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Abstract 
 

Title: Safeguarding Brand Reputation through Sustainable Sales - A Case Study on 

Volvo Construction Equipment 

Author: Ludvig Danielsson 

Supervisor: Jan Alpenberg 

Examiner: Fredrik Karlsson, Elin Funck 

 

Background and problem: When the Export Credit Guarantee Board in Sweden 

started increasing the demands on sustainability control for all credit applications, 

Volvo Construction Equipment implemented a pilot process to assess the sustainability 

risks in customers’ business. As the pilot progressed, new purposes emerged to also 

avoid engaging in business relations with irresponsible customers and thus avoid 

reputational damage. However, this require improved efficiency, clarification, and 

scope of the process to include all deals. 

 

Purpose: The overall purpose of this thesis is to develop a process devoted to control 

the reputational risk companies are exposed to when engaging in B2B relations with 

customers not complying to their sustainable responsibilities.  

 

Method: The purpose is achieved through a case study on Volvo Construction 

Equipment. The first part includes a critical review of a process used with a similar 

purpose which is used as a base for the process development. 

 

Conclusion: A process devoted to handle risk should be integrated with the company’s 

overall risk approach. Therefore, the process requires certain guidelines and tools to be 

handled efficiently on an operating level. These guidelines and tools must base on 

policies conforming to the CSR strategy of the company. The process should be 

developed in three steps; identification- which includes screening and defining risks, 

assessment- analysing the identified risks and decide on level of impact, Response- 

accepting the risk by continuing with the deal, avoiding the risk by not continuing with 

the deal, or reduce the risk by imposing mitigation activities on the customer. 

 

Keywords: Risk Management, Corporate Social Responsibility, Process Management 
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1 Introduction 

The introducing chapter begins with a background section explaining the underlying 

theme of the study; Volvo Construction Equipment and CSR from a Risk perspective. 

Next, a problem discussion is presented which yields the central research question and 

purposes. 

1.1 Background 

On behalf of Volvo Construction Equipment (VCE), this thesis focus on reviewing a 

process assessing risks connected to Corporate Social Responsibility (CSR) in the 

customer line. This thesis suggests an application to traditional Risk Management which 

enables VCE and other companies to assess CSR risks in the customer line to ensure 

that its products are used in a sustainable manner and thus protect the company’s 

reputation. While protecting its reputation, this application also severs a purpose in 

business relations by transferring the well debated topic of companies’ sustainability 

responsibilities.  

 

We are part of the problem- but we are also part of the solution.  

Pehr G. Gyllenhammar (Volvo CE. 2017a) 

 

The opening quote was stated at a United Nations conference in 1972 discussing 

companies impact on human rights and environment by the former president and CEO 

of Volvo. This was at a time when most managers shared Friedman’s (1962) belief that 

companies’ only responsibility is to maximise its owners’ profit. Any social or 

environmental issue brought on by business was to be dealt with by governments and 

legislation, not by companies themselves. Today, Friedman’s argument no longer holds 

up to the expectations of the society which has resulted in companies and managers 

aligning with the philosophy behind the opening quote. The shift in expectations has 

forced company managers to address social and environmental issues to mitigate 

reputational risk and create competitive advantage. The Volvo Group still recommences 

the legacy of Pehr G. Gyllenhammar as exemplified in its strategy; 

The Group’s products and services are continuously being developed to 

support sustainable societies and the well- being and safety of people. 

(Volvo. 2017, p. 181) 
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1.1.1 Corporate Social Responsibility and Reputational Risk 

The concept of Corporate Social Responsibility (CSR), often synonymously used with 

the term sustainability, has grown in significance due to increasing globalisation, 

corporate influence, citizens’ social consciousness, and the growing importance of 

stakeholder relationship and brand- reputation (Hossain. 2010; Galan. 2006; Zadek. 

2001). CSR refers to the responsibilities companies should address when conducting 

business which goes further than only financial responsibilities. Elbing and Alvar (1970, 

p.79) summarise the issue behind the concept as the traditional businessman being 

“victimised by his own professional rationale” by conducting business based on 

personal and economic interest. CSR therefore represent the idea that companies have 

additional responsibility toward society other than making profit (Carroll & Shabana. 

2010). Researchers often argue that companies use the concept of CSR to build 

corporate reputation (e.g. Toms. 2002; Hasseldine et al. 2005). 

 

Elkington (1997) simplified the concept by dividing it into three pillars of 

responsibility; financial, social, and environmental. What Elkington suggested is now a 

broadly accepted reporting system for companies to communicate their performance. 

This new reporting system introduced a means for companies to gain society’s trust 

through creating a responsible image and reputation, and thus a licence to operate 

(Abdelrehim, Maltby & Toms. 2015). At the same time, it also introduced a new kind of 

media attention towards companies’ social and environmental performance. 

Transparency has therefore become a vital factor of CSR and companies are expected to 

“walk the talk”. CSR breaches reported by media therefore creates reputational damage 

for companies which in turn could lead to mistrust and lost licence to operate (Borglund 

et al. 2012). This has forced business leaders to acknowledge their responsibilities 

regarding CSR from a risk management perspective to ensure their companies’ long-

term survival (Porter & Kramer. 2006; Thekdi. 2016). The concept has also evolved to 

be an element which could improve a company’s competitive advantage. Several CSR 

policies and programmes such as codes of conduct are therefore being implemented in 

business to improve company performance, competitive advantage, and risk mitigation 

(Emmelhainz & Adams. 1999; Piecyk & Björklund. 2015) 
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CSR has also proven to be useful in business to business relationships as a driver of 

trust, which for instance promote lower transaction costs (Homburg, Stierl and 

Bornemann. 2013). Profound CSR compliance when conducting business creates 

reliable and honest reputation, which indicates that breaches in CSR not only hurt the 

reputation toward society, but also in business relations (Homburg, Stierl and 

Bornemann. 2013; McWilliams and Siegel. 2001; Connelly et al. 2011: McWilliams & 

Siegel. 2001). Ketchen and Slater (2010) continue by concluding that decision makers 

are looking for signals that indicate trustworthiness in business partners to reduce risk.  

 

1.1.2 Volvo CE 

Volvo Construction Equipment (VCE) is part of the Volvo Group, entailing nine 

additional business areas (Volvo Group. 2017). With its history dating back to 1832, 

VCE is now one of the largest construction equipment manufacturers in the world, 

employing more than 14000 people and offering its products and services in 145 

markets globally (Volvo CE. 2017b).  

 

VCE’s product portfolio entails heavy machinery used within industries such as 

infrastructure, road construction, mining, demolition and more. Articulated Haulers, 

Excavators, Road Rollers, and Wheel Loaders are examples of products produced by 

VCE, however some are branded as SDLG and Terex Trucks. In addition to its 

products, the company also supply customers with services such as maintenance and 

customer support agreements which allows customers to have access to a VCE 

technician throughout the project or ownership period. Other services offered include 

financing-, rental, and training services. These after sales services build a close 

relationship with customers using their products on worksites and projects all over the 

world (Volvo CE. 2017c).   

 

Business is conducted in line with the Volvo Group’s code of conduct which includes 

principles within the areas of business ethics, human rights and social justice and 

environment. These principles are also connected to the company’s core values; quality, 

safety, and environmental care, which are based on the UN Global Compact and 

international conventions (Volvo Group. 2015). The code of conduct is expressed as the 

backbone of the group’s sustainability commitment (Volvo Group. 2015). In Volvo 

Group’s strive for staying in the leading edge of sustainability amongst its competitors 

and creating long-term sustainable business relationships, they have developed a 
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Business Ethics, Social and Environmental (BESE) risk assessment process. The 

process intends to evaluate customers’ commitment to CSR to avoid deals with 

irresponsible and unreliable customers. 

 

The BESE process was initiated in 2015 as a pilot project due to new sustainability 

demands introduced by the Swedish Export Credit Guarantee Board, or 

Exportkreditnämnden (EKN). EKN is an organisation committed to promote exports 

and the internationalisation of Swedish companies on behalf of the Swedish government 

(Exportkreditnämnden. 2017a). Their relationship to VCE could be explained as an 

insurance organisation offering guarantees for the risk of default of payment when 

financing overseas high- risk deals. When VCE intends to do business where the risk of 

not receiving the payment is high, they first apply for a guarantee from EKN. 

Consequently, when EKN started requiring “… companies to assume responsibility for 

the environmental consequences, human rights and working conditions in the 

transactions EKN guarantees” (Exportkreditnämnden. 2017b), a process was created 

that would evaluate the customer’s commitment to these elements of CSR prior 

applying for the support of EKN (Volvo Group. 2015). Appendix 1 provides the credit 

application form sent from the customer to VCE and demonstrate the elements of 

interest.  

 

The BESE pilot was limited to include customers within high- risk countries or high- 

risk segments and all cross-border customer financing solutions exceeding $500.000 for 

VCE. Initiating the assessment process also constitutes a response act to the increasing 

expectations on responsible sales posed by owners, credit institutions, governments, and 

NGOs (Volvo Group. 2016); 

There is a need to increase our risk awareness and management of 

potential human rights violations in order to reduce risk for reputational 

damage, legal consequences and secure our customer relationships. 

(Volvo Group. 2016) 

  



  
 

13 

1.2 Problem Discussion 

Earlier research rarely takes on CSR from a risk management perspective. Instead, the 

focus is usually on strategic integration of CSR in relation to financial profit (Vitolla et 

al. 2017), such as the creation of shared value and competitive advantage connected to 

socially oriented activities studied by Porter and Kramer (2011; 2006). Simas, Lengler 

and António (2013) present a conceptual model of how to implement CSR in 

companies’ processes. Vitolla, Rubino and Garzoni (2017) conceptually studied the 

integration of CSR in different strategic management processes, intended as well as 

emerged strategies. Studies has also been performed explaining how to facilitate the 

integration between management, organisational community, and strategy by 

integrating CSR through strategic management and processes (Castelló and Lozano. 

2009; Galbreath. 2006; Mirvis and Googins. 2006; Sharp and Zaidman. 2010).  

 

Even though CSR is a well-researched topic and is increasingly implemented in 

business practice (Piecyk & Björklund. 2015), literature still reveals an academic gap 

regarding analysing CSR from a risk perspective. Thekdi (2016) assert that most CSR 

policies are formulated and implemented due to past wrongdoings or to promote long-

term profit. The author argues that the reason these policies fail to improve the 

company’s reputation or financial performance is because they do not take risk into 

account. The author also suggests a theme for future research by claiming her article to; 

... introduce a new research agenda by describing the critical need for a 

risk- based approach toward CSR policy analysis. (Thekdi. 2016, p. 873) 

 

Thekdi (2016) outline several challenges connected to the implementation of CSR 

policies and argues customisation to be one of them. The historically non- existence of 

standardised CSR policies has required great efforts and investments to create such 

policies which promote the need for standardisation. Nevertheless, today’s standards 

lack consensus (Thekdi. 2016).  

 

Furthermore, most research and companies’ CSR activities focus on the supply-line of 

the value chain (e.g. Andersen and Skjoett- Larsen. 2009). However, through a 

workshop with representatives of VCE (Appendix 3) it became evident that there is a 

great risk of reputational damage connected to CSR in the customer-line part of the 

value chain as well. 
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As explained in the background section, the BESE process implemented in VCE was 

originally created to comply with the demands of EKN to ease the process of securing 

customer financing by external credit granters. However, Volvo Group has expressed 

additional purposes; to live up to various stakeholders’ demands, mitigate risks, create 

success for their customers by reducing their ethical risks, and to adhere to the Group’s 

code of conduct (Volvo Group. 2016). A risk- approach as well as the customer-line 

dimension of CSR adaption is clearly included in the process which makes it interesting 

to analyse, since it brings substance to the academic knowledge gap. The high ambitions 

presented by Volvo Group raise additional queries; whether the current BESE model is 

satisfactory. The current process owners at VCE (Appendix 3a) expresses a common 

perception within VCE stating that the current BESE process needs improvements.  

 

Kefsjö (2010 p. 456) defines the objective of processes in general as; “… to create value 

to external and internal customers”. Building on this definition, the VP of Environment 

and sustainability and the Global Director of Core Values (Appendix 3a) explain 

another problem with the current BESE risk assessment process; it is not creating 

enough value. If the input is X, the output should be XY for the process to be fulfilling. 

However, the current BESE process does not add any value which results in the output 

being X as well. Consequently, most customer assessments and applications are sent to 

EKN without any further ado (Appendix 3a). Lundqvist (2014) argues this to be a 

common problem for companies addressing risk due to flaws and inconsistencies of risk 

management guidance. A preferable output of the process should be to mitigate the risk 

by imposing conditions on the deal and thus transfer VCE’s CSR policies to the 

customer, or to cancel the sale if the risks are assessed to be too great. This notion 

awakens further problems questioning the “filter” of the process separating acceptable 

customers form non-acceptable customers; what criterions are used to evaluate the 

customers, how are they used, and why are they failing to add value to the process?  

 

Another problem arising in literature is how to efficiently engage in CSR activities. If 

VCE discovers risks in a customer’s business, how should they be mitigated? Simas et. 

al. (2013) underlines the importance of involving various stakeholders’ perspective 

when implementing CSR and engaging in sustainability actions to ensure the protection 

of the company’s reputation. Skilton and Purdy (2017) elaborates this belief by arguing 

that CSR activities are evaluated differently by different stakeholders which implies that 
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an intended socially responsible act towards one stakeholder could be perceived as a 

contradictory act by another stakeholder, and hence channel a reversed effect and 

worsen the company’s reputation. If a company exclusively comply with the demands 

of credit granters the company thus risk facing contradictions from other stakeholders 

such as employees disputing the relevance of the process and claiming it to hinder their 

work. Research therefore outlines another problem, claiming that the supposedly value 

adding model does not conform adequately to various stakeholders (Skilton & Purdy. 

2017). 

 

Earlier studies also suggest CSR activities to be a driver of trusts between a company 

and its customer, and thus reduce CSR- associated risk perceptions and ease the process 

of doing business (Homburg et.al. 2013; Ketchen & Slater. 2010). However, a 

workshop with VCE representatives (Appendix 3a) exemplify that risks of violations of 

human rights can be found in connection to Volvo machines further down the industry 

network. One scenario example is when an operator at a project site is using VCE 

machines, purchased from a VCE Dealer, but employing workforce from a staffing 

agency who confiscates their employees’ passports as a pawn, which is an indication of 

modern slavery. This type of risk is difficult to predict and mitigate because the problem 

is located far from VCE’s scope of influence. Nevertheless, since stakeholders such as 

EKN (Appendix 15) and United Nations (Ruggie 2010) evaluate the specific project/ 

worksite and thus not consider the level of influence, this situation still puts the 

company’s reputation at risk. This notion also indicates that trusting a customer to 

uphold a certain CSR standard is not always enough for companies within the industry. 

This industry needs a process facilitating the dispersion of CSR awareness throughout 

the entire industry network.  

 

Conclusively, the problem discussion introduces a theoretical gap in risk management; 

breaches of CSR in the customer line result in reputational damage for a company 

whose reputation is built on trust. This pinpoint the need to study how a company can 

protect itself against such risks by extending its risk management. In addition to this 

literature based problem, VCE present deficiencies of the current BESE-process which 

needs a review and suggestions for improvement. To address the main challenges of this 

research, the following research question and purpose has been developed: 
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1.3 Research Question 

How can Volvo Construction Equipment address and mitigate the reputational risk 

arising from customer’s noncompliance with CSR? 

 

1.4 Purpose 

The purpose of this thesis is to perform a critical review of Volvo Construction 

Equipment’s BESE-risk assessment process to advise on the development relating to the 

future ambitions. This will yield a theoretically pioneering application to risk 

management concerned with reputational risk connected to CSR within the customer 

line, as well as a workflow of the development. 

 

1.5 Acronyms 

VCE- Volvo Construction Equipment 

VFS- Volvo Financial Services 

BESE- Business Ethics, Social and Environmental risk assessment 

EKN- The Swedish Export Credit Guarantee Board (Exportkreditnämnden) 

CSR- Corporate Social Responsibility 

ERM- Enterprise Risk Management 

COSO- Committee of Sponsoring Organisations Enterprise 

BPM- Business Process Management 

BPR- Business Process Reengineering 

RCD- Risk Categorisation and Definition 

TBL- Triple Bottom Line 

GRI- Global Reporting Initiative 

ISO- International Organization for Standardization 

ESIA- Environmental and Social Impact Assessment 
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2 Theoretical Framework 

This chapter is split in three sub-chapters explaining the concepts of Risk Management, 

CSR, and Process Management. Finally, this yields a conceptual model summarising 

the theoretical framework which will be used to analyse the empirical data. 

  

2.1 Risk Management 

Mehr and Hedges (1974) explains that risk management is a means of achieving 

objectives; manufacturing company cannot achieve its objectives if their facility is burnt 

down. Risk management is partly about preventing events that would affect the business 

negatively, but also about dealing with consequences of such events if they do occur 

(Mehr & Hedges. 1974; Jeynes. 2002). Moeller (2011) introduce two key risk 

definitions; Inherent Risk and Residual Risk. The former is described as risks emerging 

from the very nature of a company’s activities. The latter is the risk that remains after 

management’s response, since there will always be some degree of risk (Moeller. 2011; 

Mehr & Hedges. 1974). 

 

Risk management emerge from internal as well as external pressures to which 

companies needs to articulate satisfactory management strategies (Jeynes. 2002; 

Lundqvist. 2014). Increasing complexity of doing business due to globalisation and 

growing supply networks requires a holistic approach to risk management to enable 

responding to risks emerging from diverse sources and contexts. A holistic approach to 

means including risk management within all levels of the company (Lundqvist. 2014; 

Harland, Brenchley & Walker. 2003). Harland et. al. (2003) has summarised different 

researchers’ identifications of risk categories as; strategic risk, operational risk, supply 

risk, customer risk, assets impairment risk, competitive risk, regulatory risk, financial 

risk, fiscal risk, and reputational risk. Meanwhile, Segal (2011) use a broader category 

definition cut down to only three types; Financial-, Strategic-, and Operational Risk. 

Even though risks are allocated and categorised differently, they always interact with, 

and impact on each other either negatively or positively (Jeynes. 2002). For example, a 

company that suffer reputational damage (Strategic risk) ends up losing trust in 

customer relations, which increases transaction costs allocated in the financial- risk 

category (Homburg et al. 2013). 
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Wallis (2012) suggests implementing risk management through processes and stresses 

the importance of considering five activities during implementation; understanding the 

organisation’s culture, obtaining commitment from the board and executive 

management, keeping the process simple, linking risks to strategic objectives and 

recognising that risk management is a form of change management (Wallis. 2012). This 

risk management section amount to the definition of Enterprise Risk Management 

(ERM), which is usually used to describe companies taking on a holistic approach to 

risk management (Gordon, Loeb & Tseng. 2009). Segal (2011) defines ERM as such:  

The process by which companies identify, measure, manage, and disclose 

all key risks to increase value to stakeholders. (Segal. 2011, p. 24) 

 

2.1.1 Enterprise Risk Management 

Moeller (2011) present the Committee of Sponsoring Organisations Enterprise’s 

(COSO) framework for enterprise risk management as a way for companies to address 

risk related to their activities through a three-dimensional model presented below in 

figure 2-1. The dimensions are presented to highlight how they all correlate, presented 

as objectives, levels, and components (Moeller. 2011). However, this thesis is mostly 

concerned with the actual process and will therefore focus on the Risk components 

starting with the Objective setting, the internal environment is explained by the four-

pillar model in next section. 

Figure 2-1 The COSO Enterprise Risk Management Framework. Source: Moeller (2011, p. 55) 
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Objective Setting 

When creating risk mitigation procedures, clarifying operable objectives is important 

for understanding purposes. Operable objectives not only indicate the objectives of a 

risk mitigation plan, but also what actions should be taken (Mehr & Hedges. 1974). 

Wallis (2012) adds that objectives should be in line with the company’s overall strategy 

and policies to advocate value creation. However, Mehr and Hedges (1974) express a 

struggle in determining whether objectives are being achieved. Standards must therefore 

be available to measure the progress towards achievement which could be used for 

reference when looking for improvements and increase value- added (Jeynes. 2002; 

Mehr & Hedges. 1974; Wallis. 2012; Segal. 2011). 

 

Identification 

Frigo and Anderson (2011) argues that the first step of identifying risks are through 

internal discussions and that the most effective way is to conduct a top- down risk 

assessment by inviting key business- unit leaders to decide on key risk areas. However, 

Jeynes (2002) argues that risks could be detected in every corner of an organisation 

which might not be as obvious to business leaders as to the operating staff. This 

suggests that some data should be collected to bring additional substance and 

perspectives to the identification process. These internal discussions should answer 

questions regarding primary business objectives or strategies and key objectives to 

achieve them as well as what internal or external events could hamper achieving those 

objectives and strategies (Frigo & Anderson. 2011). This will help identifying the most 

important strategic- or emerging risks, and thus give a general starting point of a holistic 

risk management. To connect the overall risk management policy with the end risk 

mitigation activities, these initial discussions are also suitable to decide on a desirable 

risk appetite of the company (Frigo and Anderson. 2011). Business is partly about 

taking risks, companies therefore needs to decide on how much risk to be tolerated, 

expressed as risk appetite (Wallis. 2012; Lundqvist 2014). 

 

Segal (2011) express three components in the risk identification process; first, it is 

important to categorise and define different risk, which is achieved in three steps; 1) 

Define risks by source, 2) Categorise risks evenly, and 3) Define metrics clearly. This 

should result in a comprehensive list of different risks which Segal (2011) describe as 

the risk categorisation and definition (RCD) tool. An extraction of such a list is 
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exemplified in table 2-1. Not only does a RCD tool help companies define different 

risks, but it also creates a common terminology and common understanding which is 

crucial for a holistic risk management approach (Segal. 2011; Jeynes. 2002).  

 

Table 2-1, Source; Segal (2011, p. 118) 

 

Assessment 

Having categorised and defined different risks, next step according to Segal (2011) is to 

produce a Qualitative risk assessment. This assessment’s purpose is to produce a 

prioritisation list of key risks which requires a series of qualitative as well as 

quantitative measures. This prioritisation list emerges from collecting risk observations 

and data, which is then discussed by key participants to decide level of likelihood and 

impact (Segal. 2011; Moeller. 2011). Jeynes (2002) also suggests prioritising risk 

events, but on factors such as; extent of potential harm or damage, likelihood it will 

occur, possible disruption to business activities or growth, short- or long- term effects, 

internal strengths and weaknesses, ability to recover, likely impact on owners/ 

shareholders/ public image, and litigation.  The qualitative risk assessment is also used 

to support the identification process to monitor known but low ranked risks, which 

might become key risks if the likelihood or impact of the risk increases (Segal 2011). 

  

Response and Control 

The COSO framework present four different responses to risk, the chosen response is 

based on considering the cost versus benefit, as explained by Moeller (2011);  

- Avoidance; Walking away from the risk by e.g. dropping a risky deal or selling a 

business unit giving rise to the risk. 

- Reduction; various business decisions and actions appropriate to the specific 

situation to reduce the risk, e.g. mitigation activities 

Risk Category Risk Subcategory Definition 

Strategic External Relations Unexpected changes in the company’s 

relationship with external stakeholders with 

public voices, such as the media, consumer 

advocates, equity analysts, rating agencies, 

regulators, and politicians 
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- Sharing; sharing the risk include for example purchasing insurance for hedging 

purposes, or joint venture agreements  

- Acceptance; this response requires no action, and thus indicate a simple 

acceptance of the risk 

It is important to confirm the connection between the response and the company’s 

overall risk appetite. If several similar risks have been identified, the response could 

also be mitigated by editing the overall objectives (Moeller. 2011).  

 

The COSO framework also highlight the importance of implementing control activities 

to make sure that the responses are timely and efficiently implemented. One important 

issue in developing these activities is that the same person initiating the response should 

not be the same person evaluating the result (Moeller. 2011). 

 

Information and Communication 

Even though the components of ERM are presented in a flow, the communication and 

information stretch between all components. For example, Objective Setting influence 

the decisions made in the Risk Responses-component, and control activities affect the 

Event Identification-component. The effectiveness of the information flow is dependent 

on a reliable communication system (Moeller 2011; Gunasekaran & Kobu. 2002). 

 

Monitoring 

The COSO framework highlight the need for a monitoring component in ERM due to 

changes within the enterprise, in both people, supporting processes, and other internal 

and external conditions. To monitor different ERM processes Moeller (2011) therefore 

present different tools; 

- Process Flowcharting; helpful to base the review process on 

- Reviews of Risk and Control Materials; evaluate historical risk analyses to try 

to increase the effectiveness  

- Benchmarking; review other organisations’ risk processes 

- Questionnaires; send out questionnaires to designated stakeholders 

- Facilitated Sessions; conduct sessions or meetings with external focus groups 

or internal teams of different positions within the company 
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2.1.2 Four Pillar Framework 

Lundqvist (2014) expresses a lack of consensus regarding the essential components of 

ERM, which has resulted in inconsistent use of measurement methods and thus 

complicates the value creation of risk management. The author also criticises the 

framework presented by Moeller (2011), referring to other researchers’ similar opinions 

(e.g. Beasley, Branson & Hancock. 2010), for being overly theoretical to be 

implemented in companies which has resulted in companies developing their own 

internal frameworks based on various theories. Therefore, Lundqvist (2014) breaks out 

a “four pillars framework” (Appendix 2) to explain ERM more comprehensively. 

 

a) General Internal environment and Objective setting, and b) General control activities 

and information and communication constitutes the first two pillars and represent 

general internal environment and control activities. For example, the company has 

implemented a code of conduct which designates appropriate behaviour for the workers 

(a), and independent verification procedures to ensure compliance with such codes as 

well as communication paths to report breaches (b) (Lundqvist. 2014). 

 

The third pillar; c) Holistic Organisation of Risk Management, is expressed as the 

component that identifies an ERM firm and consists of characteristics such as; formal 

statements of risk appetite, and formal written management philosophy/ policy. The 

final pillar; d) Specific Risk Identification and Risk Assessment Activities, indicates the 

implementation of risk management in a company and is represented by activities that 

assess, mitigate, or respond to risk events (Lundqvist. 2014).  

 

The framework (Appendix 2) indicates that the four pillars need to be connected for risk 

management to comply with the complexity of today’s business environment, as 

expressed by Harland et al. (2003). If there is no connection between activities in the 

fourth pillar to any other pillar, it is less likely to create value to the all-inclusive risk 

management of a company (Lundqvist. 2014). Therefore, it is crucial for the success of 

an ERM process to have a strong corporate governance practice and gain acceptance 

within all levels of the company (Moeller. 2011; Wallis. 2012). 
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2.2 Corporate Social Responsibility 

Bowen (1953) introduced the modern era of CSR by acknowledging the power and 

influence of the several hundred largest companies in the US, which can be translated to 

effects on the lives of citizens in many ways. Even though originating from the 1950s, 

there is still no shared definition of CSR and what it incorporates. Different researchers 

include different aspects of responsibilities toward society which get mixed in with 

CSR. A research carried out by Dahlsrud (2006) presented 37 different definitions, still 

not including all of them.  

 

Borglund, De Geer and Hallvarsson (2009) suggest discarding the social aspect in CSR 

to acquire a broader spectrum (Corporate Responsibility), which could include 

environmental and economic interests as well. In this sense, companies could address 

issues specific to their situation and hence develop customised sustainability activities, 

since some industries might have to focus on environmental issues rather than social 

and vice versa. For example, Abdelrehim, Maltby and Toms (2015) recognise a shift in 

focus of BP’s and Shell’s reporting of CSR to address specific issues, and thus protect 

the brand reputation through different crises. Elkington (1997) constructed the triple 

bottom line (TBL), which introduced a broadly accepted way of reporting CSR in three 

dimensions; social, environmental, and economic. Others suggest using Corporate 

Sustainable Responsibility to adopt a more including perception of responsibility 

(Carroll. 2016). In practice, CSR is often used synonymously with Sustainability which 

implicitly takes on a futuristic perspective concerned with development (Dahlsrud. 

2006). In consistency with the practical nature of this research, CSR and sustainability 

will therefore be used synonymously throughout this thesis as well.  

 

Despite the inconsistency regarding the definition of CSR, there do exist a common 

perception that business needs improvement and that CSR is a concept covering several 

possibilities (Ennals. 2010) in areas such as; reporting (Elkington. 1997), marketing 

(Makhmoor, Anish & Aaqib. 2016), innovation (Wanvik. 2016), risk management 

(Thekdi. 2016) etc. Next section will define CSR from a broadly accepted perspective 

explaining the underlying reasons to the concept’s existence through a pyramid model.  
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2.2.1 Carroll’s CSR Pyramid 

Carroll (1991) constructed the CSR pyramid which has been expressed as one of the 

most well-known model of CSR (Wayne Visser. 2006). The pyramid (figure 2-2) 

consists of four levels of responsibility; Economic, Legal, Ethical, and Philanthropic:  

 

Economic Responsibilities 

Economic responsibilities represent the base of the pyramid model, supported by the 

argument; 

Those firms that are not successful in their economic or financial sphere 

go out of business and any other responsibilities that may be incumbent 

upon them become moot considerations. (Carroll. 1991, p. 3).  

 

This is therefore the underlying responsibility and motive for all business activities. 

Borglund et al. (2009) highlight media’s role in putting pressure on companies CSR 

awareness by the reporting on their CSR performance. Preceding CSR reporting 

however was shareholder value, which was a way for media to evaluate and report on 

companies’ capability of creating profit to its owners, which facilitates investment 

decisions (Borglund et al. 2009). The importance of profitability and return on 

investments lives on through the pyramid and is still recognised as essential by virtually 

all economic system around the world (Carroll. 2016). Which explains the label 

“required by society” in figure 2-2. 

… the infrastructure of CSR is built upon the premise of an economically 

sound and sustainable business. (Carroll. 2016, p. 4)  

Ethical Responsibilities

Legal Responsibilities

Economic Responsibilities

Be a good corporate citizen 

Do what is just and fair. Avoid 
harm 

Obey laws & 
Regulations 

Be Profitable 

Desired by society 

Expected by society 

Required by 
society 

Required by 
society 

Philanthropic 
Responsibilities 

Figure 2-2 CSR Pyramid. Source; Carroll (2016) 
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Legal Responsibilities 

The second level requires companies to perform in consistency with expectations from 

government and law, regulations on both federal, state, and local levels, and making 

sure that the company’s goods and services meet all legal requirements (Carroll. 2016). 

Scheffer and Kaeb (2011) assess that law and practise regarding elements included in 

CSR is progressing, particularly concerning human rights. However, the authors also 

assess that local laws and regulations differs dependent on country which can 

sometimes prove challenging for multinational companies. Moeller (2011) therefore 

urge companies to create a compliance assessment team dedicated to keep up with the 

differences and changes of legal requirements. Carroll (2016) continues by arguing that 

multinational companies rather invest in business in countries having a well-established 

legal system because such systems provide the foundation for legitimate business 

growth. This responsibility level is also labelled “required by society” (figure 2-2). 

 

Ethical Responsibilities 

Ethical Responsibilities incorporate the expectations posed by society that companies 

should do what is right and conduct business in a just, fair, and ethical manner, in 

addition to what is required by law. This level of the pyramid is labelled “expected by 

society” and require each company to involve their specific stakeholders to find and 

embrace the true norms, standards, values, principles, and expectations consistent with 

the stakeholders’ moral rights (Carroll. 2016).  

 

Philanthropic Responsibilities 

The top level includes all form of giving which the company engage in, this has 

historically been the most important element of CSR. Philanthropy refers to the 

activities outside companies’ business operations that promote human welfare (Carroll. 

1991). The public desires, or sometimes expect, companies to give back to the 

communities with which they interact. By contributing to affected communities with 

financial, physical, and human resource donations, companies gain the reputation of a 

“good corporate citizen”. This form of interaction with society is sometimes used to 

protect the company’s reputation after when breaches has occurred (Carroll. 2016). 
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2.2.2 Dimensions of CSR 

The notion of sustainability influenced the triple bottom line reporting introduced by 

Elkington (1997). Elkington suggest that companies should add two dimensions to their 

traditional financial reporting, namely; a planet account- which includes the company’s 

effect on the environment, and a people account- which shows the company’s social 

responsibilities. The Global Reporting Initiative (GRI) expresses sustainable reporting:  

… an organisation’s practice of reporting publicly on its economic, 

environmental, and social impact, and hence its contributions – positive or 

negative – towards the goal of sustainable development. (GRI. 2017, p 3) 

 

Hence, GRI also follow the tripple bottom line model. Furthermore, the International 

Organization for Standardization (ISO) express that the performance of a company’s 

social and environmental issues has become increasingly important to measure its 

overall performance (ISO. 2015). These organisations propose general indicators for 

companies to measure their sustainability performance. However, companies also need 

to make their reporting industry or even company specific by choosing the most 

relevant indicators and sometimes adding a few of their own (Azapagic. 2003).  

 

GRI’s sustainability reporting guidelines has been developed over several years by 

thousands of professionals and participating companies to provide guidance for 

companies adopting sustainability reporting. These guidelines are now voluntarily used 

worldwide as a standard (Legendre and Coderre. 2013). Appendix 13 provides an 

overview of the latest edition of GRI’s guidelines, still following the three main 

dimensions of CSR; economic, environmental, and social (GRI. 2016). The categories 

are then split into sub- categories to make it even more tangible. However, to enable 

measuring the performance of each category and thus the overall performance of the 

company, even more tangible indicators are needed. GRI’s standards (GRI. 2016) 

suggest several such indicators in their guideline. Azapagic (2003) proposes a 

stakeholder analysis to single out the general types of issues, followed by an in-depth 

analysis of each activity to find significant concerns from which companies can carve 

out key indicators.   
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2.2.3 CSR and Risk 

The growing general acknowledgement of CSR has created new risks for business 

managers to deal with. Companies that discard implementing CSR elements expose 

themselves not only to the risk of defaulting legal standards, but also defaulting on the 

general public’s moral imperatives which both affect the reputation and trustworthiness 

of the company (Scheffer & Kaeb. 2011). Therefore, elements of CSR will be an 

increasingly important aspect of risk management (Thekdi. 2016). Kemp (2010) assess 

that both industry CSR frameworks and companies’ CSR reports makes references to 

risk (e.g. MCA, 2005; Volvo. 2017), providing evidence for an already existing link 

between CSR and risk management in practice even though companies often fail to 

communicate this through policies (Thekdi. 2016).  

 

Literature (e.g. Borglund et al. 2012) often argue failing CSR practice to end in 

reputational risk exposure where the changing media climate has played an important 

role, as media shifted focus from shareholder value issues to social and environmental 

issues. CSR has therefore become a risk avoidance tool for managers to proactively 

protect the company against scandals (Borglund et al. 2009). Ljungdahl and Larsson 

(2008) also assess that company brand- and identity reputation has grown in importance 

due to globalisation. Companies licence to operate is therefore exposed and challenged 

in the light of international values involving CSR. As argued by Scheffer and Kaeb 

(2011), risks connected to CSR appears as either breaking the law, or failing to meet the 

moral values of society. A company’s licence to operate is therefore twofold; statutory 

licence represents the legal requirements posed by political or legal authorities, and 

social licence, represented by expectations from local communities and civil society, 

companies needs to comply with both to avoid reputational damage (Parsons et al. 

2014). 

 

Borglund et al. (2012) also argue the importance of profound CSR commitments. These 

commitments should be regarded as pledges towards society and cannot be broken 

without exposing the company’s reputation to risk. This notion underlines two other 

risks regarding CSR activities; a) taking on too much responsibility to handle will result 

in the company breaking its promises to society and thus damaging the company’s 

reputation (Borglund et al. 2012), and b) due to stakeholder’s different values, 
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implementing wrong activities or for the wrong reasons result in stakeholders evaluating 

these activities at non-authentic (Skilton & Purdy. 2017).  

 

2.2.4 Risk of Defaulting Authenticity 

Scherer and Palazzo (2007) introduce a perspective of CSR arguing that the meaning 

behind corporate actions is perceived differently by different stakeholder groups. As 

proven by researches, CSR activities are driven by various motives (e.g. Friedman & 

Miles. 2002; Matten & Moon. 2008). The question therefore arises regarding how a 

company should act to satisfy all stakeholders and thus prove the authenticity of a CSR 

oriented activity. To answer this question, Skilton and Purdy (2017) suggest that a 

company should examine the market and its stakeholders, they also propose an outcome 

model (Appendix 14). This model is concerned with three main factors; authenticity 

(either emblematic or schematic), level of hegemony in the field, and level of 

compatibility amongst sensemaking systems within the field (Skilton & Purdy. 2017). 

 

The fundamental idea is that a CSR action is either perceived as emblematically or 

schematically authentic. A schematically authentic CSR action indicates that 

stakeholders have perceived the action as a conventional CSR activity, without 

necessarily having anything to do with the business of the company (Skilton & Purdy. 

2017).  

… a schema is an abstract representation [of a concept that] includes the 

concept’s attributes and the relations between them. (Fiske & Taylor. 

2013, p 104) 

 

Should a CSR action be perceived as emblematically authentic however, stakeholders 

evaluate the action to be in line with how the company is perceived, or how it wants to 

be perceived. In other words, emblematic authentic actions go in line with the 

company’s policies (Skilton & Purdy. 2017).  

… a person’s actions or expressions are authentic if they are thought to 

reflect who the person really is and are not “put on” or imitated merely to 

meet social conventions or make money. (Grayson & Martinec. 2004, p. 

297). 
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Additionally, the authenticity evaluation depends on the most influential sensemaking 

system within the market. A sensemaking system provide stakeholders with the notion 

of appropriate behaviour and underlying biases for decision making (Bitektine & 

Haack. 2015; Smets & Jarzabkowski. 2013). A sensemaking system include: 

… all of the logics, frames, mental models, schemas, ideologies, values, 

norms, and beliefs stakeholders use to make sense of the world. (Skilton & 

Purdy. 2017, p106) 

 

Companies need to comply with the most influential sensemaking system when creating 

CSR activities to reach a satisfying outcome. The level of influence depends on two 

factors; degree of hegemony and degree of compatibility between different sensemaking 

systems (Appendix 14) (Skilton & Purdy. 2017). When the degree of hegemony is high, 

one sensemaking system has predominant power in a specific field. This makes it easier 

for companies to decide on what CSR requirements to comply with, and thus what 

responsibilities to incorporate in its activities. When the degree of hegemony is low 

however, it indicates that many sensemaking systems has the same degree of power in 

the market which makes it impossible for companies to comply with all stakeholder 

desires. Although, if the compatibility between these different sensemaking systems is 

high, this again eases the strain on companies to comply with most stakeholders’ desires 

(Skilton & Purdy. 2017).  
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2.2.5 CSR and Risk in customer relations 

Ljungdahl and Larsson (2008) assess that a company’s licence to operate constitutes the 

trust that society has in the company. Trust is argued to reduce transaction uncertainty 

and ease the process of reaching a mutually satisfying agreement between two parties, 

and thus also reduce transaction costs (Ljungdahl & Larsson. 2008; Kollock. 1994; 

Homburg et al. 2013). For companies with already established business relations due to 

repeated interaction, trust is seldom an issue. However, companies establishing new 

relationships needs other signals of trust (Heide and Miner. 1992; Lawler, Thye & 

Yoon. 2000). The important role of trust in customer relations therefore indicates 

another reason for companies to implement CSR practices as Homburg et al. (2013) 

proves that a company’s reputation of good CSR practice has a positive effect on trust. 

The study also proves that CSR reputation solely based on philanthropy does not have a 

significant effect on trust which indicates a need for a more established CSR 

programme for new business relations to contain trust. Furthermore, trust in the first 

customer line might not be enough as Borglund et al. (2012) discuss; how far does a 

company’s responsibility stretch in the value chain? And, how should companies 

prioritise between risk and ability to have a positive effect? There are no clear answers 

to these questions (Borglund et al. 2012). 

 

Many companies and guiding standards indicate that companies’ responsibility 

decreases as the ability to influence decreases. This is however contradictive to the 

framework created by the United Nations which is founded upon the idea that 

companies’ responsibility is directly connected to the negative effects of their activities 

and business relations (Ruggie. 2010). To mitigate the risk of being connected to 

defaults in elements of CSR further down the customer chain, ISO 26000 and the UN 

framework suggests performing a due diligence prior entering business relations 

(Borglund et al. 2012). The authors assess such processes requiring the company to: 

- Formulate a policy stating actions and expectations required by the employees 

- Risk analysis on current and future risks 

- Integrate environmental and social awareness within the company 

- Continuously revision of the policy 

- Report performance in a transparent manner to impose trust. Transparency is 

created through sustainability reports, stakeholder involvement, or consultation 

processes with local communities  
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2.3 Process Management 

A process is generally described as aligning activities focusing on creating value for the 

customer (Tägtström, Ershammar & Helmrich. 1997; Gunasekaran & Kobu. 2002). As 

Schonberger (1996) argues traditional management consisting of numbers, financial 

metrics, and top- down managing approaches to be out of date, Lindvall (2011) 

exemplifies process orientation as a new way of describing companies, also defined as 

Business Process Management (BPM) (Leu & Huang. 2011). Instead of using a 

traditional hierarchic description from top to bottom, process management takes the 

outside- in perspective, starting at the customers and their needs which in theory could 

be applicable to any process (Chen et al. 2009). Applying a process orientation include 

submitting to a few underlying focus areas; customers, processes, employee 

involvement, and continual improvement. Managers always strive for process efficiency 

and are therefore constantly looking for bottle-necks and non-value-creating activities to 

be eliminated (Tägtström et. al. 1997; Lindvall. 2011; Davenport & Short. 1990; 

Gunasekaran & Kobu. 2002). Finding these activities require constant measuring and 

evaluation of processes, which is expressed as being at the centre of process 

management (Melan. 1993).  

 

Moreover, Kaplan and Norton (2008) suggest conducting regular performance meetings 

to ensure the processes alignment with the overall strategy. With BPM follows greater 

dependence and trust in employees due to increasing demands on the employees to 

participate in planning, execution, and improvement of processes. This is the underlying 

reason to employees’ opposition and thus the challenge of implementing new processes 

(Meyer et al. 2007; Lindvall. 2011). However, it is also argued that this is merely an 

introduction challenge which will decay when the employees are used to the new 

system (Lindvall. 2011).   
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2.3.1 Continuous Improvement  

Raluca and Adriana (2015) argues the current business environment to require an all-

inclusive view to improve organisational processes by also including environmental and 

social issues, which suggests a broadening of the traditional framework based mostly on 

economic purposes. The authors therefore present the PDCA model (figure 2-4) which 

stands for Plan- Do- Check- Act. To visualise the notion of continuous improvement 

towards excellence expressed by this method (Raluca & Adriana. 2015), the cycle has 

been put on an elevating ramp in figure 2-4.  

 

The cycle starts off with the planning phase which includes two steps; a) identification 

of problems, and b) analysing the identified problems, which could be done by 

evaluating measures and decide on new goals. Next phase in the cycle is “do” or the 

implementation phase. This phase also includes two additional steps; a) developing the 

solutions, and b) implementing the developed solutions either in the actual process or in 

an experimental pilot test. The check phase is about verifying that the objectives defined 

in the planning phase have been met. If not, this is the time to intervene and correct 

possible flaws to avoid further problems. The final act phase involves verifying the 

final effects of the change and decide whether the process should be continued or 

abandoned (Racula & Adriana. 2015). The model could be used to improve various 

processes; however, it is crucial to define relevant objectives and performance 

indicators to appropriately measure the outcome and successfulness (Racula and 

Adriana. 2015).   

P
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A

Figure 2-3 Continuous improvement cycle. Source; Racula and Adriana (2015, p. 694) 
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2.3.2 AQAL Framework 

The term “holon” is used to describe an entity that is a whole and a part at the same 

time. Meaning, it can be perceived as a whole in itself, but as a part of something else in 

another perspective (Wilber. 1996; Koeslter. 1967). For example, people working in a 

process are in themselves a whole, but from the perspective of the process they are 

merely a part. In turn, a process is in itself a whole, but it might only be a part of the 

entire value creation to the customer (Tägtström et al. 1997). This notion inspired Ken 

Wibler’s (2000) All Quarters, All Levels (AQAL) framework as presented in figure 2-7. 

The framework demonstrates four quadrants to describe the whole; I, you/we, it, and its. 

Brad McManus (2010) express the bearing of the framework as such:  

… it is difficult to see the whole picture unless the observer is aware of 

who they are, the way they view the world and how the inter- subjective 

cultural factors affect behaviour and the functioning of social systems. 

Brad McManus (2010, p. 164)  

 

The ‘I’ and ‘We’ of the framework is argued to be challenging to observe and measure 

as they represent subjective behaviours and social systems. The ‘I’ embody an 

individual’s values, beliefs, and perceptions, whilst ‘We’ embody the social self in 

relation to others and the prevailing culture. The ‘it’ represent the objective behaviours 

and skills. ‘Its’ represent what is between the objective self and the objective reality, for 

example economic systems or communication networks (McManus. 2010). 

 

 

 

 

 

 

 

 

 

 

 

 

 

I 

Experience 

(Subjective) 
Consciousness ‘being’ 

Self-Awareness 

Mindset and motivation 

Purpose and values 

It 

Behaviour 

(Objective) 
Knowledge and skills 

Brain and organism 

Personal actions 

Personal responsibility 

 

We 

Culture 

(Intersubjective) 
Group values 

Shared meaning 

Collective world views 

Belongingness 

 

Its 

Social System 

(Inter objective) 
Gaia and natural ecosystems 

Techno- Economic system 

Communication networks 

Built form human habitat 

Figure 2-4 An Integral Framework. Source; McManus (2010, p.172) 
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2.4 Conceptual model 

 

 

 

The problem and purpose presented in the introducing chapter derives three main 

theoretical areas of interest; Risk Management, Corporate Social Responsibility, and 

Process Management. The hierarchy is demonstrated in the model with Risk 

Management at the top since the problem is mainly concerned with reputational risk. 

However, the reputational risk stems from breaches in CSR commitments which is 

indicated by the double-headed arrow. The success of a reputational risk control is also 

dependent on high quality process management. Therefore, process management is also 

connected to CSR and Risk Management with double-sided arrows. Lastly, the three 

concepts are oriented towards the customer line, indicating that all three concepts are 

angled towards reputational risk arising from customer’s activities.  
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Figure 2-5 Conceptual Model 
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3 Methodology 

The following chapter describes how the research has been performed and give reasons 

to certain methodological choices. Additionally, it will evaluate the quality of the 

research as well as clarify ethical considerations.   

 

3.1 Approach and Design  

This research is based on a problem emerging from VCE expressing the desire to 

review and improve a process within the finance department, as explained in the 

introducing chapter. Using an external party to study this process creates an objective 

perspective which is helpful in reviews (Green & South. 2006). However, Katz and 

Poberdy (1997) argue that collaboration between external and internal parties capitalise 

on both objectivity and the deep knowledge held by internal evaluators. The reviewing 

approach of this thesis was thus conducted in a close collaboration between VCE, 

representing the internal perspective, and the external perspective represented by the 

researcher. 

 

To succeed with the task presented by VCE, a deep understanding of the underlying 

problem as well as the process itself was needed. Therefore, a qualitative research 

strategy as presented by Bryman and Bell (2011) was assumed. The chosen strategy 

also influenced the choices of design and methods used for collecting data, the reason 

being that the link between research strategy and method influences the validity and 

reliability of the research (Jacobsen. 2002). Yin (2012) continue explaining that a case 

study is preferred in studies based on explanatory or descriptive research questions 

which requires deep understanding, and when performing reviews. Hence, this thesis 

takes on case study as the fundamental methodological design which is further 

elaborated below.  
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3.1.1 Case Study 

Yin (2014) explain that a case study arises from the need of understanding complex 

social phenomena, and is useful when the contextual conditions is likely to influence the 

specific case. The author also underlines the importance of following a methodological 

path when conducting a case study, which begins with a literature review and formation 

of research questions. In line with Yin’s (2014) recommendation, this study’s research 

questions and problem is partly grounded in previous research. However, the thesis was 

also based on practical issues arising from discussions with the assigning company. To 

acquire a deep understanding of the problems VCE needed answers to, discussions were 

held with the assigned supervisor of VCE prior to formulating the purpose. This initiate 

the clarification of the relation between theory and research; defined as either deductive 

or inductive by Bryman and Bell (2009). As Alvesson & Sköldberg (2009) explain that 

induction starts from an empirical basis whilst deduction bases on theoretical 

preconceptions, this thesis commit to a mix of the two approaches with stronger 

alignment towards induction as the problem as well as many conclusions are derived 

from empirical findings. Furthermore, Yin (2014) stresses the need for systematic 

procedures in a case study to avoid equivocal evidence to influence the conclusions. To 

avoid this common mistake, inspiration was also gathered from the systematisation and 

structure of evaluation studies as well as some influences from BPR such as using a 

cross-functional respondents gain a holistic perspective and break silos (Gunasekaran & 

Kobu. 2002). 

 

This thesis also consented to the approach of interventionistic research, which infers 

that the researcher is involved in the studied object and can thus influence the progress 

(Jönsson & Lukka. 2007). This became apparent through partitioning in workshops 

which indicates collaboration and cooperation. For the most part, a passive and 

observing research role was undertaken in these workshops. However, theoretical 

models were occasionally presented to facilitate discussions, and discussions were also 

occasionally partaken in the development of the process. These workshops also 

included discussions of how to implement the process within VCE as well as the entire 

Volvo Group, and how to formulate policies to be included in the process. Even though 

all policies are not enclosed in the thesis, it could still be useful to know that they were 

developed through discussions concerning fictive worst-case-scenarios to create 

consensus about the most important factors.  
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3.2 Data collection 

Denzin and Lincoln (2005) explain that a qualitative research is the study of things in 

their natural settings and that the purpose of a qualitative research is to bring clarity to 

the meaning a certain phenomenon brings to people. Field notes, interviews, 

conversations, photographs, recordings, and memos to the self are therefore appropriate 

methods for gathering information about the world in a qualitative manner (Denzin & 

Lincoln. 2005). Furthermore, triangulation is used to achieve a higher level of 

reliability by applying various methods and information sources to gather evidence 

(Bryman & Bell; Yin. 2012). The complexity presented in the introducing chapter 

requires a deep understanding of the purpose, problem, and structure of VCE’s BESE 

process. Therefore, triangulation was sought after by gathering data through workshops, 

interviews, field notes, conversations and discussions with personnel, and publications 

such as annual reports and articles. This was also influenced by Moeller’s (2011) 

suggestion on how to monitor ERM by cross-functionality, review the process flow 

chart and historical cases, and benchmarking. 

 

Jacobsen (2002) describe holism and individualism as additional stances to be decided 

upon when choosing research methods for collecting data. Individualism assume that 

complex phenomenon can be understood by aggregating different individuals’ opinions 

and actions, notwithstanding the social context. The holistic perspective however, 

argues that the social context influences the actions and opinions of individuals, 

consequently, phenomenon should be observed through a long period and in natural 

settings (Jacobsen. 2002). This study will heavily rely on individual opinions assembled 

through interviews and workshops. However, the concept of CSR and the ethical 

perspective it incorporates, which has been argued to vary depending on context and 

different stakeholders’ perspectives (Skilton & Purdy 2017), brings a high level of 

complexity to the research and thus requires a holistic understanding. Denzin (1970) 

include the use of various observers as a means of creating a holistic understanding. 

Therefore, the thesis attains holism by allocating empirical data about the process 

through observers in different roles who affect or has been affected by the process. Next 

sub-section will explain how the interviews with these observers have been performed. 
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3.2.1 Interviews 

Conforming to the overarching strategy of the thesis, interviews were held in a 

qualitative manner which allowed the interviewee to emphasise its own perspective and 

opinions to find out what is deemed relevant and important to the interviewee. These 

interviews usually assume a conversational mode which provide richer, more in-depth 

answers (Yin. 2012; Burgess 1984; Fog 2004). Unstructured interviews are somewhat 

difficult to conduct and hence require a great deal of knowledge and experience by the 

interviewer (Fog. 2004). Therefore, the interviews were somewhat prepared and 

planned to ensure satisfactory results. 

 

3.2.2 Respondents 

Respondents were selected in consultation with the assigned supervisor of VCE. For 

reviewing purposes, it was deemed important to reach respondents within the company 

who in one way or another have been in contact with the BESE process but in different 

roles. This is in line with Gunasekaran and Kobu (2002) who argue the importance of 

evaluating processes through perspectives of different silos. Choosing respondents 

based on already defined criteria as performed in this study, is explained by Denscombe 

(2009) as subjective selection. The reason behind this method of selecting respondents 

was to ensure a fair and just description. Picking respondents who had experienced the 

processes in different roles creates a holistic understanding, and hence eliminate the risk 

of receiving data characterised by a specific context (Jacobsen. 2002). As explained by 

respective organisational role description in table 3-1; sales, risk and sustainability has 

been important themes, as linked to the research questions and purpose of the thesis. 

 

3.2.3 Workshops 

Workshops were attended on several occasions (see Appendix 3). The first three 

workshops involved VCE representatives and targeted a critical review of the process 

and future ambitions of VCE. The purpose of the latter workshops which also included 

Volvo Group representatives was to develop principles to communicate how to react to 

risks when identified in the process and risk appetite, much like the discussions 

recommended by Frigo & Anderson (2011). This was achieved through discussions 

about fictive worst-case scenarios. Additionally, one workshop was attended with 

representatives of both VCE, Volvo Group and EKN which targeted the cooperation 

between Volvo and EKN as well as a presentation of EKN’s corresponding process. 
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These workshops were attended in an observational manner for the most part with the 

intention to create an understanding of how these types of risks are currently managed 

and perceived. However, the process development presented in the thesis was also 

occasionally presented at these workshops to validate the practical usefulness. 

 

Tabell 3-1 Respondent List. 

 

Table 3-1 show how each respondent has been referenced to, each organisational role 

and date. Appendix 3 represent the continuous workshops which have been attended 

throughout the research, more information about each workshop such as participants, 

discussion themes, location, and date can be found in Appendix 3. Information derived 

from a specific occasion is indicated by a letter, e.g. Appendix 3e refers to the fifth 

workshop. References without letters which has been made to Appendix 3 refer to a 

general conclusion of all workshops.  

  

Reference Organisational Role Date 

Appendix 3 Vice President Environment and Sustainability (VCE) Continuous  

Appendix 3 Global Director Core Values, Sales, and Marketing & 

Product Portfolio (VCE) 

Continuous  

Appendix 3 Senior Vice President CSR (Volvo Group) Continuous 

   

Appendix 4 Director Customer Finance and Risk (VCE EMEA Sales 

Region) 

23/3 

Appendix 5 Customer Finance Manager (VCE EMEA Sales Region) 23/3 

Appendix 6 Risk Analyst (VCE EMEA Sales Region) 23/3 

Appendix 7 and 

Appendix 3 

CSR Director Ethical Business Behaviour (Volvo Group) 24/3 and 

Continuous  

Appendix 8 Senior Legal Counsel  10/4 

Appendix 9 Business Manager (VCE) 12/4 

Appendix 15 Senior Sustainability Analyst (EKN) 10/5 

Appendix 15 Sustainability Analyst (EKN) 10/5 
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3.3 Ethical Considerations 

Ethical dilemmas are often recognised in the interview situation. Fog (2004) expresses 

the difficulty of trying to achieve a deep and extensive interview without aggrieving the 

interviewee. To prohibit inflicting any harm to the interviewee or the company, four 

ethical considerations presented by Kvale and Brinkmann (2014) were consented to; 

 

- Informed Consent; before every interview, the respondent was informed about 

the purpose of the research to bring about the benefits and possible risks of 

participating in the interview  

- Confidentiality; all personal data presented in the study which could be linked to 

the interviewee has been consented to. A confidentiality agreement with the 

company was also signed. To prohibit any misinterpretations, all data published 

in the study has been double checked by the respondents. 

- Consequences; all studies involve a risk that the scientific benefits of the study 

could come at a cost of individual respondents as well as the “greater group” 

that the respondents represent. Potential consequences were therefore highly 

considered throughout the research and mitigated by transparency and a strong 

assent to confidentiality. The approach has also been to neither praise nor 

neglect any individual or company presented in the empirical data, but to present 

the collected data objectively. 

- The role of the researcher; objectivity was always considered at every step of 

the thesis. In qualitative interviews and workshops, which usually represent a 

close interplay between the researcher and the respondent, this was especially 

considered.   
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3.4 Data Analysis 

3.4.1 Critical Review 

An important step for the development of the process managing reputational risk in the 

customer line was to first conduct a critical review of the current BESE-process, which 

provided the foundation on which the Risk Management application is built upon. This 

critical review gathered inspiration from the workflow of evaluation studies which 

according to Stevrin (1991) grew in popularity due to the need of understanding 

whether the purpose and goals of a program or project has been met, what the 

consequences has been and whether the efficiency could be improved.  

The primary purpose of conducting evaluations is to inform decisions 

relating to either the future direction of the project itself or the wider 

development of policy and practice. (Green & South. 2006, p. 148) 

 

The delimitations made regarding the critical review was to focus on the process within 

a specific business area (VCE), region (EMEA), and department (Sales and Finance), 

which will be elaborated later. Also, the thesis focuses on three main theoretical areas; 

risk management, process management, and Corporate Social Responsibility.  

 

Having decided on the limitations, an objective description of the current situation was 

conducted, followed by subjective identifications and characterisation of the effects. 

The effects were concluded in the empirical chapter and include the informants own 

interpretations of the process. These were then summarised in a model showing the pros 

and cons of the current process. Finally, Green and South (2006) suggest a comparison 

between the ambitions of the process with the actual outcome which was conducted in 

the analysing part of the research. 
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3.4.2 Reviewing Model 

Finding measures to decide on the successfulness of a project, the BESE-process in this 

case, is expressed as a great challenge. Finding measures to decide on the 

successfulness of a process is a challenge and they can either be qualitative or 

quantitative (Stevrin. 1991; Green & South. 2006). Following the strategy of the thesis, 

these indicators have been formulated in a qualitative manner which accommodate 

measurements answering questions such as:  

How will we know if the objectives have been achieved or progress is 

being made towards achieving them? (Green & South. 2006, p. 45).  

 

A process could be easily perceived as a whole or a part of something else depending on 

the perspective, the integral framework presented by Wibler (1996;200) was therefore 

applied to facilitate the review of the current BESE-process. This was deemed helpful to 

decide on the successfulness or failure of the BESE-process. As a similar model has 

been used before within the company (Appendix 3c), this model was considered 

suitable to analyse the data and evaluate the success of the process. The presented 

AQAL-model was therefore slightly modified to better suit a critical review of the 

BESE-process (figure 3-1). 

 

   

Figure 3-1 Critical review Model. Source: Own illustration based on Ken Wibler (1996) 

 Individual Collective 

 

Objective 

Behaviour 

Is the process executed as 

intended? 

System 

How is the process 

structured? 

 

 

Subjective 

Experience 

Is there sufficient knowledge 

within the process? 

Culture 

Is the process and workflow 

accepted by the culture? 
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3.5 Literature Review 

Yin (2003) highlights a literature review as a means of gathering information about the 

theme of a research to enable a greater understanding of specific issues connected to it, 

which will result in more insightful research questions. Prior to the development of 

research questions, a literature review was therefore performed which included a 

screening of earlier publications connected to the theme of CSR. Using key words such 

as customer relations, risk and process management ensured narrowed screening results 

relevant to the problem of interest presented by VCE. In addition to adding knowledge 

to the overall theme, the literature review also revealed an academic gap which provided 

a theoretical urgency and relevance to the study. 

 

The preparatory literature review as well as the continuous creation of the theoretical 

framework is mainly based on scientific articles. Peer- reviewed articles was exclusively 

used to ensure high quality, which were gathered through OneSearch, a database 

provided by Linnaeus University, and Google Scholars. Textbooks were also used to 

extend the literature substance, which often provide pedagogical explanations to certain 

concepts and theories.  

 

3.6 Quality of Research 

Yin (2007) use four criteria when evaluating the quality of an empirical research and 

thus applicable to a case-study such as this. The criterion consists of; Construct 

Validity- refers to the identification of correct operational measures, Internal Validity- 

relevant for explanatory or causal studies targeting an explanation to how and why 

event X leads to event Y, External validity- delimitation to the specific case to which 

the result can be generalised, Reliability- the description of the operations of the study is 

sufficient for others to replicate it and gain the same results (Yin. 2007). The actions 

taken to ensure a high quality of this thesis based on these criterions are explained 

below. 

 

  



  
 

44 

Construct Validity 

This criterion was achieved during the empirical data collection (Yin. 2007) by using 

various sources of information, or triangulating as explained earlier (Bryman & Bell; 

Yin. 2012). To further ensure the validity of the gathered evidence, all informants read 

and confirmed their given information prior to the analysis.   

 

Internal Validity 

This thesis targets the relation between CSR and Risk, but also the relation between a 

company and its customers, stakeholders, and society which made this criterion relevant 

to keep in mind during the analysis of the data (Yin. 2007). To ensure a high quality in 

accordance with this criterion, rival explanations were addressed, logical models were 

used, patterns were matched, and the explanation were built from the bottom up. As 

suggested by Yin (2007). 

 

External Validity 

The external validity represents a problem for single- case studies because it constitutes 

a weak base for generalising, as argued by its critics (Yin. 2007). Researches therefore 

rely on earlier research and theory to validate their results. This thesis bases on 

problems on which little research have been performed and thus leave room for other 

researches to validate the results by replicating the result in a second or third field. 

However, since the thesis bases on theoretical problems which have been discussed in 

other circumstances and contexts, this provides some external validity (Yin. 2007). 

 

Reliability 

To ensure that other researchers can perform the same study, all steps of the thesis was 

well documented and explained. The methodology chapter laid the foundation to the 

achievement of this criterion and is also visualised through the model below. 
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3.7 Thesis Process 

 

Figure 3-2 illustrate the process of the thesis which started off with empirical and 

theoretical input. The theoretical input is represented by the conceptual model focusing 

on Risk Management gathered from literature and research. The empirical input focus 

on the BESE-process and gathered from workshops, interviews, and various documents 

used internally as well as public ones. Next step focused on the development of the 

improved process through solutions to problems arising from the critical review of the 

process and new ambitions of VCE. These solutions were found in concepts presented 

in the conceptual model, the progress was occasionally presented for VCE in workshops 

to confirm its practicality. Finally, the process amounted to the Pioneering Risk 

Management Application with side products of a developing workflow which gives an 

example on how to develop such processes, a critical review of the current BESE- 

process as well as suggestions on how to improve the current process to comply with 

the new ambitions presented by VCE to mitigate reputational risks.  

• Critical review of the BESE- process 

• New ambitions 

• Solutions based on concepts in the 

conceptual model 

• Confirm practicality with VCE 

Figure 3-2 Thesis Process Model 
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Figure 4-1 Organizational Chart. Source: Volvo 2017 

4 Empirical Findings 

The following chapter is split in three parts. The first part gives an overview of the 

Volvo group and its commitment to sustainability. This boil down to the business area of 

VCE and the organisational function where the BESE process is implemented. The 

second part consists of a process description. The final part presents the outcome thus 

far and the foundation of the critical review. 

 

4.1 Volvo Group  

 

 

 

 

 

 

 

 

 

 

 

 

 

Volvo Group consists of 10 business areas but has announced their intention to divest 

the business area of Governmental Sales. The group has focused on decentralisation for 

some time to strengthen the its agility, which indicates more responsibility and decision 

making on each business area level (Volvo. 2017a). 

 

Europe provide Volvo Group’s largest market consuming 44% of its net sales in 2016, 

followed by North America with 26%. The entire Volvo Group distribute their products 

and services in more than 190 markets, their business employs about 100 000 people, 

and their net sales amounts to more than 280 Billion SEK on average over the last 

eleven years (Volvo. 2017a). 
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4.1.1 Volvo Group’s Approach to CSR 

The core values are expressed as trust, passion, customer success, change, and 

performance (Appendix 7), through which the company has developed a strong 

reputation of being a responsible, trustworthy, and safe company. This perception is not 

only apparent by customers but also experienced within the company (Appendix 6; 7; 

Volvo. 2017b). Volvo communicates their CSR commitment and performance through 

a combined annual financial- and sustainability report, where it is stated: 

To be economically, environmentally, and socially sustainable, value 

creation must be executed responsibly. Business ethics and integrity, tax 

and legal compliance and human rights are therefore integral components 

of this work. It provides us with a solid foundation on which to build our 

societal engagement activities and demonstrate industry leadership 

towards sustainable development. (Volvo. 2017a, p. 64) 

 

… we consider global trends and challenges, international norms of 

responsible business behaviour and stakeholder expectations when 

developing our work. (Volvo. 2017a, p. 64) 

 

Volvo communicate their CSR and sustainability approach in three parts; a) Value chain 

activities- considering sustainability and responsibility in the entire lifecycle of products 

and services, b) Towards sustainable transport- support the development of economic, 

social, and environmental sustainable businesses and societies through advanced 

products and services, and c) Our role in society- address social challenges related to the 

industry (Volvo. 2017a). Volvo Group also support the 17 sustainable development 

goals set by the UN with focus on four main areas connected to its business (Volvo. 

2017a; UN. 2017); 

• Good health and wellbeing; halve the number of deaths and injuries from 

road traffic accidents by 2020. 

• Industry, innovation, and infrastructure; Build resilient infrastructure, 

promote inclusive and sustainable industrialisation and foster innovation 

• Sustainable cities and communities; Make cities and human settlements 

inclusive, safe, resilient, and sustainable 

• Climate action; take urgent action to combat climate change and its impacts 
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4.1.2 Code of Conduct and Principles 

The code of conduct constitutes group-wide mandatory principles of how to conduct 

business through all levels of the company which allows the company to maintain a 

trustworthy reputation. These principles are based on international norms and guidelines 

including the United Nation’s Global Compact and the OECD’s guidelines for 

multinational companies (Volvo. 2017a).  

 

The code of conduct is sectioned in three areas of principle starting with Business 

Principles. This area includes guidance on issues regarding accounting and reporting, 

anti-corruption, taxation, money laundering, how to separate personal life and business 

etc. The second area of principles is Principles of human rights and social justice and 

include guidance on issues regarding human rights, discrimination, workplace, and 

labour practice etc. The final area present two environmental principles; resource 

efficiency and precautionary principles (Volvo. 2017b). The code of conduct also 

express that the general principle for all Volvo group members is to comply with the 

laws and regulations of each country. These principles should be integrated within 

critical processes, decisions, and activities of the Group to demonstrate and promote its 

commitment to responsible business practice (Volvo. 2017b). When discussing the 

principles regarding CSR in the customer line, not included in the code of conduct 

however, the main future principle was expressed: 

We generally believe doing business is good for society and contributes 

positively to economic development and prosperity. 

(Appendix 3f) 

 

The CSR Director Ethical Business Behaviour (Appendix 7) elaborate that the code of 

conduct is a method for the management of Volvo to communicate “what Volvo stands 

for” and that a reviewing process is currently conducted to enhance the code of 

conduct’s link to compliance. The current code of conduct is adequate but somewhat 

vague (Appendix 7). For example; one of the principles express that Volvo shall comply 

with human rights, but few people really know what that implies since it is not clearly 

stated:  

I think that respecting human rights is fundamental, but Volvo needs to 

clarify what that means.  

(CSR Director Ethical Business Behaviour. Appendix 7)  
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4.1.3 Volvo CE 

VCE is the second largest business area (after Trucks) providing 17% of the group’s 

entire net sales and a total of 44 306 deliveries in 2016. These numbers were distributed 

amongst various excavator wheel loaders and haulers, road machinery, and a wide range 

of services such as finance, maintenance, and reparations etc. Not only is the net sales 

distributed amongst products and services, but also three brands; Volvo, SDLG and 

Terex Trucks (Volvo. 2017a).  

 

Other than the principles imposed by the group, VCE also take on a leading role within 

the industry regarding safety which is communicated in three levels; personal, worksite, 

and machine safety (Volvo. 2016). Other than the actual products, VCE’s offer also 

includes financial services, attachments, service solutions, spare parts, rental business, 

and used equipment. Depending on what deal is negotiated with the customer and size 

of the project, VCE also offer onsite reparation teams (Appendix 4). 

In fact, we do not sell a machine to a customer, but rather accessibility. 

We guarantee that the product is working to a certain level, and provide 

services based on that. Director Customer Finance and Risk. (Appendix 4) 

 

The sales section of VCE is divided into four regions; EMEA, APAC, China, and 

America. EMEA covers Europe, Middle- East, and Africa and yield over 50% of all 

sales. EMEA is divided into three Hubs; North, West, and South. Each Hub has 

Customer Finance Managers and Risk Managers, whose mission is to support the Hubs’ 

activities regarding payment terms and financial solutions with VCE’s customers and 

dealers (Appendix 4; Volvo. 2016).  

 

  
Senor Legal 

Counsel President EMEA

VP Hub North VP Hub West VP Hub South

VP Human 
Resources

VP Corporate 
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VP Marketing & 
Sales Support

VP Aftermarket
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Business Control
VP Comm. Mgmt. 
& Key Accounts

Figure 4-2 EMEA Organisational Chart. Source: Volvo (2016) 
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Distribution 

VCE distribute their products through independent or Volvo-owned dealers. In some 

cases, dealers have subsidiaries and dealers of their own (Appendix 9). There are 71 

dealers spread out between countries within the EMEA region, of which 66 are 

independent (Appendix 4). VCE’s Business Managers has the commercial 

responsibility of all Volvo machines toward independent dealers and makes sure that 

the dealers and VCE reach their goals in terms of sales, as well as negotiate prices. 

VCE’s Business Managers are the ones who work closest to the customers, however, 

dealers have the direct contact with customers and provide all service solutions 

(Appendix 9). 

It is important to understand that we are the producer of machines, but the 

dealer makes the sale to the end-customer. Therefore, it is the total value 

received by the dealer which the customer experiences.  

(Business Manager. Appendix 9) 

 

The Volvo brand and values are therefore mostly communicated through dealers as they 

make the sale and their services. VCE do however affect the experience of the end 

customer by first conducting a Due Diligence on dealers before entering a business 

partner contract to ensure that the dealer is trustworthy and has policies in place to 

prevent corruption (Volvo CE. 2017d; Appendix 9). Having established the partnership, 

VCE also affect the end customer’s experience by educating dealers, providing spare 

parts, and providing guidelines on how to comply with the philosophies of Volvo, such 

as Dealer Operating Standards (DOS) (Appendix 9);  

The Volvo Group core values represent the foundation with the inherited 

values from the Volvo brand - quality, safety, and environmental care. 

(DOS. 2016, p. 7) 

 

The due diligence and DOS set the requirements on dealers and their operations to 

comply with the culture and policies set by Volvo Group as well as local law, but they 

do not state how dealers should approach their customers (Appendix 9). The DOS do 

however give advice on Customer Relationship Management and how to proactively 

attain long-term customer relationship through continuous contact with customers 

(DOS. 2016).  
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Figure 4-3 and 4-4 visualise the different types of customers and industry segment as 

well as the sales distribution amongst them, as of December 2015. Contractors 

constituted 62% and are thus the most common customer type (Volvo. 2016). These 

customers are project owners contracted to perform for example the extraction work in a 

mine. The next largest customer type is rental providers who purchase the machines 

which are then rented by, for example, other contractors (Appendix 3).  
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Governments
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Figure 4-3 Industry Segment. Source: Volvo (2016) 

Figure 4-4 Customer Groups. Source: Volvo (2016) 
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Financial Solutions 

Volvo Financial Services (VFS) offer financial solutions to all customers and dealers of 

Volvo Group, which include leasing (Appendix 4). In 2016, 39% of VCE’s deals were 

financed with solutions provided by VFS (Volvo. 2017a). For customers in markets 

where the business area VFS is not available but still needs financial solutions, the 

department of Customer Finance and Risk at VCE is involved. The mission of this 

department is to: 

… support our hubs’ sales activities related to financial needs with 

dealers and direct customers whilst minimising credit risk exposure and 

reducing capital tied up.  

(Director Customer Finance & Risk. Appendix 4) 

 

This department consists of a Director of Customer Finance and Risk (Appendix 4), 

Customer Finance Manager (Appendix 5), and Risk Manager/ Risk Analyst (Appendix 

6). The workload is split in two; the Customer Finance Manager creates financial 

solutions and contracts for customers, and the Risk Manager follows up on the contracts 

(Appendix 4). The Customer Finance Manager receive a credit application (Appendix 1) 

from a dealer or customer, perform a risk assessment, and construct a finance solution 

by contacting credit granters such as the EKN or the private market. When a suitable 

solution is achieved, the solution is presented to the Credit Committee that sends an 

offer to the customer or dealer (Appendix 5). If the solution is accepted by the 

committee and the customer, the contract is sent to the customer for signing (Appendix 

5; Appendix 4). The contract is then followed up and managed by the Risk Managers 

during its contract period (Appendix 6). However, only a fraction of the deals are 

conducted this way. Customers and dealers solve most deals themselves, either by full 

cash payment or other financial solutions with local banks. This department is thus only 

involved with deals when customers are unable to pay cash or acquire credit elsewhere 

and in markets where VFS is not present (Appendix 4). 

 

  

Figure 4-5 Customer Finance and Risk department organisational chart. Own illustration 
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4.2 BESE Risk Assessment Process 

Volvo Group’s CSR Director Ethical Business Behaviour developed the BESE-process 

in 2014 as a pilot for all business areas with the purpose of assessing risks linked to 

elements of CSR prior applying for financial guarantees by EKN (Appendix 7). Which 

is why the process is therefore performed in the Customer Finance Department. Even 

though the process map (figure 4-6) end in “send application to EKN”, the process has 

now been expanded to include deals where EKN is not involved. The process is 

therefore applied in those situations where the customers return to VCE in request for 

financial solutions, and not at the dealer level where the sales are made (Appendix 5): 

The process is performed where we have the power to influence, the 

customer needs something from us; financial solution, and thus, we have 

the power to influence. It is difficult to influence a dealer to say no to a 

deal.  

(Customer Finance Manager. Appendix 5) 

 

Figure 4-6 visualise a simplified version of the flowchart (Appendix 12) which is how 

the process is communicated internally. The simplified flowchart is followed by a 

systematic explanation of the process and the underlying model navigating each step.  

  

Figure 4-6 BESE-Process. Source: Volvo Group (2016) 
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4.2.1 Step 1 and 2 

- Is the customer active in a high-risk segment? 

- Is the customer active in a high or extreme risk country? 

Process 

The Customer Finance Manager initiate the process by receiving an application from a 

customer and opening an Excel file serving as the tool for the process (Appendix 3c). 

The Excel- file shows two scroll lists of different segments and countries. A mandatory 

Customer BESE Risk Assessment is required if the customer or project is active in a 

high-risk segment or high-risk market, whilst low risk does not require an assessment 

(Appendix 3c).  

 

Model 

The high-risk segments were constructed in unity with EKN’s definition of high risk 

segments, this resulted in all VCE’s segments were defined with High- risk. Meanwhile, 

Volvo Trucks’ was defined with almost no high-risk segments (Appendix 7). 

 

Segment Risk 

Mining High 

Quarries and Aggregates High 

Major Pipeline and Energy-related Industry (oil &Gas) High 

Road Construction High 

Building High 

Demolition High 

Recycling & Waste High 

Industrial Material Handling High 

Forestry High 

Agricultural & Landscaping  High 

Table 4.2. List and risk definition of Segments. Source: Appendix 3c 
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Figure 4-7 show which countries are defined as high- risk by Volvo.  

The atlas is tailor made for the Volvo Group using risk indices from a 

global risk analytics company based on the principles in our Code of 

Conduct.  

(Volvo. 2017, p. 54) 

The risk map is also updated annually to consent to Volvo Group’s definitions 

(Appendix 3e). 

 

 

  

Figure 4-7 Risk Map. Source: Volvo (2016) 
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4.2.2 Step 3 

- Is there a need of conducting an ESIA? 

Model 

ESIA stands for Environmental and Social Impact Assessment and is required by EKN 

for new projects or large expansions with credit a period over two years which requires 

credit insurance exceeding 100 million SEK (Appendix 3c). The ESIA is performed by 

an impartial third party and is compiled in a report. These reports include both 

assessments of environmental and social impacts of the concerning project, but also 

recommendations on how to deal with the impact. The version of the reports retrieved 

could differ, sometimes Volvo only receive a summary and sometimes the entire report 

amounting to over 500 pages which could also appear in unacquainted languages 

(Appendix 5). 

 

Process 

If the deal meets the criterion which requires an ESIA, the Customer Finance Manager 

contacts the customer to ask for the report (Appendix 5). However, this can sometimes 

prove problematic. The ESIA is required by EKN who evaluates the project as either 

risk- class A- B or C. If regarded as an A- project, the ESIA is published on EKN’s 

web- page for 30 days and can thus be used in media which could result in bad 

publicity. Therefore, this report is often regarded as sensitive information by the 

companies involved which sometimes makes it difficult to attain (Appendix 4; 

Appendix 5). This is also affected by VCE’s level of influence: 

It is also important to understand that we are far back in the chain… 

therefore, it is a challenge to demand that kind of information of a project. 

(Director Customer Finance and Risk. Appendix 4) 

 

  



  
 

57 

4.2.3 Step 4 

- Customer BESE Risk Assessment 

Process 

Depending on the result from earlier activities (high risk segment or country), the 

process moves on to step 4 which include a screening of possible business ethics, social 

and environmental risks linked to the project. If the segment or country is regarded as 

high risk, this step is performed regardless of the ESIA (Appendix 3c). 

 

The screening is conducted by the Risk Analyst using a recently implemented Dow 

Jones’ Factiva tool (Appendix 6). However, the Google screening is still performed in 

addition to the Factiva screening (Appendix 5). The tool is a data base filled with 

selected news articles, and is also equipped with a search engine. The risk analyst type 

in the name of owners, customer, and project site together with a search- loop (see table 

4-4) linked to elements of CSR to find what risks has been reported on. The language 

function ensures findings of relevant articles written in various languages which can be 

translated back to English. The findings are then screened and matched with a red flag 

list (see Appendix 8), these findings are then sent to the Customer Finance Manager 

(Appendix 6). Finding at least three different sources to verify the information is of 

great importance in this step (Appendix 7).  

The screening is rather quick. I simply change the names in the search- 

loop. I can also choose a specific country, language, and subject and so 

on to make it even more precise… sometimes you get many hits. In those 

cases, it is difficult to go through all information and assess what is 

relevant for us.  

(Risk Analyst. Appendix 6). 

 

Because these screenings do not occur too often, it does not pose as hinder in the daily 

work for the Risk Analyst. These cases show up approximately four times a month 

(Appendix 6). 
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Model 

The Factiva- tool was implemented in the fall of 2016 to make the screening more 

efficient. The advantage of using Factiva is that it is more reliable and easy to use, 

source criticism has also improved since the implementation of Factiva (Appendix 7).  

 

The search-loop used in Google (table 4-3) was created by the CSR Director Ethical 

Business Behaviour and bases on EKN’s criterion (Appendix 7). However, these have 

been developed over the years based on the director’s own analysis of trends, use of 

language and development of CSR, to include more subjects as shown in table 4-4; 

There is no theory behind the terms used in the search loop, I research 

and add words based on what I discover; what new risks are there? What 

new legislation is on the way? What words are used in legislation and 

media? And so on... 

(CSR Director Ethical Business Behaviour. Appendix7). 

Table 4-3. Search- Loop Source; Appendix 3c 

Factiva search- loop 

Workplace Safety/Health Issues, Workplace Discrimination, Witness Tampering, Terrorism, Stock 
Delistings, Settlements/Out-of-Court Agreements, Risk News, Prisons/Prisoners, Predatory Pricing, 
Money Laundering, Lay-offs/Redundancies, Labour Disputes, International Sanctions, Insider Dealing, 
Human Trafficking, Gross Misconduct/Malpractice, Fraud, Financial Crime, Extortion/Blackmail, Ethnic 
Minorities, Embezzlement, Criminal Enterprises, Counterfeit/Forgery, Corruption, Corporate 
Crime/Legal Action, Class Action/Settlements, Civil Unrest, Bribery, Bankruptcy, Armed Rebellion, 
Anti-Competition Issues 

Table 4-4. Factiva Search- loop (Appendix 7) 

The red flag list (Appendix 10) was also created by the CSR Director Ethical Business 

Behaviour at Volvo and VP Environment and Sustainability at VCE with the intention 

of bringing attention to all risks of corruption, environmental, or human rights issues 

(Appendix 7).  

Search for Search- loop  

Customer name + sensitive habitat OR environment OR labour OR conflict OR violations OR child 
labour OR forced labour OR human rights OR resettlement OR indigenous people 

Project/end 
customer name + 

sensitive habitat OR environment OR labour OR conflict OR violations OR child 
labour OR forced labour OR human rights OR resettlement OR indigenous people 

Main owner + sensitive habitat OR environment OR labour OR conflict OR violations OR child 
labour OR forced labour OR human rights OR resettlement OR indigenous people 
OR corruption 
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4.2.4 Step 5 

- Risk Analysis 

Process 

Having performed the initial screening (step 1-3) and the actual BESE screening (step 

4), the analysing step follows. This is essentially the responsibility of the Customer 

Finance Manager as the Risk Analyst has gathered and sent the information found in the 

screening (Appendix 3c). 

 

The Customer Finance Manager analyse the identified risks by labelling the risk and 

decide on a risk level (Appendix 3c). In this activity, the Customer Finance Manager 

often try to contact internal expertise, such as discussing issues with the CSR Director 

Ethical Business Behaviour at Volvo Group or the local Customer Finance Director 

(Appendix 4; Appendix 5).  

The purpose for me is to develop a recommendation in this Excel tool, and 

decide whether the risks must be brought to the CSR committee. If it 

should, I need to describe the risks and give recommendations on how to 

mitigate them. Sometimes, there is only a need to highlight the risks to 

make Volvo aware. We also have a dialogue with EKN to share our 

findings, sometimes they found some things that we did not... it is often 

hard to interpret the information received by the screening. It would be 

helpful to have a local expert involved in these questions.  

(Customer Finance Manager. Appendix 5) 

 

Model 

The Excel- tool suggests four types of labels of the risks brought to attention; social, 

environmental, other ethical concerns, or a combination. Furthermore, the risk level 

needs to be evaluated as; 1- minimal risk, 2- limited risk, and 3- severe risk (Appendix 

3c). The definitions of the different risks are shown in appendix 11. The Excel- tool also 

define eight different recommended Action & Risk Mitigation Plans; a) Dialogue with 

dealer/ distributor, b) Dialogue with end customer, c) Send letter to customer, d) 

Dialogue with local government, e) Industry wide initiative, f) Contact NGO or other 

relevant actors, g) Several of the above, or h) Other. However, there are no precise 

criteria declaring how to assess risks, instead, they are subjectively evaluated (Appendix 

3c).  
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4.2.5 Step 6- 8 

- Decision by Customer CSR Committee 

- Decide on Action & Mitigation Plan 

- Decision by Ethical Committee 

Process 

Having identified, defined, analysed, and recommended response in earlier steps, the 

case is handed to the CSR committee. Their task is to review these sensitive situations 

with customers from a CSR perspective (Appendix 8) and decide whether to adopt the 

mitigation plans and proceed with the deal, and thus ending the process by sending the 

application to EKN (Appendix 3c). These final steps also include an escalation process 

implying that if the CSR Committee is unable to reach a decision, the issue escalates to 

the Ethical Committee consisting of Volvo Group- representatives according to the 

process map (Appendix 3; Appendix 6). 

… that is the way it is supposed to work, but it does not. Today, there is 

nowhere for the CSR committee to escalate their issues. I do not tell them 

what to do but rather work as a sounding board for the current CSR 

committee to discuss issues and give recommendations.  

(CSR Director Ethical Business Behaviour at Volvo Group. Appendix 7) 

 

Model 

The Customer CSR Committee at VCE consists of; 

• Director Customer Finance & Risk (Appendix 4) 

• Legal Counsel (Appendix 8) 

• VP Core Value Management and CSR (Appendix 3) 

• Global Director Processes & Core Value Management (Appendix 3) 

There is no specified model to support the committee and help them make effective 

decisions; instead all cases are solved through discussions and dialogues. However, the 

committee consist of representatives with high competence regarding Risk (Appendix 

4), CSR and core values (Appendix 3), and legal compliance (Appendix 8). The 

decision making is still expressed as a learning process for the committee and that it is 

hard to develop general principles to make fast decisions on this level because every 

case is very different (Appendix 5; 6; 7; 8).  

Many of these cases are discussed for the first time.  

(Customer Finance Manager. Appendix 5) 
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However, each case provides a learning-process which result in growing experience and 

knowledge (Appendix 5; 8). All cases are allocated on a team-site for everyone involved 

in the BESE-process to see and learn from (Appendix 7). The Legal Council (Appendix 

8) express a need for the process to progress which includes proper guidance on how to 

make decisions from a Group level and the long-term vision in terms of CSR. To 

develop the process further, a need for an extra resource with experience of CSR and a 

role that fits into its job description is sought for (Appendix 8; 3f; 4; 5) 

 

4.2.6 EKN 

EKN perform a similar process which either confirms VCE’s decision or impose further 

demands on the deal if they are to secure the finance (Appendix 4; 6; 15). The process is 

performed in five steps; screening, assessment, classification, decision, and monitoring 

(Appendix 15). Occasionally, EKN has greater influence on the customer and can thus 

acquire more information, for example the whole ESIA report instead of a summary 

(Appendix 5). This is supported by EKN’s recognition of a transparency-trend which 

makes it easier to obtain ESIA-reports (Appendix 15). As the organisation also has 

greater resources and expertise put into their risk assessment process, a few times, this 

has resulted in EKN denying a guarantee of a deal as they identified risks that VCE did 

not (Appendix 5). Most ESIA analyses are performed in-house by EKN, consultants are 

however used when they receive some extensive reports or whenever there is a language 

barrier. When performing the analysis, EKN consider both the information in the report 

and who has conducted the ESIA to ensure reliability (Appendix 15). 

 

EKN’s sustainability risk assessment covers environmental, human rights, tax, anti-

corruption, or sustainable lending and each transaction is classified as either A (high 

risk), B (medium risk), or C (low risk). Risks are defined the same regardless where in 

the customer line it is discovered since EKN assess the risks at the project site. The 

board does not have strict indicators or policies deciding when a deal should be denied, 

all cases are evaluated on a case-by-case basis. Deals may not get EKN approval for a 

variety of reasons, including a customer’s inability or unwillingness to close the risk, 

lack of responsiveness from the customer, or because the credit guarantee applicant 

chooses a different financial solution. The sustainability risk assessment is performed 

by the business manager and the sustainability analysts provide support in complex 

cases (Appendix 15).  
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4.3 BESE-process pilot outcome 

There were no clearly defined goals or measurements to establish the continuous 

progress when the process was created. The key purpose was to comply with the 

demands of EKN to secure the financial agreements made with customers. It was 

therefore considered sufficient to make sure the implementation was successful by 

performing a quarterly follow up. The follow up include checking the assessments 

performed, number of hits etc. (Appendix 7).  

I am convinced that everyone is working accordingly, considering the 

conditions… but we need to improve the analysis and description of the 

risks as well as figuring out what to do with the information.  

(CSR Director Ethical Business Behaviour. Appendix 7) 

 

The process has brought on a bigger workload for the financial department of VCE with 

responsibilities that they are not used to or maybe even have the competence to deal 

with. The financial department in which the process is implemented needs a central 

knowledge-competence to provide support with difficult cases (Appendix 4; 5; 9). The 

outcome is summarised in the operating staff’s understanding of the purpose of the 

process: 

I believe that what we want to achieve through this process is to show 

EKN that we have done a pre- research, so to speak, so that we do not 

send applications of any kind to EKN.  

Customer Finance Manager (Appendix. 5). 

For us, the process is all about finding solutions to the questions arising 

from the screening already before sending the application to EKN. 

(Director Customer Finance and Risk. Appendix 4). 

 

Apart from facilitating the guarantee of financial insurance from EKN, the process has 

also spread CSR awareness amongst the employees and brought the risk of making 

deals with irresponsible customers to the table (Appendix 4): 

We are a Swedish company representing safety and security. It would be 

peculiar if we made deals with irresponsible customers. I believe it is 

important from a brand- perspective that we conduct deals with decent 

customers. I think this is a shared notion amongst everyone working here. 

(Risk Analyst. Appendix 6) 
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New ambitions for the process has emerged beyond complying with EKN targeting the 

control of Volvo’s reputation which is exposed to risk when deals are made with 

irresponsible customers. This is especially important for VCE who are making far more 

deals within high- risk segments and countries than other business areas and thus 

require more attention to these matters (Appendix 7). VCE has recognised the need to 

expand the process to include all sales, not solely the ones financed by its finance 

department (Appendix 3). 

VCE’s high level of ambition strikes me as very positive for the group. If 

VCE takes on a leading role in this matter and succeed, it gives the rest of 

the group an opportunity to benchmark their process.  

(CSR Director Ethical Business Behaviour. Appendix 7) 
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4.3.1 Pros and Cons 

With the increasing ambitions of VCE regarding reputational risk management in mind, 

a workshop (Appendix 3c) was set up to pinpoint the pros and cons of the process pilot 

so far. Combining the result of this workshop with the interviews, this section provides 

an empirical critical review of the process outcome so far.  

Table 4-4. Pros/ Cons List  

Pros Cons 

The process ensures that credit is granted by EKN 

 

The process does not cover all sales 

A screening of the ESIA is added as a need in the 

process 

 

The process is based on EKN’s demands, not Volvo 

policy 

Factiva tool has improved the screening 

effectiveness 

 

The definition of high-risk segments is Based on 

EKN’s definition, not Volvo’s 

The process is spreading the awareness of 

conducting business with responsible customers 

within Volvo 

ESIA is asked for based on EKN’s requirements 

 

 Process is difficult to understand 

 

 Relies on the competence of people performing the 

screening and analysing the material 

 

 The screening and analysing role is pressed on 

getting the deal  

 

 The definition of the risks within cases does not 

always correlate with the risk level definition  

 

 Risk level definition is not based on Volvo’s 

policies and reputation 

 

 Needs Clarification; CSR Committee gives advice, 

the decision is taken by business-responsible 

 

 Transparency is lacking in the process on informing 

business-responsible people on identified risks 

 

 The CSR Committee should include entire Volvo 

CE, not only the EMEA region 

 

 Unclear how mitigations are conducted and 

monitored 

 

 No issue escalation beyond VCE level 

 

 Insufficient Risk description  

 

 Volvo’s influence is sometimes too weak to impose 

demands, or even demand required information 

 



  
 

65 

5 Analysis 

The following chapter starts off with a critical review of the current BESE-process and 

an analysis of Volvo’s commitment to CSR. The critical review is performed based on 

measures of the Integral Framework as presented in the methodology chapter. This is 

followed by a developing chapter suggesting improvements that are presented and 

argued for with support of the theoretical framework. 

 

5.1 Critical review of the current BESE- process 

The original intention of the process was to comply with EKN’s demands and thus 

facilitate the application for credit guarantee (Appendix 3a; 7). This is also the way the 

operating staff has interpreted the process’s purpose (Appendix 4; 5), which thus affect 

the way it is carried out. The process-visualisation and the models of the process also 

indicate a strong connection to EKN as the final step ends in “Send application to EKN” 

(figure 4-6). Furthermore, requirements and definitions of high-risk segments are 

aligned with EKN (Appendix 3 c). In line with the model of continuous improvements 

presented by Racula and Adriana (2015), the following subsections involve the 

“Planning-phase” of the PDCA-cycle. This includes identifying and analysing different 

problems with the current process by reviewing the process based on its original 

purpose and ambitions. According to the authors, this is performed by following up on 

the predefined measures of the process. However, since there were no specific measures 

decided upon when implementing the process in the first place (Appendix 7), the review 

is based on the qualitative measures found in the modified integral framework instead.  
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5.1.1 Integral Framework 

 

System 

The processes and models used within the current process are clearly linked to EKN, 

which support the achievement of the current purpose. However, the employees have 

identified some flaws which would improve the achievement of its if solved. Most 

analyses currently made of cases are not captured in the excel tool as intended; this 

might be caused by confusion from using different sheets (Appendix 7), a modification 

of the tool or clear instructions of how to use it could therefore improve the 

documentation. The flow-chart (Appendix 12) needs to be edited to include the recently 

implemented Factiva Tool Screening. It should also be simplified since it is expressed 

as hard to understand at first glance (Appendix 6).  

 

The ethical committee should be created on a group level (Appendix 7) and the CSR 

committee should include participants from various business areas; this would enable 

coherent decisions and a holistic approach within the entire group, which is crucially 

important in risk processes (Lundqvist. 2014). There is also a need to set objectives and 

measures to ensure future improvement and success of the process from a process-

management perspective (Appendix 7; Dorian. 1981; Racula & Adriana. 2015). 

 

The structure does not express a requirement to share the identified risks with the 

business- responsible staff which should carry out the final decision (Appendix 3c). 

Communication and information sharing is vital in a process, a communication path 

should therefore be created which shares the findings with business responsible and thus 

facilitate communication between different silos, as expressed by Gunasekaran and 

Kobu (2002). 

 

Behaviour 

The process is executed in line with the expectations considering the circumstances 

(Appendix 7). Following the structural problems however, behavioural improvements 

could also be made regarding communicating the risk analysis in the excel-tool and 

sorting cases when archiving them in the internal network (Appendix 7). This would 

increase the ability to follow up and review historical cases to provide suggestions for 

objective auditing (Moeller. 2011; Devenport & Short. 1990).  
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The pro/ con list (Figure 4.4) reveal a possible residual risk (Moeller. 2011; Mehr & 

Hedges. 1974) when implementing the process in the Finance and Sales department 

because the staff is pressed on getting the deal done (Appendix 3c). This pressure could 

lead to deficient thoroughness and the risk of some issues are left unnoticed. This 

supports the proposition to invest in a new employment position who only concentrate 

on this process (Appendix 9). 

 

Experience 

The biggest concern is about flaws in the knowledge and competence regarding this 

process (Appendix 4; 5; 6). This could be exemplified by the fact that the risk level in 

some historical cases does not correlate with the risk definition (Appendix 3c; Appendix 

11). It is expressed as difficult to conduct analyses due to lack of experience. 

Discussions with the internal expertise are time consuming and are only performed if 

time is deemed sufficient and if the expertise is available (Appendix 5), such 

bottlenecks should be eliminated (Lindvall.2011). Which again supports the suggestion 

of creating a new position whose only focus is this process. However, the project is also 

expressed as a learning- process (Appendix 5) since previous cases are forming praxis 

which will provide a base for decisions in future cases. 

 

Culture 

The process has brought attention to customer’s social and environmental awareness 

(Appendix 4), and the importance of not engaging in business relations with 

irresponsible customers is apparent throughout the company (Appendix 6; 7). This 

proves that the culture of the company accepts the process.  

 

5.1.2 Review Conclusion 

The BESE- process is deemed sufficient to comply with its current purpose of 

facilitating the credit guarantee applications to EKN. A few minor corrections and the 

implementation of measures would improve the efficiency, understanding, and future 

development (Tägtström et al. 1997; Lindvall. 2011; Devenport & Short. 1990). 
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5.2 Volvo’s Definition of CSR 

Volvo Group comply to the three-dimensional approach of CSR presented by Elkington 

(1997), as the company express the importance of being economically, environmentally, 

and socially sustainable, which is considered in all activities and through the entire 

lifecycle of the products (Volvo. 2017a). These values are implemented through policies 

in the code of conduct, expected to be complied to by every employee within the entire 

group and implemented in critical processes and decisions (Volvo. 2017b; Lundqvist. 

2014; Appendix 7). Furthermore, the Volvo Group consents to the CSR pyramid 

(Caroll. 2016) with focus on the three first levels concerning economic, legal, and 

ethical responsibilities. Even though philanthropic responsibilities have been the most 

important element historically (Carroll. 1991), it serves little value regarding trust in 

business relations (Homburg et al. 1992). Focusing on the first three levels thus supports 

the goal of gaining a reputation of being a trustworthy supplier (Volvo. 2017b; 

Appendix 7).  

 

Through workshops discussing future policies regarding CSR in the customer line the 

priority should be to do business, which supports the underlying economic 

responsibility (Carroll. 1991), but to have a positive sustainability impact wherever 

business is conducted (Appendix 3f).  

 

5.2.1 Authenticity 

Schematic as well as emblematic authenticity (Skilton & Purdy. 2017) is created by 

prioritising four out of 17 sustainability goals set by the UN. The focus of the Volvo 

Group are goals that are most linked to its business; road traffic accidents, resilient 

infrastructure and sustainable industrialisation, safe cities and human settlements, and 

urgent actions to combat climate change (Volvo. 2017a). Aligning company CSR 

actions with the business and its brand is important to prove its authenticity and 

promote acceptance from the general public, as argued by Skilton and Purdy (2017). In 

doing so, the company do not take on too much responsibilities and limits the risk of 

breaking pledges toward society and thus damaging its reputation, as expressed by 

Borglund et al. (2002). This notion is also supported as the company express 

stakeholder involvement when developing their work and addressing social challenges 

related to its industry (Volvo. 2017a). 
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5.2.2 Ambitions of the BESE-process 

VCE’s future ambition of the BESE-process is to include all sales with the purpose of 

mitigating reputational risk (Appendix 3a). Volvo Group communicates the 

consideration of sustainability in the entire lifecycle of products and services (Volvo. 

2017), which does not single out the deals involving EKN. Statements of this kind are 

perceived as pledges from a societal perspective and implies sanctions if they are 

broken (Borglund et al. 2012). Part of the company’s ambition is therefore to increase 

the authenticity of the process and its CSR commitments (Skilton & Purdy 2017) by 

taking on an all-inclusive approach, which is essential when managing risk (Lundqvist. 

2014; Moeller. 2011).  
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5.3 Sustainable Sales Process Development 

Thus far, this thesis has presented Volvo Group’s approach to sustainability and a 

process which is used by VCE to assess sustainability in the customer line to facilitate 

the credit-guarantee application to EKN. However, the critical review points to a few 

defects of the process, also, VCE has presented new ambitions of the process to mitigate 

reputational risk. Based on the critical review, the new ambitions of VCE, and 

suggestions of improvement influenced by process management and risk management, 

this chapter therefore targets the “Do-phase” of the PDCA-cycle (Racula and Adriana. 

2015), focusing on the development of solutions and implementation. A merge of the 

dimensions presented thus far is visualised in figure 5-1, which result in a new 

application to ERM; managing reputational risk. 

5.3.1 Essentials 

It has become apparent through workshops that establishing policies communicating 

how to handle different risks is the key to developing a working process of this sort in a 

decentralised manner (Appendix 3). Volvo Group use decentralised decision-making to 

make the process efficient (Volvo 2017a), this requires clear communication of the 

general position. Therefore, policies should communicate the necessary guidelines or 

“filter” (criterion used to evaluate risks) through the entire process which should 

consider economic-, legal- and ethical CSR requirements, authenticity, risk appetite as 

well as the inherent values and principles of the company (Carroll. 1991; Skilton & 

Purdy. 2017; Thekdi. 2016; Appendix 3; Volvo. 2017b). As mentioned in the 

methodology chapter, policies for Volvo Group regarding reputational risk mitigation in 

the customer line are developed through discussions based on fictive worst-case 

scenarios. Even though policies need to be in place to decide on when a deal should be 

neglected due to a too great risk of reputational damage, the overall policy should be to 

Process Development 

BESE Critical review 

Process Management 

Risk Management 

Application to ERM Managing Reputational Risk 

New Ambitions of VCE 

Figure 5-1 Development model. Own illustration 
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do business to the furthest extent but to have a good impact and promote sustainability 

(Appendix 3f; Carroll. 1991). 

 

The step-by-step process as presented in the empirical chapter does not provide a 

general or holistic risk management understanding, which could be a cause of confusion 

(Appendix 6; Wallis. 2012; Lundqvist 2014). This should be solved by rearranging the 

description and visualise it through a set of aligned activities, each creating value for the 

customer (Tägtström, Ershammar & Helmrich. 1997; Gunasekaran & Kobu. 2002; 

Lindvall. 2011). It is crucial not to confuse the customer of the process with the 

customer of the company however. The customer of the current BESE-process is EKN, 

it is therefore implemented in the credit approval process (Appendix 12). However, the 

new ambitions also announce entire Volvo as the new customer of the process since it 

targets the brand’s exposure to reputational risk. Therefore, this also includes all 

stakeholders such as shareholders, employees, credit institutions etc. As the goal for the 

process is to involve all deals, the process should be implemented in a flow connected 

to ERM in the company flow-chart. Additionally, new operable objectives need to be 

set based on the new customer of the process to enhance value creation. (Jeynes. 2002; 

Mehr & Hedges. 1974; Wallis. 2012; Segal. 2011; Racula & Adriana. 2015). Based on 

the operability and connection to the purpose of the process, an objective could be 

suggested as such: 

To build safeguards against reputational risks by assessing customers’ 

compliance with Volvo Group’s sustainability policies 

 

Comparing the BESE- process flow-chart with the ERM process presented by Moeller 

(2011, p.55) and the assessment process presented by EKN (Appendix 15), some 

similarities appear which offer a new way of presenting the BESE-process in fewer 

steps; Identification, Assessment, and Response. The empirical chapter present the 

BESE process in two; model and process. However, since each model also requires a 

development process, this chapter is presented differently. Henceforth, the process will 

be developed according to the three steps and include explanations of how to develop 

the input, process, and output. Each step is also introduced with a link to the former 

process. Before presenting the actual process however, VCE needs to decide on which 

deals are risky enough to be assessed further since thoroughly assessing the customers 

of all 44 306 deliveries (Volvo. 2017) would be far too ambitious. 
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5.3.2 Scope 

- Is the customer active in a high-risk segment? (Step 1) 

- Is the customer active in a high- or extreme risk country? (Step 2) 

- Is there a need for conducting an ESIA? (Step 3) 

 

The first steps of the current process include defining whether the customer is active in 

a high-risk market or high-risk segment, and if there is a need for an Environmental and 

Social Impact Assessment (ESIA) report (Appendix 3c). The first two definitions 

should be managed before the process to limit the scope of deals included by the BESE-

process, since identification represent the first step and is rather concerned with 

categorising and defining different risks of the deal (Segal. 2011). Furthermore, the 

ever-changing environment, conditions, legislations, and other external pressures reveal 

a need to continuously assess the model of the first two definitions (Jeynes. 2002; 

Lundqvist. 2014; Scheffer & Kaeb. 2011).  

 

The project currently needs to satisfy three criteria before asking for an ESIA 

(Appendix 3c), the report will then be posted on EKN’s webpage for 30 days (Appendix 

4). If any CSR breaches are found and reported by media, this would hurt the project 

owner’s license to operate as expressed by Borglund et al. (2012). However, the report 

could be used for other purposes than to sanction the company. As business practice 

CSR and transparency is a driver of trust in B2B relationships (Homburg et. al. 2013), 

an ESIA report could therefore increase trust between VCE and its customers in two 

ways. Firstly, it would provide VCE with an independent critical review of the current 

and possible future sustainability risks of the project which indicate transparency. 

Secondly, it would provide VCE with support for decisions on how to mitigate risks and 

support the customer to commit to its responsibilities and further increase a trustful 

relationship (Homburg et. al. 2013). VCE should therefore ask for an ESIA report for 

those projects not involving EKN as well. Moreover, EKN indicate that the trend of 

growing transparency makes it easier to obtain the reports which could also benefit 

VCE. If a customer lives up to the criteria of a high-risk segment or country, the 

identification process follows. 
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5.3.3 Identification 

- Customer BESE Risk Assessment (Step 4) 

 

Input 

Jeynes, Frigo and Andersson (2002; 2011) suggests identifying risks through internal 

discussions with key business leaders in key areas, but also with the operating staff to 

provide different perspectives and identify different risks. VCE should therefore involve 

worksite staff, dealers, and business managers as well as other key business unit leaders 

to reflect on possible risks connected to CSR. Jeynes (2002) suggests a simple survey 

which could bring about new possible risks not reflected on earlier and make the staff 

aware of the company’s commitment to CSR in all corners of the company at the same 

time. Since the process is concerned with reputational risk and thus the external 

perception of the Volvo brand, it is also crucial to analyse how the external world define 

CSR risks. VCE should therefore align the risks with the norms, values, and beliefs as 

defined by the most influential sensemaking system which requires an analysis of the 

market (Skilton & Purdy. 2017). Standardisations provided by e.g. GRI could aid in 

deciding on indicators to find these risks, which should be selected to comply with the 

sensemaking system and the position of VCE (Azapagic. 2003; Borglund et al. 2009). 

Although, analysing the market and involving the entire company to identify risks in 

every deal subjected to the BESE-process is not realistic. Potential CSR risks should 

therefore be summarised in a comprehensive list and rendered into search words or 

indicators to be used in search engines and data bases such as Factiva, as currently 

managed by VCE (Appendix 7) and comparably at EKN (Appendix 15). This list of 

search words and the data base constitutes the input to the identification process. 

 

Process 

The identification is currently performed by the Risk Analyst in the financing 

department by screening the Factiva database, and is only performed for customers in 

need of a financial solution (Appendix 4). To increase the scope of deals included in the 

process, this should be conducted by a new resource whose only concern is this process 

(Appendix 8). This would also mitigate the residual risk (Moeller. 2011) expressed in 

the con-section of the process outcome summary; the identification is conducted in a 

department which is pressed on getting the deal done (Appendix 3c).  
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The purpose of the identification process should be to gather as much information about 

the CSR risks connected to the customer as possible. The purpose should also be to 

summarise the risk by categorising and defining the different risks in line with the 

company’s policies and risk appetite (Frigo & Andersson. 2011; Segal. 2011). 

Information should be gathered in two ways; through the customer’s ESIA report, 

which provide information of the current status and future risks and databases such as 

Factiva providing reports about CSR breaches in the past (Appendix 3c). When 

identifying the risks in the ESIA report, it is also important to first evaluate the source 

of the report (Appendix 15). Factiva has the advantage of searching the same words in 

different languages (Appendix 6). When using other search engines or data bases 

however, it would be recommended to also translate these words to various languages to 

ensure discovering possible risks (Appendix 5).  

 

All identified risks should then be put into a Risk Categorisation and Definition (RCD) 

tool. A useful RCD tool should be divided into three columns; category, subcategory, 

and definition according to Segal (2011). However, the overall risk category is already 

established as reputational risk (Appendix 4). The RCD tool should therefore be tailored 

to fit this process with the aim of facilitating the communication between different 

departments and steps of the process. A suggestion should therefore be to use columns 

such as Risk, Source, and Summary. The first column should put the risk in a category 

which describes the CSR breach in terms that are understood by everyone involved in 

the process. Suggestions of these categories could be sourced from standardisation 

organisations such as GRI who exemplify economic, environmental, and social 

categories (GRI. 2016; Appendix 13) and selected to fit VCE (Azapagic 2003). Also, 

the search-loop provides other good examples of words to define the risk by category. 

The sources and links to the articles connected to the category should then be placed in 

the second column, and finally a summary of the risk in the last column (figure 5-2). 

 

  

Risk  Source Summary 

Child Labour (Link to article) Article from 2015 report of company accused 

for forcing 13-year-old children to work in 

gold mine. 

Table 5-1 RCD Tool. Own illustration 
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Output  

The identification process results in a comprehensive list of risks defined by category, 

source, and a summary. Table 5-1 exemplifies how one extraction from the list could be 

achieved. This list creates an overview of the identified risks connected to the deal with 

a common terminology and understanding for everyone involved in the process, as 

recommended by Segal (2011). 

 

 

  

Input 

• Search Words 

• Data Base 

Identification 

Process 

• Categorisation 

• Definition 

Output 

• RCD- Tool 

• Comprehensive List 

of Identified Risks 

Figure 5-2. Identification. Own illustration 
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5.3.4 Assessment 

- Risk Analysis (Step 5) 

 

Input  

The output of the identification becomes the input of the assessment. The RCD tool is 

thus sent forward to the person in charge of the assessment step. 

 

Lundqvist (2014) argues the essential point of a holistic risk approach is the connection 

between various dimensions of ERM; a risk mitigation activity is not value adding 

unless it is coherent with the overall policy of the company. The assessment step is thus 

dependent on the discussions held beforehand, deciding on the company’s policies 

which should be used as guidance on how to assess certain risks. 

 

Process 

The assessment step should assess the level of likelihood and impact through surveys 

including various participants within the company which are then discussed between 

key business leaders to find consensus (Jeynes. 2002; Segal. 2011). However, these 

suggestions are based on assessments conducted on a yearly basis which allows a more 

extensive assessment than VCE’s ambition of conducting an assessment on every deal. 

This calls for modifications of the suggestions to make it more efficient.  

 

VCE’s assessment is currently conducted by the Customer Finance Manager who 

gathers second opinions through internal discussions (Appendix 4; 5; 7). The process of 

conducting this assessment is therefore not only difficult and dependent on a few 

opinions, but could also be very time consuming (Appendix 5; 6) and thus a bottle-neck 

(Lindvall. 2011). Segal, Moeller and Jeynes (2011; 2011; 2002) also advocates 

gathering different opinions and various perspectives on each risk, however, this could 

be done more efficiently in Volvo’s case by adjusting the RCD tool further. 

 

If the RCD tool is developed to be descriptive and informative, this could be sent to key 

participants with sufficient knowledge about risk and CSR terminology and the 

company’s risk appetite asking for second opinions about likelihood and severity as 

suggested by Segal (2011). However, most risks identified by the process will consist of 

reports of events that have already occurred, with exception of the future risks identified 

by the ESIA report. To approach already occurred risks, Segal (2011) suggests 
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considering moderating factors. Therefore, moderating factors should be included in the 

RCD tool by the person performing the assessment and considered by participants 

giving second opinions. These factors could for instance consist of actions already taken 

by the customer to mitigate the CSR breach, other responses, time-span etc..  

 

To enable satisfactory monitoring and follow-ups on the cases, the person who is 

conducting the assessment needs to make detailed notes during the assessment. This is 

currently performed for those risks that should be sent to the CSR committee at VCE 

(Appendix 5). However, notes should also be found in the Excel-tool to show the issues 

being taken under consideration to facilitate the future evaluation of the process and to 

enable monitoring, learning, and the development of praxis. 

 

Output 

The assessment process result in an improved list based on the RCD tool where risks are 

prioritised based on severity (Segal. 2011; Moeller. 2011). The output should also 

include a recommendation as well as a descriptive summary of the discussions leading 

to the recommendation (Appendix 7).  

 

  

Input 

• RCD- Tool 

• Company Policies 

Assessment 

Process 

• Second Opinions 

• Documentation 

Output 

• Prioritised RCD List 

• Recommendation 

• Analysis 

Figure 5-3. Assessment. Own illustration 
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5.3.5 Response 

- Decision by Customer CSR Committee (Step 6) 

- Decide on Action & Mitigation Plan (Step 7) 

- Decision by Ethical Committee (Step 8) 

 

Input  

The assessment’s output contains the input of the response step and comprise the base 

on which the response decision should be made. It is therefore important that the 

response step receives a well-documented analysis of the identified risks (Appendix 7). 

The response-team should take the recommended decision under consideration which 

provides a base for discussions, but could choose to go in another direction as well. The 

input also includes previous cases which could be used as guidance for the current case 

(Appendix 5; 7). 

 

Moeller (2011) suggests four possible responses to a risk event; avoidance, reduction, 

sharing, and acceptance. However, the nature and categorisation of these risks as 

“reputational” eliminates the sharing response. Reputational damage indicates damage 

on the company’s trustworthiness both in B2B relations (Homburg et al. 2013) and 

towards the general public (Borglund et al. 2012; Pearson et al. 2014), which cannot be 

mitigated through insurance. Therefore, this exclude sharing the risk through joint 

ventures or insurance (Moeller. 2011). This gives the response process three 

alternatives; avoid, reduce, or accept the risk. 

 

Process 

The response step includes the actual decision and outcome of the deal, which according 

to the decentralised organisation of Volvo Group should be taken on a business-

responsible level (Volvo. 2017a; Appendix 3f; 7), but the committees should provide 

the final guiding decision (Appendix 3c). The final guidance is only possible if the 

committee is clear on the overall risk appetite of the company (Moeller. 2011) which 

should follow the overall policies and formal written management philosophy 

(Lundqvist. 2014). If the committee on a business area level (CSR Committee) is still 

unable to decide on a response for a specific case, the process requires a final escalation 

step which include a group-level committee (Ethical Committee). This is the way the 

current BESE process is structured, but not carried out since the ethical committee has 

not been established (Appendix 7). The policies and actions taken should be strongly 
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connected to the values and integrity associated with the brand to be accepted by the 

company’s various stakeholders (Lundqvist. 2014; Harland et al. 2002; Skilton & 

Purdy. 2017). However, Borglund et al. (2012) warns about the risk of taking on too 

much responsibility by communicating too much CSR commitments, since society 

interprets these commitments as pledges which cannot be broken without sanctions.  

 

As the input suggests, there are three ways for the company to respond to customers’ 

request; accept, avoid, or reduce. A reduction-decision indicates that VCE impose 

mitigation activities to reduce or possibly solve issues connected to the risk 

identification (Moeller. 2011). Recent studies provide guidance on how to conduct CSR 

activities to avoid the residual risk of failing authenticity (Skilton & Purdy. 2017; 

Moeller. 2011). Suggestions on how to create these are presented in the next sub-section 

below.  

 

Output  

The output of the final step is the decision on whether to accept the risk and thus 

continue with the deal, continue with the deal but reduce the risk by imposing 

mitigation activities, or deny the deal and thus avoiding the risk (Moeller. 2011). Even 

though the process ends with the final decision, there is still work to be done to make 

sure that each case provide a learning process and a way to increase the efficiency by 

controls and reviews (Moeller. 2011; Raluca & Adriana. 2015). Therefore, the output 

should be carefully sorted and archived to facilitate the reviewing process.  

 

 
  

Input 

• Prioritised Risk List 

• Recommendation 

• Analysis 

• Praxis 

Output 

• Accept 

• Reduce- Mitigation 

Activities 

• Avoid 

Response 

Process 

• Discussions 

towards consensus 

• Escalation to group 

level committee 

Figure 5-4 Response. Own illustration 
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5.3.6 Mitigation Activities 

The response step includes mitigation activities, which must be customised for each 

specific case since all cases contain different circumstances (Appendix 6). The current 

BESE-process suggests 8 predefined actions to mitigate the risk which mostly include 

dialogues to communicate VCE’s stands in the matter (Appendix 3c). The lack of 

influence-power on customers and the unwillingness to interfere with customers’ 

business puts restraints on the development of mitigation activities (Appendix 3e) which 

makes the current activities somewhat vague. However, mitigation activities are 

necessary for VCE to secure its brand reputation when entering business relations in 

risky regions and segments and to live up to its policy of conducting business but 

having a good impact (Appendix 3f) 

 

Researchers suggests taking three factors under consideration when developing CSR 

activities; the most influential sensemaking system, what is generally considered as 

CSR activities, and the reputation of the company (Skilton & Purdy. 2017; Thekdi. 

2016; Borglund et al. 2012; Ljungdahl & Larsson. 2008). Implementing these factors in 

every activity will increase the chance of the general public perceiving the activities as 

authentic and thus mitigate further residual risks (Skilton & Purdy. 2017; Moeller. 

2011). To ensure efficiency in the process and not risk any future deals due to the delay 

of developing these activities, some preparation should be made.  

 

It is crucial for the company to decide on how to focus its sustainability responsibilities 

and communicate it clearly to gain a holistic perspective, as often argued by researchers 

(e.g. Carroll. 2016; Gunasekaran & Kobu. 2002). Volvo has clearly aligned their focus 

of CSR with the business by for instance focusing on four main areas of UN 

sustainability goals and promoting quality, safety, and environmental care through its 

core values (Volvo. 2017). These should be considered for VCE when developing their 

activities as well as the policies comprised in collaboration with Volvo Group 

representatives. 

 

An analysis should be performed to outline the most influential sensemaking system 

which comprises “appropriate behaviour” (Bitektine & Haack. 2015). Just like laws and 

regulations, these differ between different regions of the world which requires 

companies to involve stakeholders to find and embrace the true sensemaking system 
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(Carroll. 2016; Scheffer & Kaeb. 2011). Since Europe and North America constitutes 

the entire Volvo Group’s as well as VCE’s most important markets (Volvo. 2017a) and 

they commit to the principles of the UN as well as other international guidelines (Volvo 

2017a), this suggests an indication of sensemaking hegemony (Skilton & Purdy. 2017). 

The values, norms, beliefs etc. of Europe, North America, and international guidelines 

should therefore be singled out to provide the base for CSR activities (Azapagic 2003; 

Carroll. 2016; Skilton & Purdy. 2017). The preparative analysis should then be 

performed to evaluate the requirements of each segment of VCE (figure 4-4) based on 

the sensemaking system. When conducting business in high-risk markets where the 

compatibility between VCE’s and the market’s sensemaking system is low, this require 

adaption for the mitigation activity to be perceived as authentic by the local market as 

well as the European and North American (Skilton & Purdy. 2017). Succeeding with 

this would protect the brand of Volvo from reputational risks emerging both from local 

and international levels. 

 

5.3.7 Implementation Challenges 

Wallis (2012) suggest recognising the implementation of risk management as change 

management and most challenges are linked to culture and the behaviour of the 

employees (Mayer et al. 2007; Lindvall. 2011). To ensure that the implementation is 

successful, the modified integral framework could be used to perform another critical 

review. This will show a decrease in structure, behaviour, experience, and culture 

performance if the changes are not accepted by the employees, if the structure is 

accepted however, the performance of all dimensions will increase. Behavioural 

changes are the main obstacle expressed by Lindvall (2011) and Meyer et al. (2007) and 

includes convincing employees to act in accordance with the improved process. 

Therefore, the structural changes should introduce the implementation of the process 

followed by educating the staff working in the process to follow the new structure.  
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6 Conclusions 

The final chapter present the conclusions of the research and is split in three parts. The 

first part fulfils the research’s purpose from a theoretical perspective presenting the 

pioneering application to risk management regarding reputational risk connected to 

CSR in the customer line. The second part provide specific recommendations to the 

development of VCE’s process to answer the research question and fulfil the practical 

purpose of the thesis. Finally, some suggestions of future research are presented.  

 

If a company’s products are connected to a project or customer who is not committed to 

the economic, social, and environmental values that are associated with the brand, the 

company is exposed to Reputational Risk. The company must therefore acknowledge 

customer’s CSR breaches in their risk policy formulation, this conclusion is in line with 

the overall theoretical problem of the thesis presented by Thekdi (2016).  

  

For multinational companies, it is crucial to take an all-inclusive, or holistic perspective 

of risk management by making sure that all levels of the company’s risk management 

are linked. This requires deciding on clear policies to be communicated and followed 

internally if decisions are to be made in a decentralised manner. This is especially 

important for organisations divided in different independent business areas but under 

the same brand, since the reputational risk is connected to the brand.  Most solutions 

presented onwards are allocated by comparing VCE’s process with the main theoretical 

models presented by Moeller (2011) and Segal (2011). 

 

Policies thus provide the filter which separates acceptable customers deals from 

nonacceptable ones and should be decided upon through careful consideration, 

discussions, and reflections from all corners of the company from which a list of 

potential risks emerge. Various standards from organisations such as ISO, GRI, and UN 

have been developed to support these discussions and highlight up-to-date risk areas. 

The list of possible risks is transformed into specific words to be used in search engines 

to identify historical CSR breaches connected to the potential customer. To identify 

current and future risks however, an independent review of the project is needed which 

is supplied by an Environmental and Social Impact Assessment report provided by an 

impartial actor.  
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All historical as well as current risks are allocated in a Risk Categorisation and 

Definition tool to generate a quick overview of different risks. This tool should define 

the risk by; a) risk category via terminology commonly used within the company, b) 

source, including a link to the article, and c) a short summary of the risk. These Risks 

are then analysed and decided upon through the company’s risk appetite based on three 

factors; impact, likelihood, and corporate policy. As cases emerge where policies are 

not sufficient to decide on the response, there needs to be an escalation process in place 

which takes the discussion to a Group-level. This will uphold unity in the decision 

making throughout all business areas of an organisation such as the Volvo Group.  

 

There are three possible outcomes for a deal where there is a risk of reputational 

damage; acceptance- accept the risk and make the deal, avoidance- avoid the risk by 

rejecting the deal, and reduction- accept the deal but impose mitigation activities to 

reduce the risk. Because of the delivering company’s limited influence-level on 

customers, it is challenging to pressure the customer without risking the deal. Mitigation 

activities must therefore be developed in collaboration with the customer and at least 

partly financed by the delivering company. To develop these activities, the company 

needs to take three factors under consideration to avoid residual risks emerging from 

weak authenticity; what values are connected to our brand? Which activities are 

conventionally perceived as CSR activities? Which is the most influential sensemaking 

system?  

 

Finally, for the process’s continual development and improvement, measuring and 

continuous follow-ups are crucial. The complex nature of the process suggests that 

extensive analysis documentations are equally crucial to enable reviews and 

improvements. All cases are then allocated to add to the praxis which could be used to 

evaluate future cases and increase the efficiency of the process further.  
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6.1 Recommendation for VCE 

VCE has taken on a leading role within the Volvo Group in protecting its reputation 

from reputational risks since most of its products are used in segments defined as high-

risk. Therefore, the development of the process is especially important for VCE and 

thus provide the motive for higher ambitions. From the Volvo Group’s perspective, this 

present the opportunity to develop and test the process in one business area before 

implementing it within the entire group. Answering the research question therefore 

serves a purpose for VCE as well as the entire Volvo Group: 

 

How can Volvo Construction Equipment address and mitigate the reputational risk 

arising from customer’s noncompliance with CSR?  

 

• Create unified policies and ways to communicate them 

The Volvo Group strive for decentralised decision making to promote agility and 

efficiency. If VCE are to make decisions based on the values of the brand which affects 

the entire group, clear policies need to be communicated to ensure unified decisions for 

all business areas and a strong reputation of the brand. 

 

• Create standardised mitigation activities 

Creating mitigation activities is crucial, otherwise VCE’s only choice is to avoid the 

deal when risks arise and cannot live up the overall policy of making deals and have a 

good sustainable impact. Having standardised mitigation activities improve the 

efficiency of the process, however each activity should be somewhat adapted to comply 

with the specific contexts of each case. This method fosters the perceived authenticity in 

the activities which is important to support the general public’s trust in the company, 

and is suggested by a recently published article by Skilton and Purdy (2017). 

 

• Redesign the visualisation 

Instead of visualising the process as a flowchart, the description should be redesigned as 

a process-map and divided into three steps; identification, assessment, and response 

which will promote a holistic understanding consenting to risk management.  
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• Implement a RCD-Tool 

Categorising and defining the risk in a comprehensive list is an efficient way for 

employees of VCE to gain a quick overview of the case and thus facilitate gathering 

second opinions of complex cases. The first list of risks should be created in the 

identification step using the RCD-tool which defines the risks by category, source, and a 

short summary. In the analysing part, the RCD-tool is rearranged to show the 

prioritisation of the risks and defining the risk as low, medium or high. The analyst 

should add possible moderating factors of the specific case which would be relevant for 

others to gain a quick overview, if the analyst requires second opinions. 

 

• Create a new position  

The review of the current process indicates a need to increase the performance of 

experience, referring to knowledge and competence. The quick solution for this problem 

is to create a new position within VCE that specialises in analysing sustainability risks 

and serves as support for the process. However, it is also important to make thorough 

documentation of each case analysis since these will provide praxis and learning 

material for future cases which will promote long-term experience performance. 

 

• Include dealers  

The first step should be to implement the process within all direct sales from VCE to 

customers and all cases where the finance and risk department of VCE is involved. To 

implement the process for all sales, VCE needs to realise that the true value experienced 

by customers is communicated through the dealers. Therefore, the second step for VCE 

should be to review the demands on dealers and the way they communicate their 

policies through dealer-contracts and Operating Standards.  
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6.2 Future Research 

The process recommended through this research is pioneering within the academic 

forum. To prove its validity and practicality, it should be tested and further evaluated 

which gives suggestions to further research. In fact, there is a gap in literature regarding 

the subject of how to deal with the reputational risk companies expose themselves to 

when dealing with irresponsible customers and how far a company’s responsibilities 

stretch from a reputational risk perspective. This research proves that suggestion on how 

to deal with this is sought for in practise. 

 

Another subject introduced in this thesis is how to create mitigation activities in the 

customer line. This subject provides an interesting angle and opportunity to heavily 

influence the dispersion of CSR awareness within the industry. The challenge lay within 

the lack of power to influence, since it is hard for a supplier to impose sustainability 

demands on a customer. To enable the development of these activities, further research 

is needed focusing on mapping out legislation, values and norms in different regions 

and segments regarding sustainability.  
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Appendices 

Appendix 1; Credit Application Form 

 

  



  
 

II 

Appendix 2: Four Pillars of Enterprise Risk Management 

Source: Lundqvist (2014, p. 413) 
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Appendix 3: Workshops 

Participants;  

• Tony Andersson, Global Director Core Values  

• Niklas Nillroth, VP Environment and Sustainability at Volvo CE 

• Malin Ripa, Senior Vice President CSR Management at Volvo Group  

• Anna Winde, CSR Director Ethical Business Behaviour at Volvo Group 

• Ludvig Danielsson, Researcher 

Method; Participant- observation, occasionally interactive 

 

 Date Time Place Participants Topics 

a 
7/2 8 h Volvo CE, Braås Niklas Nillroth, 

Tony Andersson, 

Ludvig Danielsson 

Project planning/ Background 

b 
8/2 8 h Volvo CE, Braås Niklas Nillroth, 

Tony Andersson, 

Ludvig Danielsson 

Project planning/ Background 

c 
9/3 6 h AB Volvo, Gothenburg Niklas Nillroth, 

Tony Andersson, 

Ludvig Danielsson 

CSR and Risk, BESE process 

purpose, development, 

strengths, and weaknesses 

d 
30/3 6 h AB Volvo, Gothenburg Tony Andersson 

Malin Ripa 

Anna Winde 

Ludvig Danielsson 

Values, principles, fictional 

case discussions, mitigating 

factors 

e 18/4 6 h AB Volvo, Gothenburg Tony Andersson 

Niklas Nillroth 

Malin Ripa 

Anna Winde 

Ludvig Danielsson 

Values, principles, fictional 

case discussions, development 

so far, mitigating factors. 

f 5/5 8 h AB Volvo, Gothenburg Niklas Nillroth 

Tony Andersson  

Malin Ripa 

Anna Winde 

Ludvig Danielsson 

Values, principles, to be 

implemented in the BESE 

process, mitigating factors. Role 

description 
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Appendix 4: Interview 

Respondent; Tony Lindström, Director Customer Finance and Risk, EMEA Sales 

Region  

Interview method; Semi- structured 

Time; 70 min 

Place; Volvo CE Demo Centre, Eskilstuna 

Theme; Presentation of Customer Finance and Risk department, operational perspective 

of the BESE process 

 

• Could you please describe the Customer Finance Department’s role in Volvo 

CE? 

• Do you ever make direct sales to project sites? 

• Could you explain the structure of your sale- region? 

• What is VFS and what do they do? 

• What do you refer to as Hub- structure? 

• Could you describe your role in the BESE process? 

• In your opinion, do you think Volvo CE has achieved the goals which the 

company set out when creating the process? 

• Is this process conducted in the right place of the company? 

• What is the reaction of the customers regarding this process? 

• Who perform the dialogue with customers? 

• How does your competitors react, do they use similar processes? 

• Does this process hamper your business? 

• In your opinion, do you think a company should turn down sales if they are 

risky? 

• What type of risk is this process addressing? 

• How has your work changed since the implementation of the process? 

• Do ECB have access to the results of your screenings? 

• Is it only your department who perform screenings on the end customer? 

• Do you impose these screening demands upon dealers? 

• Does this process communicate Volvos own ethical stance efficiently? 

• Does ECB align their ethical demands with Volvo’s? 

• Is there anything you would like to add? 



  
 

V 

Appendix 5: Interview 

 

Respondent; Johan Abrahamsson, Customer Finance Manager EMEA Sales Region  

Interview method; Semi- structured 

Time; 70 min 

Place; Volvo CE Demo Centre, Eskilstuna 

Theme; operational perspective of the existing BESE process, model, process, and role 

description 

 

• Considering your background working at ECB, what do they do? 

• What is the Volvo Credit Application form? 

• What is your role in the BESE process? 

• What do you refer to as “sanction list search”? 

• What is ESIA? 

• Which customers are affected by the BESE process? 

• How does Volvo impose these demands on dealers? 

• How has the process developed since you started working with it? 

• How is the Excel- tool used? 

• Which business areas do you cover? 

• Do you have a close collaboration with ECB? 

• How does your customers react to the process? 

• Does ECB align their ethical demands with Volvo’s? 

• Do you think CSR policies and risk appetite is communicated sufficiently within 

Volvo?  

• Have you noticed any flaws regarding the BESE process?  

• Which external stakeholders is this process affecting? 

• In your opinion, how far into the value chain does the responsibility of Volvo’s 

products stretch? 

• What do you think about the model of the process? 

• How much risk should Volvo consider? 

• Is your opinion a shared view within Volvo? 

• Is there anything you would like to add? 
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Appendix 6: Interview 

 

Respondent; Philip Köhler, Risk Analyst, EMEA Sales Region 

Interview method; Semi- structured 

Date; 23/3- 2017 

Time; 45 min 

Place; Volvo CE Demo Centre, Eskilstuna 

Theme; operational perspective of the existing BESE process, model, process, and role 

description 

 

• What is your role in the BESE process? 

• What is Factiva- tool and how is it used? 

• How do you assess what is “red- flag”? 

• How much time do you spend on these screenings? 

• What do you think about the process’ success? 

• What do you think about the development of the process? 

• Besides customer screening, what are your work duties? 

• Does this process hamper your other work? 

• Does this process align with the overall CSR policies within Volvo sufficiently? 

• What are the reactions from customers? 

• What do you think is the purpose with the process? 

• Have you come across any difficulties or flaws working with the process? 

• Is there anything you would like to add? 
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Appendix 7: Interview 

 

Respondent; Anna Winde, CSR Director Ethical Business Behaviour, AB Volvo  

Interview method; Semi- structured 

Time; 90 min 

Place; Volvo Group Head Quarters, Gothenburg, Sweden 

Theme; Background, purpose, goals, and structure of the BESE process. Overall CSR 

policy and awareness of Volvo Group. 

 

• What is your role in the process? 

• How was the key words of the screening developed? 

• Does the operating staff of this process work as intended? 

• What are the ambitions for this process? 

• What changes must be made to reach these ambitions? 

• How do you develop mitigation plans? 

• How would you describe your sphere of influence in this matter? 

• How far into the value chain does Volvo’s responsibility stretch? 

• What do you think about the competence of the working staff within the BESE 

process? 

• What do you think about the CSR culture within Volvo? 

• How did you create the goals of the process and how do you measure the 

success? 

• What is stated in the dealer contract, and what opportunities do you have to 

impose a similar process upon the dealers? 

• If Volvo CE were to implement this process in all sales, how would this affect 

Volvo Group? 

• Is there a risk that Volvo CE to undertake too much responsibilities? 

• What are the responses to this process amongst external stakeholders? 

• How is negative publicity dealt with? 

• Is there anything you would like to add? 
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Appendix 8. Interview 

 

Respondent; Anonymous, Senior Legal Counsel 

Interview method; Semi- structured 

Time; 35 min 

Place; Telephone 

Theme; BESE- Process, Legal Compliance 

 

• What is your role in the company and process? 

• When and how do you encounter the process?  

• What are your impressions of the process? 

• What do you think about the future of the process? 
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Appendix 9: Interview  
 

Respondent; Jonas Karlsson, Business Manager 

Interview method; Semi- structured 

Time; 1 h 10 min 

Place; Volvo CE, Braås 

Theme; Customer and Dealer relations,  

 

• What is your role at Volvo CE? 

• What is your experience of customer relations with different customers around 

the world? 

• What incorporate Dealer operating standards? 

• What is your impression of Volvo’s culture? 

• How do the dealers and customers interpret Volvo’s integrity and values? 

• How is this communicated to the customers? 

• What are the competitor’s demands on the customers? 

• How is the Due Diligence on Dealers conducted? 
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Appendix 10: Red Flag list 
 

Purpose of the Red Flags list: Red flags refer to circumstances suggesting a strong risk of potential 
human rights violations or corruption. The employee performing the business partner screening must 
identify and secure mitigation plans for red flags through adequate safeguards. The identification of a 
human rights red flag does not mean that the Volvo Group cannot go ahead with the relationship. Some 
issues cannot be mitigated but should be brought to the attention to management, your Compliance 
Officer, the Group CSR department and the Volvo authorized signatory to the contract.  
 
Anti-Corruption High-Risk Issues – please see below. 

 
Environmental High-Risk issues - please see below. 
 
Human Rights High-Risk Issues: If any of the following issues are noted, please document them in 
writing for Customer CSR Assessment file and follow the escalation process as outlined in the Customer 
BESE Risk Assessment process. Please note that potential human rights violations are not limited to the 
situations on this list, though these are the most common situations to look for. Note: Local laws should 
always be followed-even if contradicting the issues below. 
 
Forced, bonded or compulsory labour 

1. Confiscation of identity papers / passports 

2. Withholding wages 

3. Abusive working and living conditions 

4. Debt bondage, i.e. company loans to workers that have to be repaid before the worker can end 
his/her contract 

5. Physical and sexual violence 

6. Intimidations and threats 

7. Isolation, in remote location, or behind closed doors, with not possibility to contact the outside 
world 

8. Restrictions of movement, e.g. workers not allowed to leave company premises  during breaks 
and at the end of their shifts (if company housing is available) 

9. Extensive overtime hours for workers 

10.  Lack of breaks and rest periods during work 

11. Lack of official employment statuses 

12. Abuse of vulnerability. E.g. people with lack of knowledge of local language or laws, with few 
livelihood options, minority groups, and disabilities – are more vulnerable for abuse and forced 
labour.  

13. Deception - Deception relates to the failure to deliver what has been promised to the worker, 
either verbally or in writing. Victims of forced labour are often recruited with promises of 
decent, well-paid jobs. But once they begin working, the promised conditions of work do not 
materialize, and workers find themselves trapped in abusive conditions without the ability to 
escape.  

14. Workers having to pay recruitment fees to get a job or to cross a border to get a job, directly to 
the company or to a recruitment agency 

15. Use of prison labour in a country where imprisonment without a fair trial is common.  
 

Child labour 

1. Any indication of child labour (below the age of 15) or young workers/students below the age 
of 18 in, near or around company premises 

2. Any indications of parents bringing their children to “hang around” as they work 

3. Indications that children and/or young workers are exposed to “hazardous substances, agents 
or processes, or to temperatures, noise levels, or vibrations damaging to their health” 

4. No company policy on child labour or minimum age exists 
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Freedom of Association 

1. Worker appraisals being quieted by management 

2. Discrimination or adverse actions against worker representatives, by other employees or 
management 

3. Where independent unions are restricted, no other form of employee gatherings are allowed 
and concerns are ignored 

Wages and leave 

1. Extensive overtime hours for workers 

2. Lack of breaks and rest periods during work (no less than a 30-minute break for every 4 hours 
of work (or more if provided by national law or industry standards) and that workers are 
allowed to use toilet facilities whenever necessary and not just during designated breaks) 

3. Lack of official employment statuses and contracts that are understood by both parties 

4. Wages not sufficient to meet the basic needs of workers and their closest dependents. 

5. Deductions from wages for disciplinary measures are used by the company 
 
Fair Treatment & discrimination 

1. Ethnical or sexual minorities, or women, not being treated in the same way as others 

2. Job applicants are asked to give information about their marital status, pregnancy, intent to 
have children, number of dependents, or similar information that may lead to discriminatory 
hiring decisions 

3. Sexual, verbal, psychological or physical harassments, abuse or threats  

4. Misuse of personal data or extensive workplace monitoring without employee consent 
 
Occupational health & safety 

1. Working in unsafe and/or unhealthy working conditions, e.g. lack of helmets and protecting 
work-wear, toxics, machinery in bad shape, blocked fire exits 

2. No suitable work temperature, no proper ventilation and lighting; un-suitable washing and 
sanitation areas (e.g. not suitable for all genders) 

3. No access to clean drinking water for workers 
 
Community impacts 

1. Excessive force used by company guards and/or security personnel 

2. Company polluting/contaminating water for nearby communities and/or having a negative 
impact livelihoods (e.g. fishing or hunting grounds) 

3. Company premises and operations built on land that used to belong to indigenous people, 
situations related to land claims 

4. Forced movement of people without prior and informed consent and adequate compensation 
 
Anti-Corruption High-Risk Issues: If any of the following issues are noted, please document them in 
writing and notify your Compliance Officer before proceeding:  
 

1. Volvo Group was asked, directly or indirectly, by a government official, to engage the Business Partner  

2. The Business Partner’s only or primary qualification is their influence over government officials  

3. The Business Partner is reluctant or unwilling to provide business references  

4. The responses from the business reference check were negative or suggested other basis for concern  

5. The Business Partner wants to work without a contract or with a vague contract  

6. The Business Partner is not willing to be transparent in payments made to other third parties on 
behalf of the Volvo Group  

7. The Business Partner refuses to agree to any of the clauses contained in the Volvo Group Template 
Clauses section  
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8. The Business Partner has family or business ties with government officials  

9. The Business Partner, or someone connected to them or the transaction, asked that we make a 
political or charitable contribution  

10. The Business Partner makes unusually large or frequent political contributions  

11. There are indirect or unusual payments or billing procedures being requested, such as:  

➢Payments through bank accounts in a foreign country outside of the one where the services are 
being provided  

➢Payments to anonymous (numbered) bank accounts  

➢Payments to bank accounts containing corporate funds but held in the names of individuals  

➢Payments to a third party for goods or services provided by the Business Partner  

➢Payments through shell companies created to receive revenues and facilitate transactions  

➢Payments in cash rather than by check or wire transfer or paid by a check made out to “cash or 
“bearer”  

12. The total amount to be paid for goods and services appear to be unreasonably high or above the 
customary or arms-length amount  

13. There are unusual upfront or excessive payments required (high commissions, substantial bonuses, 
etc.), or the compensation is to be based on performance (success fees)  
 
Note: The Anti-Corruption Red Flag list is based on the “Compliance Due Diligence Reviewer Guideline” 
 
Environmental High-Risk Issues: If any of the following issues are noted, please document them in 
writing for Customer CSR Assessment file and follow the escalation process as outlined in the Customer 
CSR Assessment process. Please note that potential environmental violations are not limited to the 
situations on this list, though these are the most common situations to look for. 
 

• Operational activities are performed without required environmental due diligence and permits 

• Emissions to air exceed decided maximum levels 

• Ground water supply negatively affected of site establish 

• Water supply exceeds decided maximum levels 

• Wastewater discharge exceeds maximum levels of defined pollutants  

• Waste masses not handled according to local or regional requirements 

• Land contamination due to poor handling of hazardous liquids or poor maintenance of 
equipment (leaking underground storage tanks et c) 

• Use of hazardous or toxic chemicals or materials containing hazardous or toxic substances 

• Severe negative biodiversity impact due to inadequate utilization of land 

• Restoration of site area after operations closure improperly conducted 
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Appendix 11 Risk- Level Definition 

 
Risk Level 1 
Business activities with minimal environmental or social risks and/or impacts  

 
Definition (any or several of below): 
- Operations in other than risk segments that are not in a sensitive area (though in high risk 
country). Sensitive areas include national parks and other protected areas by national or 
international law, as well as other sensitive areas of international, national or religious 
interests, such as wetlands or forests with high biodiversity 
- Exchange of equipment to operations in risk segment that are not in a sensitive area and 
where no negative information is available 
- Operations with minimal environmental impacts 
- No relocation of people 
- No impact on indigenous people and/or cultural heritage 
- Operations with no negative information and/or well developed processes and systems to 
handle social risks 

 
Risk Level 2 
Business activities with potential limited adverse environmental or social risks and/or impacts 
that are few in number, generally site-specific, largely reversible, and readily adressed through 
mitigation measures 

 
Definition (any or several of below): 
- Operations in sensitive areas, regardless of segment, with small or medium environmental 
consequences. Sensitive areas include national parks and other protected areas by national or 
international law, as well as other sensitive areas of international, national or religious 
interests, such as wetlands or forests with high biodiversity 
- Operations in risk segment in sensitive area with renovation of production facilities  
- Limited relocation of people 
- Limited impact on indigenous people and/or cultural heritage 
- Limited impact on health & safety in the neighbourhood 
- Risk environment for human rights and labor conditions such as child labor, forced labor, 
discrimination, union rights or insufficient health & safety measures for employees 

Risk Level 3 
Business activities with potential significant adverse environmental or social risks and/or 
impacts that are diverse, irreversible or unprecedented 

 
Definition (any or several of below): 
- Operations in sensitive areas, regardless of segment, with big environmental consequences. 
Sensitive areas include national parks and other protected areas by national or international 
law, as well as other sensitive areas of international, national or religious interests, such as 
wetlands or forests with high biodiversity 
- Operations in risk segment in sensitive area where the production capacity is increased 
significantly 
- Large relocation of people 
- Impact on indigenous people and/or areas of arceological or cultural interests, and areas of 
interests for indigenous people or other exposed groups of people 
- Severe negative consequences on health and safety for the neighbourhood of operations 
- Obvious indications of child labor, forced labor, widespread discrimination,  lack of union 
rights or insufficient health & safety measures for employees. 
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Appendix 12- BESE-Process Flowchart 
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Appendix 13- Summary of GRI’s Framework 

 

 

Category Definition Sub- Category 

Economic 
 

The economic dimension of 

sustainability concern the 

organisation’s impacts on the 

economic conditions of its 

stakeholders, and on economic 

systems at local, national, and 

global levels. 

 

- Economic performance 

- Market presence 

- Indirect economic impacts 

- Procurement practices 

- Anti-corruption 

- Anti-competitive behaviour 

Environmental   

The environmental dimensions of 

sustainability concern the 

organisations impacts on living 

and non-living natural systems, 

including land, air, water, and 

ecosystems. 

- Materials 

- Energy 

- Water 

- Biodiversity 

- Emissions 

- Effluents and waste 

- Environmental compliance 

- Supplier environmental assessment 

 

Social  

The social dimension of 

sustainability concerns the 

impacts the organisation has on 

the social systems within which it 

operates. 

- Employment 

- Labour/ management relations 

- Occupational health and safety 

- Training and education 

- Diversity and equal opportunity 

- Non-discrimination 

- Freedom of association and 

collective bargaining 

- Child labour 

- Forced or compulsory labour 

- Security practices 

- Rights of indigenous people 

- Human rights assessment 

- Local communities 

- Supplier social assessment 

- Public policy 

- Customer health and safety 

- Marketing and labelling 

- Customer privacy 

- Socioeconomic compliance 
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Appendix 14- Outcome of CSR Activities 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

 When a stakeholder evaluates a CSR 

activity as emblematically but not 

schematically authentic… 

When a stakeholder evaluates a CSR 

activity as schematically but not 

emblematically authentic… 

… and the 

field is 

contested 

Provocation 

… the stakeholder treats the CSR 

activity as a threat to its schema for 

socially responsible action and resists. 

Conciliation 

… the stakeholder’s schema for socially 

responsible action is justified by compliance 

and the firm is viewed favourably. 

… and the 

field is 

aligned 

Assertion 

… the stakeholder treats the CSR 

activity as questioning its schema for 

socially responsible action. 

Maintenance 

… the stakeholder’s schema concerning 

socially responsible action is unchanged. 

… and the 

field is 

estranged 

Appropriation 

… the stakeholder treats the CSR 

activity as an attempt to nullify or 

replace its schema for socially 

responsible action and resists. 

Concession 

… the stakeholder treats the CSR activity as 

temporarily acceptance of its schema for 

socially responsible action. 

… and the 

field is 

dominated 

Disruption 

… the stakeholder treats the CSR 

activity as undermining the 

compatibility of schemas for socially 

responsible action and resists. 

Collaboration 

… the stakeholder treats the CSR activity as 

reinforcing the compatibility of schemas for 

socially responsible action and goes along. 

 (Skilton & Purdy. 2017, p. 112). 

  

High Estranged 

Moderate conflict, 

marginalised actors resist 

passively or subversively 

Dominated 

Sublimated conflict, can 

be activated by exogenous 

triggers or actors moves 

Low Contested 

Continuous conflict as 

actors seek dominant 

positions 

Aligned 

Minimal conflict as actors 

maintain negotiated 

settlement 

 Low High 

D
eg

re
e 

o
f 

h
eg

e
m

o
n

y
 

Degree of compatibility among sensemaking systems 

Skilton & Purdy (2017, p, 108) 
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Appendix 15- EKN Meeting Agenda 

 

CSR Screening and Review of Trades 

 

Time: May 10th 2017. 1pm- 2:45 pm 

Location: Export Credit Guarantee Board Head Quarter 

Present: Volvo- Anna Winde, Niklas Nillroth, Tony Andersson, Ludvig Danielsson 

              EKN- Senior Sustainability Analyst, Sustainability Analyst 

 

• Introduction and Purpose 

• Volvo’s sustainability work in the customer line 

• The sustainability work of EKN in business relations and legislative 

requirements 

• Recap 

o Critical review of previous screenings 

o How are high risks defined and handled?  

• Future- how do we want to work 

• Extra? 

• Summary/ conclusion 

 


