the 
organization's good 
practices and those carried 
out in the sector. This 
situation will help it to 
de�ne its objectives

Essential information to be 
able to look at what the 
company is doing in 
comparison with the rest of 
the sector

The company has a good 
understanding of its 
situation in the sector in 
Poland and in the general 
economy

Organizational 
practices and 
their impacts

This phase will help to 
organize good practices and 
their communication to 
stakeholders. This makes it 
possible to check their state 
of maturity in the organiza-
tion

SA8000 certi�cation has 
helped the organization to 
organize its good practices

The good practices of the 
organization and the sector 
have made it possible to 
understand which should be 
introduced in the company 

Main challenges 
and objectives

Stakeholders’ list 
and listening

Framework with 
several 
categories on 
issues by 
segment of 
stakeholders

Strong commitment from all 
the stakeholders
High level of coherence in 
the answers from all the 
stakeholders: Improved 
communication
Many references to positive 
aspects of the functioning of 
each of the organizations
The information obtained 
helped them to understand 
the company from an 
external point of view
The clear perception of the 
concept of "dependency" 
and the implications of 
political relations in the 
organisation were outstand-
ing
The "focus group" method-
ology was outstanding 
because of the information 
gathered and the short time 
necessary for developing it
The open questions were a 
very positive element for 
gathering information

Facilitates understanding of 
the organization's surround-
ings and who is important to 
it
The information from the 
stakeholders is extremely 
useful to the organization
Some stakeholders showed 
a lot of interest in develop-
ing a sustainability strategy 
and want to see how the 
process ends

The stakeholders have a 
clear role in the organiza-
tion.
The information obtained 
from the stakeholders has 
been very useful, and it is 
hoped this will continue in 
the future
The importance of direct 
interviews with stakeholders 
is outstanding because of 
the information obtained

.

With this phase, awareness 
of the role of stakeholders in 
the functioning and 
compliance of the organiza-
tion's objectives increased.
The use of open question-
naires has generated a high 
level of satisfaction because 
of the wide variety and 
wealth of information 
obtained.
Some groups interviewed 
showed great interest in the 
process and a lot of interest 
in the process and o�ered a 
lot of information

.

The involvement of the 
management team and the 
rest of the sta� when 
designing the objectives

This information is 
considered essential 
because it will determine 
the rest of the strategy
The more time is spent on 
this the better when it 
comes to understanding 
the organization and the 
�nal results of the strategy

This phase was carried out 
in collaboration with the 
di�erent stakeholders, 
which has created high 
expectations and has been 
bene�cial to the �nal result

The identi�cation of the 
company's main challenges 
is vital to identify and 
achieve essential objectives

TABLE 23. Positive aspects of each phase of the sustainability strategy
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Portugal Spain Italy Poland

Summing report

The stakeholders that 
answered questions about 
their mission, vision and 
values provided excellent 
information
Because these were closed 
questions, the information 
provided in score form was 
very simple to evaluate

Mission, vision, values, role 
in society of APCC are 
de�ned for some years ago.

Special tool for preparing 
the action plan
The summary has been 
communicated to the 
stakeholders, creating high 
expectations

Key tool that constitutes the 
basis for the future action 
plan

The information obtained 
will contribute important 
and positive changes in the 
organization

A report has been prepared 
on the organization's 
strategy position according 
to its main stakeholders

The re�ection and 
information obtained served 
to give a clear understand-
ing of the organization in its 
environment

Action plan
 The action plan gives 
answer to the stakeholders 
needs

They took part in their 
preparation and many of 
them are responsible for the 
stakeholders. A situation 
that is very well thought of 
by all the participants

Some actions were 
considered very positive 
because they were the result 
of continuous dialogue with 
stakeholders

Setting the actions out in 
the action plan makes it 
possible to understand the 
entire process and the 
changes that are to be made 
in the company

Commitment

Position of 
organization: 
mission, vision, 
values, role in 
society

Making commitments to 
stakeholders produces great 
mutual bene�t: Share 
experiences and practices, 
analyze trends and 
publicizing the results 
obtained

Eurodesk users (young 
people) have  actively taken 
part and they are very 
committed to continue to 
take part in the project.

Indicators
Essential for monitoring the 
plan and communicating 
with stakeholders

Essential for monitoring the 
plan and for communication 
with stakeholders

Essential for monitoring the 
plan and for communication 
with stakeholders

They are considered 
essential for monitoring the 
action plan

Several commitments have 
been made with stakehold-
ers and which have been 
made public. The stakehold-
ers seem very satis�ed with 
the results and are willing to 
collaborate
Obtaining commitments in 
meetings with all the 
stakeholders has been 
successful

Phase
 strategy
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Portugal Spain Italy Poland

INTERNAL STAKEHOLDERS

EXTERNAL STAKEHOLDERS

   -  Internal communication
   -  Recycling
   -  Concern about the impact that 
new services may have
   -  Maintain the leadership role to 
in�uence political decisions and be 
able to change attitudes

   -  Communication and dialogue 
processes with workers
   -  Improving workers' pay 
conditions
   -  More stable employment
   -  Environment: Use of renewable 
energies, lower consumption of raw 
materials and recycling
   -  Health and Safety at work
   -  Continuous training for 
workers

   -  Continuation of ongoing 
activities and their widest possible 
development, not only in Poland 
but throughout the EU 
   -  More information about current 
road projects sending by e-mail
   -  Deepening cooperation
   -  Further joint initiatives - in 
particular, innovative projects.

   -  Internal communication
   -  Evaluation and communicat-
ing the work done

   -  Di�culty distinguishing the 
organization's image (logo)
   -  Coordination between services 
and their continuity.
   -  Monitoring �nished projects
   -  Maintenance of and more 
projects, cooperation and association
   -  Creation of a consortium in the 
health area
   -  Lead a national network in the 
rehabilitation area
   -  Think strategically, innovatively, 
and sustainably, which guarantees 
the continuity of the organization
   -  Maintain the leadership role to 
in�uence political decisions and be 
able to change attitudes
   -  Invest in services for the 
community that can generate 
bene�ts in the organization
   -  Continue to be leaders in values 
such as solidarity and sustainable 
development

   -  Communication, dialogue and 
transparency
   -  Improving workers' pay 
conditions
   -  More stable employment
   -  Improved links with the local 
community: more open
   -  Increased participation in 
networks, cooperation and 
associations
   -  Environment: recycling

   -  Di�culty �nding information.
   -  Di�culty becoming a member of 
the organization
   -  Di�cult to use tools
   -  Too much information.  Di�cult 
to classify and understand

   -  Di�culty understanding the 
sustainability strategy they are 
carrying out
    -  Need for investment to improve 
the quality of the service and 
development of the organizations

TABLE 24. The stakeholders’  main expectations and needs
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COMMUNICATION HUMAN RESOURCES

 - Preparing a dialogue and communication plan with stakeholders. 
Preparing the process according to the 9001 quality standard
 - Technology: number of requests and number of teams incorporated
 - Number of panels, meetings and discussion groups (thematic, training 
and in collaboration with the IG) formalised by meeting and minutes. 
Number of reports drafted
 - Number of proposals for improvements broken down by interest group
 - No. of public events related with the CSR organised: holdings in 
companies
 - No. of public events related to the social actions organised
 - No. of people attending these events
 - Channels for dialogue created with stakeholders: interviews, discussion 
groups, mail, etc.
 - No. of invitations to participate in public events
 - No. of elements for raising awareness created: publications, lea�ets, 
products, internal/external communiqués, intranet
 - Communication spend
 - No. of suggestions and no. of complaints, percentages seen to and 
resolved
 - Knowledge of the communication plan and its actions by stakeholders. 
Valuation scale
 - Customer satisfaction broken down by stakeholders
 - Evaluation of the degree of transparency of the organisation perceived 
by the stakeholders
 - Evaluation of the degree of compliance with the expectations of the 
stakeholders
 - Evaluation of the degree of compliance with the organisation's CSR 
commitments
 - Creation of CSR commitment
 - Publication of the CSR commitment
 - Drafting of the sustainability report
 - Publication of the sustainability report
 

 - Diversity: Number of workers broken down by gender, age, disability 
and country of origin. Number of disabled people taking part in the 
selection processes. 

 - Job stability: Average seniority of workers broken down by gender, 
country of origin, age and disability. Percentage of people with stable 
contracts in the organisation broken down by professional category, area 
and gender.

 - Preparation of a performance and professional development 
evaluation system. Preparation of the process according to the 9001 
quality standard. Client satisfaction. Evaluation by workers of the 
performance evaluation system. Number of meetings formalised in calls 
and minutes. Number of proposals for improvements, broken down by 
interest group No. of group discussions carried out. No. of people 
evaluated broken down by gender, category and department.

 - Creation of a procedure for selecting and promoting sta�.  Prepara-
tion of the process according to the 9001 Quality Standard. Number of 
meetings formalised by call and minutes. Number of proposals for 
improvements broken down by interest group. Level of transparency 
perceived by the stakeholders. Percentage of workers taking part in the 
internal promotion processes. Percentage of workers selected according 
to the internal selection procedure.

 - Preparation of the Continuous training plan. Preparation of the 
process according to the 9001 Quality Standard. Number of meetings 
formalised by call and minutes. Number of proposals for improvement. 
Total training hours broken down by gender, category and whether or 
not they take place during working hours. Percentage of people surveyed 
in the needs study. No. of discussion groups held in the needs study. 
Percentage of training hours in work hours per annum and employee 
broken down by gender and category. Total no. of courses. No. of training 
activities available. Percentage of people training during work hours 
subsidised by the organisation. Percentage spends on unsubsidised 
training compared with the total cost. Client satisfaction. Evaluation of 
training given by pupils. Scale of 1 to 10. Customer Satisfaction. 
Evaluation of the continuous training plan by workers. Scale of 1 to 10.
 
 

TABLE 25. Main indicatores inclued in the  action plans according to the two main action
areas developed by the partners
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Section d
RECOMMENDATIONS  
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In this section is presented the most important 
recommendations reached by the “Symbiosis” partners 
after two years of work:

-	 Universities: 

o	 Integrate on Universities curricula all the 
principles of sustainable development 
and give one big focus on stakeholders 
engagement methodology;

o	 Develop academic works and papers 
concerning sustainable development and 
stakeholder’s engagement (Degree, Masters 
and PHD);

o	 Integrate sustainable development and 
stakeholder’s engagement in the global 
strategy of the university.

-	 Companies:

o	 Integrate stakeholders engagement 
methodology in the sustainability strategy of 
the company as one of the most important 
topics to be covered and in a transversal 
aprroach;

o	 Invest in enhanced training of managers 
on sustainability issues (covering different 
duration and levels). Sustainability 
introduction courses could be an excellent 
proposal;

o	 It must be taken into account the different 
long term characteristics and resources 
of SME and 3rd sector entities taking into 
account difficulties with understanding the 
strategy;

o	 Involvement of employees and their 
integration around corporate values. 
Need for individualization of stakeholder 
engagement tools – adaptation thereof 
to market conditions and specific firms or 
organizations.

-	 NGO´s and 3rd Sector:

o	 To converge their business and development 
strategy in a sustainability strategy with 
a very big focus on the engagement of 
stakeholders. Reinforce the importance of 
partnerships between NGO´s/3rd sector and 
the business world;

“Humanity has largely had and Exploitative rela-
tionship with our planet; we can, and should, aim to 

make this a symbiotic.”

Michael Mack, Syngenta International AG



95

 St
ra

te
gi

es
 a

nd
 T

oo
ls

 fo
r 

St
ak

eh
ol

de
rs

 E
ng

ag
em

en
t  

- S
tu

dy
 C

as
e 

M
an

ua
l

o	 Improving the provision of education and 
skills, and measuring a new concept of value 
within organizations as critical conditions to 
reinforce the positioning of 3rd sector;

o	 Providing formal education as the top 
development issue on the NGO’s minds. 
Beyond training the next generation one 
critical imperative is the need to invest in 
enhanced training of people working on 3rd 
sector as one of the critical development 
issues for the future success of their 
capacity to influencing their approach to 
sustainability. “Currently, the burning issue is 
how to better incorporate sustainability into 
daily practice”. 

-	 Media:

o	 Change editorial policies in order to place 
more importance in the communication 
of good practices concerning sustainability 
policies, multi-stakeholders projects, etc., 
whether it is a company, a university, or an 
NGO;

o	 Training and awareness of media about these 
themes.

- Public Institutions

o	 The public institutions must be involved and 
develop these strategies, not only limited to 
the creation and regulation of laws;

o	 The need to create instrument informing 
of possibilities for taking advantage of the 
opportunities connected with stakeholders’ 
engagement.





Section  E
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WEBSITES
- www.inr.pt

- www.appacdmcoimbra.pt

- www.assol.pt

- www.cercilei.pt/

- www.dianova.pt

- www.espacot.pt/

- www.scmp.pt

- www.associacaosalvador.com/

- www.cvp-braga.com.pt

- www.amnistia-internacional.pt/

- www.gulbenkian.pt

- www.imvf.org/

- www.oikos.pt

- www.serralves.pt/

- www.ami.org.pt/

- www.sairdacasca.com

- www.sustentare.pt

- www.bcsdportugal.org

- www.orse.org

- www.inde.pt

- www.mtin.es/es/sec_trabajo/autonomos/economia-soc/RespoSocEmpresas/index.htm

- www.observatoriorsc.org/

- ec.europa.eu/enterprise/policies/sustainable-business/corporate-social-responsibility/index_en.htm

- ec.europa.eu/social/main.jsp?catId=331&langId=en

- www.csreurope.org

- www.ivadis.com

- www.stakeholderresearch.com

- www.accountability.org.uk

- www.sustainability.com

- www.i-csr.it/home/index.php

- www.fob.org.pl

- www.csrmanagernetwork.it/

- www.rgassociati.it


