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Abstract 

Business transformation has become an imperative in addressing sustainability challenges. 

Corporates are essential in the transition towards a more sustainable economic system, 

and innovations in business models are regarded as having better outcomes towards 

sustainability. However, one of the key challenges in sustainable business model innovation 

(SBMI) is multi-stakeholder alignment, and the topic of aligning stakeholder interests 

remains underexplored in practice. The question of alignment also raises the issue of 

boundaries. The study aimed to explore the practice of boundary work in the context of 

SBMI in order to achieve multi-stakeholder alignment. A practical understanding of the 

boundary work process is essential, as it equips managers with tools to assist them in 

boundary work when implementing SBMI, thereby supporting and accelerating sustainable 

development. The study leveraged stakeholder theory to interrogate stakeholder 

relationships in relation to multi-stakeholder alignment. The study was designed as an 

exploratory qualitative study. The study focused on large organisations across multiple 

sectors within South Africa, most of which are listed on the Johannesburg Stock Exchange 

(JSE). Data was gathered through semi-structured interviews with 15 senior managers and 

executives involved in sustainability and strategy implementation. The study makes a 

potential contribution to the literature through the development of a conceptual framework 

that presents key constructs and themes related to the boundary work process in SBMI. 

The research outcomes contribute to the growing yet emerging literature on SBMI, focusing 

particularly on multi-stakeholder alignment. 
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1. Chapter 1: Introduction 

1.1. Business Relevance 

In 2015, members of the United Nations adopted the 2030 Agenda for Sustainable 

Development which is comprised of 17 goals aimed at global sustainable development 

(United Nations, n.d.). The Sustainable Development Goals (“SDGs”) serve as a blueprint 

for “peace and prosperity for people and the planet” intended to shape policies across the 

world in order to drive its implementation (United Nations, n.d.). 

In 2023, the United Nations published a 2023 Special Edition SDG progress report, and 

despite reaching the halfway mark to Agenda 2030, not much progress has been made 

(United Nations, 2023). The report reveals that more than 50% of the SDG targets are weak, 

with 30% of the targets having stalled or gone backwards (United Nations, 2023). Calling 

on governments and corporates to make the necessary shifts in sustainable growth 

initiatives, the Secretary General of the United Nations, Antonio Gutteres, pointed out the 

“multilateral cooperation and support” required to accelerate action plans towards the 

achievement of a sustainable future for all (United Nations, 2023). 

According to Rafi (2022) writing in the WEF report, for corporates to contribute towards 

sustainable development requires an integration of sustainability in the development of 

corporate strategies. Sustainable business strategies integrate “economic activities and 

planning, creating long-term value for the organisation, its stakeholders, and society as a 

whole” (Tenny, n.d.). 

Tenny (n.d.) argued that “traditional profit-driven” business models are unsustainable and 

lack social impact, and because businesses are largely responsible for many of the 

environmental and social ills affecting the present world, they would need to expand their 

business strategies beyond the pursuit of profits and focus more on environmental and 

social sustainability. However, Rafi (2022) reveals that in a survey conducted by McKinsey 

& Co., although “90% of executives believe that sustainability is important”, the challenge 

lies with the “lack of implementation”. 

An article published by HSE Network (2023) highlighted the increasing stakeholder 

expectations on businesses to operate in a responsible manner by “implementing 

sustainability practices into operations” to actively contribute towards a sustainable future. 
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This requires aligning the sustainability practices of the business with the expectations of 

stakeholders which is said to enhance their loyalty and trust which eventually increases 

engagement (HSE Network, 2023). 

In a recent Deloitte report, Cleveland et al., (2023) conducted interviews with 25 leaders 

across the globe to understand some of the key challenges related to the integration of 

sustainability into business strategies. The interviews highlighted that despite the leaders 

knowing the importance of deeply integrating sustainability into business strategies, the key 

integration challenges they face are the “complex stakeholder environments” and the 

“ambiguity of their role as corporate citizens” (Cleveland et al., 2023). 

Cleveland et al., (2023) highlights the need for businesses to engage directly with 

stakeholders to understand their needs and make better connections with them in the 

business transformation process towards contributing to global sustainability. This is 

however a challenge for business leaders due to the complex nature of stakeholder 

environments as alluded to above. 

Highlighting the risks pertaining to approaching sustainability from a compliance lens, 

Cleveland et al. (2023) contend that when sustainability is approached from a business 

model perspective, i.e. integrating sustainability into the business model, leaders can better 

understand “how they create value, gain a clarity of purpose, discover insights that can 

frame business problems in new terms.” In other words, sustainability presents 

opportunities for new innovations. 

Business transformation therefore becomes an imperative in addressing sustainability 

challenges, and direct stakeholder engagement can provide businesses with an opportunity 

to “understand their needs and improve connections that can support the business 

transformation” (Cleveland et al., 2023). As a result, despite the challenges around complex 

stakeholder environments, this point underscores the need for corporates to find practical 

ways to improve stakeholder engagements in a systematic way, ensuring that their voice is 

accounted for, in order to address the broader sustainability challenges. 

1.2. Theoretical Relevance 

Corporates play a crucial role in the transition towards a more sustainable economic system 

and innovations of business models are regarded to have better outcomes towards 

sustainability (Geissdoerfer et al., 2018).  
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As such, corporates have been placed under pressure to develop sustainability strategies, 

and sustainable business models, as a mechanism of demonstrating commitment towards 

addressing environmental and social issues more strategically and profitably (Calabrese et 

al., 2019; Silvestre et al., 2022).  

As organisations experiment with sustainable business models, Bocken et al. (2019) argue 

that they need to follow an inclusive approach. Furthermore, Velter et al. (2021) note that 

SBMI necessitates the development of a multi-stakeholder value proposition through 

engagements or collaborations with multiple stakeholders. In other words, broader 

stakeholder involvement should not only be considered because of the impact a sustainable 

business model may have on them, but also because they have a contribution to make 

(Velter et al., 2020).   

There has been a considerable effort by researchers in developing tools to assist 

organisations across several industries in their design and development of sustainable 

business models given the implementation challenges highlighted by several scholars 

(Bocken et al., 2019; Calabrese et al., 2019; Geissdoerfer et al., 2018; Nosratabadi et al., 

2019; Velter et al., 2021). 

Why is multi-stakeholder alignment important in SBMI  

Velter et al. (2020) refer to the nature of sustainable business models as boundary 

spanning, which refers to incorporating “proactive multi-stakeholder management” into the 

business model for value creation. In other words, multi-stakeholder engagements will be 

crucial to the development of sustainable business models. 

Multi-stakeholder alignment is however one of the key challenges in SBMI, as highlighted 

by scholars Geissdoerfer et al. (2018) and Velter et al. (2020). However, as indicated by 

Velter et al. (2020), the topic on how to align stakeholder interests is still underexplored in 

practice. 

The question on alignment also gives rise to the question of (firm) boundaries as highlighted 

by Freeman et al. (2020). This further emphasises the point already alluded to by Velter et 

al. (2020) regarding the boundary spanning nature of sustainable business models and the 

need to engage beyond traditional organisational boundaries for broader impact and value 

creation. 

How can the boundary work approach assist with multi-stakeholder alignment 
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Organisational boundaries are however dynamic, they surface and change through the 

interactions the organisation has with other actors (Velter et al., 2020, 2021). This has been 

the case since the call on corporate social responsibility, demanding a change in the nature 

and degree of interactions between stakeholders (Civera & Freeman, 2020). 

While organisational boundaries are not always explicit, Velter et al. (2020) and Ziaee 

Bigdeli et al. (2021) consider them crucial for understanding how relationships within and 

without the organisation are perceived, regulated and managed.  

In exploring the role of boundary work, Velter et al. (2020) highlight three “iterative boundary 

work activities: “exploring boundaries and boundary dissonance, brokering boundaries, and 

implementing boundary change”, which they indicate are essential for multi-stakeholder 

engagement and alignment. 

This study’s focus is therefore on the role of boundary work for multi-stakeholder alignment 

in SBMI. The challenge is that, despite this notion being repeatedly highlighted in several 

studies, there is still limited evidence of how this could be achieved in practice. 

Additionally, despite the issue of boundary practices having advanced in the context of cross 

sector collaboration, this is currently limited within the context of social innovations (Pache 

et al., 2022). This further highlights the relevance of this study in the context of business 

model innovations for sustainability.  

These gaps highlighted in literature suggest the need for further empirical research in order 

to understand the practice of boundary work as an approach to multistakeholder alignment 

in SBMI, which is imperative for theory building. 

1.3. Research Questions 

The research question was identified from Velter et al. (2020) so that the study is clearly 

anchored in an area for further research identified in current scholarship. The study 

conducted by  Velter et al. (2020) considered the role of boundary work in sustainable 

business model innovation (SBMI) for multi-stakeholder alignment. An outcome of the study 

by Velter et al. (2020) was a conceptual framework for boundary work in SBMI which in 

summary suggests that SBMI involves changes in organisational boundaries which require 

multi-stakeholder collaboration which can be achieved through boundary work. The 

boundary work process can therefore be considered valuable for multi-stakeholder 

collaboration in SBMI (Velter et al., 2020).  
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Acknowledging that the study is a first attempt in identifying organisational boundaries and 

boundary changes in SBMI, Velter et al. (2020) call for further research in understanding 

organisational boundaries and the impact of boundary changes for SBMI. This research will 

therefore explore how organisations identify organisational boundaries in the context of 

SBMI and how changes in boundaries have impacted stakeholder alignment for value 

creation.  

In exploring this opportunity as presented by Velter et al. (2020), the research questions are 

set out as follows: 

Main Research Question: How do organisations navigate boundary work (to explore, 

identify and change boundaries) in the context of SBMI? (Velter et al., 2020) 

Sub-question 1: How does the boundary work approach impact multi-stakeholder 

alignment? (Velter et al., 2020) 

Sub-question 2: How does multi-stakeholder alignment lead to value creation for multiple 

stakeholders? (Civera & Freeman, 2020; Freudenreich et al., 2020) 

Key Constructs: 
a. SBMI 

• Value Creation (for Multiple stakeholders)  

b. Boundary work 

• Multi stakeholder alignment 

 

1.4. Research Aims 

The research aimed to explore the practice of boundary work in the context of SBMI in order 

to achieve multi-stakeholder alignment. The research aimed to gather insights into how 

actors involved in the implementation of sustainable strategies managed stakeholder 

relationships when implementing sustainable strategies. Consequently, the research aims 

to use these insights to provide practical recommendations to management and other 

stakeholders and to equip them with tools to assist them in the boundary work process (to 

explore, identify, implement boundary change) when implementing SBMI in order to support 

and accelerate sustainable development. 
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The research further aimed to use the outcomes of the study to develop a conceptual 

framework that presents key constructs and themes about the boundary work process in 

SBMI to potentially assist organisations in achieving multi-stakeholder alignment when 

implementing sustainable strategies.  

1.5. Research Contribution 

The study’s aim was to contribute to the growing yet emerging literature of SBMI, focusing 

particularly on multi-stakeholder alignment in SBMI. Exploring the practice of boundary work 

may contribute to the practical understanding of the boundary work process in the context 

of SBMI. Consequently, the outcomes of the study offer a potential contribution to the 

current literature.  

Several subthemes emerged from the study offering potential refinements to the current 

literature. These potential refinements include:  

• organisational design, frameworks, global standards and listing requirements (as

enablers for boundary work);

• leadership support which is crucial to inspire employee motivation;

• education, training and awareness to keep employees motivated and to ensure that

they understand the strategy and its implications on their behaviour;

• integration of sustainability into remuneration structures and KPIs to encourage the

right behaviour;

• demonstrating the benefits of adopting a new strategic focus; country context when

balancing environmental and social impact;

• clearly defining negotiable and non-negotiable interest for better alignment;

• sector context for prioritising stakeholder relationships;

• and understanding the cultural nuances and tribal authorities when doing business

in certain communities.

The research has made a potential contribution to the literature through the development of 

a conceptual framework that presents key constructs and themes related to the boundary 

work process in SBMI. 

1.6. Scope of Study 

Theoretical scope 
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The study explored how organisations navigate boundary work in the context of SBMI. This 

included understanding how the boundary work approach impacts multi-stakeholder 

alignment, resulting in value creation for multiple stakeholders. The theoretical scope of the 

study was anchored in the sustainable business model innovation and cross-sector 

collaboration literature. Literature on stakeholder theory was also looked at to get a better 

sense of stakeholder relationships in relation to multi-stakeholder alignment.  

Physical scope 

The study focused on large organisations across multiple sectors within South Africa, most 

of which are listed on the Johannesburg Stock Exchange (JSE). Changes in regulation 

that require publicly traded companies to report on their sustainability efforts and 

results, along with the push and pressure to include sustainability in business strategies, 

suggest that corporate sustainability is on the minds of business leaders. This is why 

this setting was chosen for this exploratory study. 

1.7. Overview of the Research Report 

This research report comprises seven chapters. 

Chapter 1 defines the research problem from a business and theoretical perspective.  

Chapter 2 is a detailed literature review that forms the basis for understanding the key 

constructs. This chapter concludes with a theoretical framework of the key constructs. 

Chapter 3 sets out the main research question and sub questions as informed by the 

literature review. 

Chapter 4 describes the research design and methodology that has been followed for this 

study. 

Chapter 5 presents the research findings emanating from the data analysis. 

Chapter 6 is a discussion of the research findings with the literature. 

Chapter 7 is a conclusion chapter and presents the research outcomes, including the 

research contributions and recommendations to management and other stakeholders. This 

chapter also presents the final conceptual framework. 



8 
 

2. Chapter 2: Literature review 

2.1. Introduction 

The literature review draws from the work of several scholars. The Chartered Association 

of Business Schools Academic Journal Guide (AJG) 2021 rates some of the scholars' work 

either in lower-ranked journals or in journals for which the guide does not provide journal 

rankings. These scholars are, however, considered top scholars based on the number of 

citations they have as per Google Scholar. Table 1 below sets out examples of such 

instances. Despite publishing their work in lower-ranked journals, the literature review 

considers these scholars' articles as credible and quality sources due to their high number 

of citations.  

Table 1: AJG Ratings of top scholars 

Scholar Journal Title  AJG 
2021 

Scholar 
Citations1 

Edward Freeman Symphonya. Emerging Issues 

in Management  

1 Cited by 143544 

Nancy Bocken Journal of Cleaner Production 2 Cited by 35797 

Circular Economy and 

Sustainability 

n/a 

Journal of Business Models 1 

Martin 
Geissdoerfer 

Journal of Cleaner Production 2 Cited by 12993 

Anne-Claire Pache Issues in Business Ethics n/a Cited by 10224 

 

The literature review begins by providing an overview of sustainable business model 

innovation as the theoretical context of this study. This section (Section 2.2) underscores 

the importance of a sustainable business model innovation as a systemic approach for 

organisations to address environmental and social issues strategically (Sousa-Zomer & 

Cauchick-Miguel, 2019). The section also highlights the need for multi-stakeholder 

engagements in the innovation process (Velter et al., 2021). 

 
1 As at 24 May 2024  
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Section 2.3 discusses the boundary work construct. This section begins by first providing 

an overview of the boundary work concept in order to provide an understanding of what 

boundaries are (Velter et al., 2020, 2021; Ziaee Bigdeli et al., 2021), this is then followed by 

an exploration of the boundary work themes as presented in the research question – to 

explore boundaries, identify boundaries, and changing boundaries (Velter et al., 2020, 

2021). 

Section 2.4 discusses multi-stakeholder alignment in SBMI (Velter et al., 2020). This section 

leverages stakeholder theory in order to provide a deeper understanding of stakeholder 

relationships and the interdependent nature of stakeholder relationships in SBMI (Civera & 

Freeman, 2020; Freudenreich et al., 2020; Velter et al., 2020).  

Section 2.5 of the literature review discusses the value creation construct, which is an 

outcome of a sustainable business model innovation (Freudenreich et al., 2020). 

In conclusion, the literature review culminates with a conceptual framework that outlines the 

key constructs and themes that emerged from the review. 

Figure 1 below presents a roadmap of the literature review and how it connects to the 

research question. 

  
Figure 1: Literature Review Roadmap 

Section 2.2
Sustainable Business

Model Innovation

2.2.1. Overview
2.2.2. Importance of SBMI in

addressing
environmental and
social issues

2.2.3. Multi-stakeholder
engagements

Section 2.3
Boundary Work

2.3.1. Boundary work
concept

2.3.2. Exploring boundaries
2.3.3. Identifying boundaries
2.3.4. Changing boundaries

Section 2.4
Multi-stakeholder

Alignment

2.4.1. Interdependency of
stakeholder
relationships

2.4.2. Understanding
stakeholder
relationships

Main Research question

• How do organisations navigate boundary work (to explore,
identify and change boundaries)

• in the context of SBMI
(Velter et al., 2020)

Sub-question 1

• How does the boundary
work approach impact
multi-stakeholder
alignment?

(Velter et al., 2020)

Sub-question 2

• How does multi-
stakeholder alignment
lead to value creation
for multiple
stakeholders?

(Civera & Freeman, 2020;
Freudenreich et al., 2020)

Section 2.5
Value Creation

2.5. Value creation

Section 2.6 Conclusion

2.6. Conclusion
2.6.1. Conceptual Framework

Key Constructs
Sustainable Business Model Innovation
• Value Creation
Boundary work
• Multistakeholder alignment

LITERATURE REVIEW ROAD MAP

Source: Author’s Own
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2.2. Sustainable Business Model Innovation 

2.2.1. Overview 

There is still limited empirical research on how sustainability can guide business model 

innovation to drive broader industrial transformation, despite the growing recognition that 

sustainable business model innovation can contribute to sustainable development (Sousa-

Zomer & Cauchick-Miguel, 2019). This notable finding in current literature underscores the 

need for further empirical research on the implementation of sustainable business model 

innovations in practice. This was also posited by Geissdoerfer et al. (2018), and most 

recently Mignon & Bankel (2023) who noted that research on sustainable business model 

innovations, sometimes referred to as business model innovation for sustainability, is still 

relatively new. 

2.2.2. Importance of SBMI in addressing environmental and social issues 

Sousa-Zomer & Cauchick-Miguel (2019) posit that in order to address sustainable 

development, a more systematic approach is required. Such an approach becomes a 

business imperative as it allows the integration of economic, social and environmental 

aspects into decision making processes. This also recognises the complex and 

interconnected challenges involved in sustainable development, further emphasising the 

need for a systematic approach. A business model innovation can therefore be considered 

an “important lever for change in tackling pressing sustainability issues” as it integrates 

concepts, goals and principles into sustainability in a systematic manner with the aim of 

maximising benefits while reducing negative economic, social and environmental impacts 

(Silvestre et al., 2022).  

The integration of sustainability into business model innovation can have significantly 

positive impacts on the environment and society as explained by Sousa-Zomer & Cauchick-

Miguel (2019) and Velter et al. (2021, 2022) who in their studies also found that sustainable 

business model innovation involves organisations changing the way in which they do 

business in order to address environmental and social challenges. Unless organisations 

recognise the importance of changing the way they do business, the maximisation of the 

benefits referred to by Silvestre et al. (2022) is unlikely.   

However, Silvestre et al. (2022) also posit that when developing and planning sustainability 

strategies, the competing balances between economic, social, and environmental 
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dimensions need to be managed. Although a win-win can sometimes be an obvious 

outcome, Silvestre et al. (2022) further posit that it may not be so in other cases and 

therefore organisations need to consider trade-off solutions in order to manage the tension 

in these dimensions. These tensions are however necessary as they have created 

opportunities and challenges, thus serving as a stimulus to innovation (Silvestre et al., 

2022).  

The literature postulates that tensions exist between the three sustainability dimensions. 

These dimensions therefore require careful consideration when developing sustainable 

strategies. Organisations should not avoid these competing demands and tensions as 

avoidance may likely stifle the innovation process and impact on the outcomes of the 

sustainability strategies developed. Furthermore, consideration needs to be given to the 

required trade-offs, understanding all potential risks and opportunities at hand, in order to 

balance these during the strategy development process and to ensure that the strategy 

takes a holistic view. 

2.2.3. Multi-stakeholder engagements in SBMI 

As organisations experiment with sustainable business models, Bocken et al. (2019) argue 

that they need to follow an inclusive approach. In other words, broader stakeholder 

involvement should be considered. This is not only because stakeholders may possibly be 

impacted by the sustainable business model innovation, but according to Velter et al. 

(2020), stakeholder involvement is necessary because stakeholders also have a 

contribution to make.  

Velter et al. (2020) refer to the nature of sustainable business models as boundary 

spanning, which requires an incorporation of “proactive multi-stakeholder management” into 

the business model for value creation. This boundary spanning nature of sustainable 

business models underscores the importance of stakeholder engagements thus 

expounding on the argument raised by Bocken et al. (2019) on the need for inclusivity when 

organisations experiment with sustainable business models. According to Velter et al. 

(2021), this necessitates the development of a multi-stakeholder value proposition through 

engagements or collaborations with multiple stakeholders. Additionally, Velter et al. (2020) 

note that these stakeholder engagements occur within a ‘value network’, highlighting the 

potential for reciprocal value exchanges. In this context, central organisations examine and 

explore value creation aspects together with stakeholders (Velter et al., 2020). 
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Although Civera & Freeman (2020) apply a stakeholder theory lens, which is different from 

the lens applied by Velter et al. (2021) and Bocken et al. (2019), their article provides 

valuable insights for understanding stakeholder relations relevant for this study. The 

scholars refer to stakeholder engagement as a process of enhancing interactions with 

stakeholders given its bilateral nature, indicating that it promotes collaborative partnerships 

with stakeholders, allowing stakeholders “to become active partners in the value creation 

process” for the industry and society’s overall benefit (Civera & Freeman, 2020). They argue 

that applying a relational stakeholder approach takes root in joint value creation. Civera & 

Freeman (2020) also raise a similar argument to Velter et al. (2020) regarding the reciprocal 

nature of value exchanges between stakeholders within a value network, however Civera 

& Freeman (2020) posit that all stakeholders have shared responsibilities, and benefits, in 

the joint value creation process. On the aspect of shared responsibility, the point Civera & 

Freeman (2020) make is that each stakeholder has an equal responsibility in the joint value 

creation process, whereas the focus in the study by Velter et al. (2020) is on the focal 

organisation. 

Despite these nuances, the findings in both articles suggest that multi-stakeholder 

engagements are antecedent to sustainable business model innovation given the vested 

interests of all stakeholders in these joint value exchanges. In fact, statements made by 

Civera & Freeman (2020) refer to stakeholder engagement being a precursor to the 

establishment of joint value creation processes amongst stakeholders.  

 

Civera & Freeman (2020) also highlight the interdependence of stakeholder interests within 

a value network, arguing that relationships between stakeholders should also be seen as 

interdependent.   

The interdependent nature of stakeholder relationships posited by Civera & Freeman (2020) 

underscores the need for organisations to transcend traditional organisational boundaries 

when developing or innovating their business models for sustainability. The 

interconnectedness of stakeholder interests creates complexities which necessitate mutual 

engagement and collaboration in order to drive broader industrial transformation. This also 

requires an alignment of these business models with the broader needs of society and the 

environment as highlighted in the scholarship, further emphasising the need to move 

beyond the central organisation’s boundaries.  
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The next section of the literature review will examine the role of boundary work in creating 

multi-stakeholder alignment, which has already been highlighted as crucial for sustainable 

business model innovation for value creation. 

2.3. Boundary Work 

2.3.1. Boundary work concept 

2.3.1.1. What are boundaries? 

Ziaee Bigdeli et al. (2021) define boundaries as “social, symbolic or material demarcations”. 

When applied externally to the organisation, boundaries refer to the distinction or separation 

between the organisation and its customers, suppliers, etc. (Ziaee Bigdeli et al., 2021). 

According to Ziaee Bigdeli et al. (2021), boundaries create “division by separating arears of 

information and knowledge, identities and cultures” amongst other things. In the context of 

organisations, organisational boundaries could therefore refer to physical or clearly 

distinguishable boundaries between the focal organisation and other external stakeholders.  

 

According to Velter et al. (2020) & Ziaee Bigdeli et al. (2021), the concept of organisational 

boundaries distinguishes between boundaries of efficiency, power, competence, and 

identity. Boundaries of efficiency essentially demarcate internal and external transactions, 

i.e. the “legal and economical” boundary of the organisation; boundaries of power refer to 

the control that resides with the focal organisation over their “exchange relations”, i.e. 

separates the domains of influence; boundaries of competence refer to the organisation’s 

knowledge, resources and capabilities, i.e. the organisation’s “areas of expertise”; while the 

boundaries of identity speak to the purpose of the organisation, i.e. “who we are” (Velter et 

al., 2020; Ziaee Bigdeli et al., 2021).  

 

The identity boundary addresses the coherence between the vision and purpose of the 

organisation, its “business model strategy” and its business activities wherein for SBMI, this 

boundary should focus on “sustainable value creation” and “multi-stakeholder 

responsiveness” (Velter et al., 2021). This therefore means that the vision and purpose of 

the organisation needs to align with its business activities. In the context of sustainable 

development, these business activities need to support sustainability or “sustainable value 

creation” as referred to in Velter et al. (2021). As already mentioned, the aspect of 

sustainable value creation in essence requires multi-stakeholder inclusivity, hence the 
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reference to “multi-stakeholder responsiveness” by Velter et al. (2021). Ultimately, the vision 

and purpose of the organisation as it relates to sustainability needs to translate to notable 

actions and be seen in the way the organisation does business. This is also in line with the 

point raised earlier by scholars Sousa-Zomer & Cauchick-Miguel (2019) and Velter et al. 

(2021, 2022), highlighting the need for businesses to change the way they do business in 

the context of SBMI. 

 

While external boundaries may be easily identifiable due to physical demarcations, i.e. legal 

or economical, scholars Velter et al. (2020) & Ziaee Bigdeli et al. (2021) note that boundaries 

can also exist within the organisation. These could essentially be boundaries between 

various departments or roles within the organisation. It is therefore important that 

organisations take note of both internal and external boundaries when considering multi-

stakeholders and sustainable value creation.  

 

Before expounding on the topic of boundary work in this study’s context, it may be useful to 

consider how the concept of boundary work originated in order to understand how it’s 

evolved over time and why it may be considered useful for multi-stakeholder alignment. 

 

2.3.1.2. The concept of Boundary Work 

The concept of boundary work originates from social studies of science wherein Gieryn 

(1983) (as cited) was arguing for the separation of “science from non-science” so that 

scientists can “defend their intellectual territory” and “maintain their position of expertise, 

authority and credibility”, therefore science boundaries would be “drawn and redrawn in 

flexible, and sometimes ambiguous ways” in order establish domains of expertise (Ziaee 

Bigdeli et al., 2021). This highlighted the fluid nature of science boundaries and how 

boundaries would be redrawn in order to reinforce some level of authority possessed by 

scientific knowledge holders. The boundary work concept was therefore originally seen as 

a model for transferring knowledge from knowledge holders in a unidirectional manner, i.e. 

from science experts who possessed the scientific knowledge to those who did not possess 

the scientific knowledge.  

The boundary work concept later evolved into a model of “co-creation” where knowledge 

holders and decision-makers collaborate to “develop common understandings of problems 
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and available pathways of action” (Jungcurt, 2013). Langley et al. (2019) refers to this as 

collaborative boundary work where boundaries are seen as enablers for collaborative work. 

Citing Quick and Feldman (2014), Langley et al. (2019) indicates that although boundaries 

are often seen as obstacles, they can also be seen as “junctures” that organisations can 

draw on to enable collaboration rather than inhibit it. This highlights the evolution of the 

boundary concept beyond social studies of science, extending to organisations.  

Cross sector collaboration literature started exploring how organisational boundaries can 

be overcome in order to collaborate with other stakeholders. In their study of “Multiplex 

boundary work in innovation projects”, Ungureanu et al. (2020) focus on “collaborative 

boundary work” as a concept which entails a negotiation, alignment, accommodation, 

embodiment, and a downplaying of boundaries to create avenues for making different 

connections. Additionally, in the study conducted by Velter et al. (2020) in exploring the role 

of boundary work in SBMI, they highlight three “iterative boundary work activities: “exploring 

boundaries and boundary dissonance, brokering boundaries, implementing boundary 

change”, which are said to be essential for multi-stakeholder engagement and alignment. 

Both studies suggest that boundary work is essential for multi-stakeholder engagement and 

collaboration, again highlighting the fluid nature of boundaries, similar to science 

boundaries, and how these can be negotiated and redefined to suite a particular context 

and enable stakeholder interactions. This posits the importance of understanding the 

practice of boundary work as an enabler to multi-stakeholder engagement and 

collaboration. 

The next section will expound on the three boundary work activities defined in the study by 

Velter et al. (2020).  

2.3.2. Exploring Boundaries 

Organisational boundaries, although not always explicit (Velter et al., 2020), are crucial for 

understanding how relationships within and without the organisation are perceived, 

regulated and managed (Ziaee Bigdeli et al., 2021). This underscores the importance of 

understanding the physical or symbolic demarcations that exist external to the organisation 

as well as internally in order to manage stakeholder relationships. 

With the understanding of the fluid nature of organisational boundaries, it is important to 

understand that boundaries are dynamic, i.e. not static, and surface and change through 



16 
 

the interactions the organisation has with other actors as highlighted by Velter et al. (2020, 

2021). A similar point is raised by Civera & Freeman (2020) in their review, indicating that 

since the call on corporate social responsibility, there has been a growing demand to change 

the nature and degree of interactions between stakeholders thus calling for the 

“progressive” demolition of boundaries among stakeholders.  

According to Velter et al. (2020), exploring boundaries entails “exploring the current state of 

boundaries in the value network” in order to understand the external context better, as well 

as to understand crucial areas of potential conflict between the focal organisation and its 

stakeholders (Velter et al., 2020). This again underscores the importance of understanding 

these demarcations in order to pre-empt areas of potential conflict and find ways to manage 

these for better alignment or better interactions with stakeholders. 

Given the complexities of multi-stakeholder relationships in the context of SBMI, 

Freudenreich et al. (2020) propose a categorisation of different stakeholders into 

stakeholder groupings as a way of simplifying complex stakeholder networks. Additionally, 

the scholars propose that an organisation should conduct an in-depth analysis of its 

stakeholder network before conducting a sustainability analysis of its business model. This 

stakeholder network can be categorised into five general categories, namely customers, 

business partners, employees, societal stakeholders, and financial stakeholders. 

Freudenreich et al. (2020) further mention that mapping stakeholders in this way allows for 

a more comprehensive analysis of an organisation's business model for sustainability. 

These insights posit that stakeholder mapping is crucial step in constructing a stakeholder 

management strategy that is fit for purpose. It is therefore important for organisations to 

understand the different stakeholders within their value network and anticipate areas of 

potential conflict that may arise between the organisation and each stakeholder group in 

order to proactively manage these when interacting with different stakeholder groupings. 

2.3.3. Identifying (brokering) Boundaries 

Drawing from the ideas of Zietsma & Lawrence (2010, p. 190) who referred to boundary 

work as “the attempts of actors to create, shape, and disrupt boundaries”, Velter et al. (2020) 

have repositioned boundary work as the “actors’ efforts to explore, create, maintain and 

challenge existing organisational boundaries through concrete efforts”. 

Velter et al., (2020) refer to boundary work theory as one which investigates solid practices 

that enable “conversation, interaction and coordinated action” between the “focal 
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organisation and other actors”, taking into account the interest of the actors and allowing 

them to have their own perspective of value. This means that the practice of boundary work 

entails identifying ways of interacting with stakeholders in a coordinated and systematic 

manner that allows them to have a view and have their interests taken into account during 

the value creation process.   

When considering boundary work theory in the context of SBMI,  Velter et al., (2020) 

highlight that it is essential for all stakeholders to be represented in boundary arrangements 

for brokering boundaries as failure to do so may place the SBMI process into jeopardy. This 

is required for discussing interests as well as trade-offs, and “understandings of value” in 

order to “create willingness for boundary change” (Velter et al., 2020). This becomes crucial 

considering the tensions between economic, social and environmental dimensions. 

Consequently, understanding what each stakeholder group’s understanding of value is, will 

be essential for stakeholder negotiations, ensuring that all relevant stakeholders come to 

terms with the areas of compromise or trade-offs that may be necessary in order progress 

the SBMI process for broader societal benefit. In the context of stakeholder collaborations, 

Langley et al. (2019) posit that boundary brokering requires ongoing “give and take” to make 

collaboration possible. Both Velter et al., (2020) and Langley et al. (2019) recognise that 

trade-offs may be necessary in multi-stakeholder relationships, thus underscoring the 

importance of actors compromising for the sake of broader industrial transformation. 

Several other studies regard boundary brokering, also referred to as boundary negotiation, 

as one of the most common practices for collaboration, especially in instances where there 

is interdependence amongst the various actors (Langley et al., 2019). Langley et al. (2019) 

however also highlight that despite the boundary work of negotiation being an enabler for 

collaboration, it is important to recognise that how the “ongoing negotiations play out” is 

influenced by power relations. This suggests that organisations need to be cognisant of 

power asymmetries that may exist between the focal organisation and other stakeholders, 

in order to manage these during these ongoing negotiations. Langley et al., (2019) further 

highlights the important role managers play in the boundary negotiation process, in 

reshaping the boundary landscape, and creating different spaces for interaction. This 

indicates the important role leaders play in creating an enabling environment for boundary 

negotiations to take place.  
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2.3.4. Changing Boundaries 

Once boundaries have been explored and identified, the next activity would be to change 

the boundaries to drive SBMI. Langley et al., (2019) suggest that the reconfiguration of 

boundaries is necessary in enabling “effective collective action” through reconfiguring 

patterns of interaction. While Velter et al. (2021) support this, the scholars emphasise that 

implementing boundary changes requires an agreement on boundary reconfigurations, an 

experimentation with boundary reconfigurations, and an embedding of these changes within 

the organisation. Additionally, the scholars indicate that these changes could take shape 

through changes in organisational activities, changes in the identity of the organisation, or 

through changes in external relations. In other words, actors can “draw on, negotiate, blur 

or realign boundaries in interaction with others in order to collaborate” as posited by Langley 

et al. (2019).  

Conclusion on boundary work 

Boundary work is a concept that enables collaboration between the focal organisation and 

multiple stakeholders. This confirms the argument by Velter et al. (2020) suggesting that 

SBMI can be framed as a boundary work process which aids the process of alignment in 

multi-stakeholder engagements and collaboration. However, the area of boundary work in 

SBMI is still underexplored as mentioned by Velter et al. (2020). This suggests a need for 

further empirical research in order to understand the practice of the boundary work process 

by organisations. 

For purposes of this study, boundary work for SBMI is regarded as a conceptual framework 

for multi-stakeholder interactions in order to explore, identify and change organisational 

boundaries for multi-stakeholder value creation. 

2.4. Multi-stakeholder alignment 

Multi-stakeholder alignment is one of the key challenges in SBMI. This was highlighted in 

the studies by Geissdoerfer et al. (2018) & Velter et al. (2020). As already indicated, SBMI 

concerns itself with the process of creating, delivering and capturing value, which extends 

beyond the focal organisational boundaries. Highlighting some of the challenges related to 

multi-stakeholder alignment, Velter et al. (2020) point out that sometimes differences 

between stakeholders may be irreconcilable giving rise to what they refer to as ‘boundary 

dissonance”, meaning lack of organisational boundaries’ alignment between stakeholders. 
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The fact that stakeholders come from diverse backgrounds may also result in increased 

conflict as indicated by Ungureanu et al. (2020), further confirming the complex nature of 

stakeholder relationships. However, following the argument that stakeholder engagement 

is antecedent to the establishment of the value creation process (which is central to SBMI) 

underscores the importance of stakeholder engagement and collaboration for SBMI, 

despite these complexities and challenges. 

2.4.1. Interdependence of stakeholder relationships 

The interdependence of stakeholder interests within a value network has already been 

highlighted. Several scholars such as Civera & Freeman (2020) confirm that stakeholder 

relationships are based on mutual influence and impact. Value therefore flows bi-

directionally, “from the company to the stakeholder, and from the stakeholder to the 

company” (Freudenreich et al., 2020, p. 8).  

On the point of enhancing stakeholder interactions in the value network,  Civera & Freeman 

(2020) argue against stakeholder management, as they consider this to be one-sided, and 

advocate for stakeholder engagement given the bilateral nature of stakeholder interactions. 

This however appears to be a moot point as Velter et al. (2020) seem to be using 

stakeholder management and stakeholder engagement interchangeably in their study, with 

both terms being used in the context of bilateral stakeholder interactions. For this study’s 

purpose, stakeholder management and stakeholder engagement are considered in the 

context used by scholars Velter et al. (2020). 

2.4.1.1. Cross Sector Collaboration and Stakeholder Theory Literature Lenses to 

Multi-Stakeholder Interactions 

The lens applied by Velter et al. (2020) is from the cross-sector collaboration literature. 

Cross sector collaborations are in and of themselves intrinsically complex as already 

highlighted, hence the added difficulty in social innovations noted by Pache et al. (2022). 

Cross sector collaboration literature however suggests that for collaborations to be 

successful requires trust and understanding among the actors as this facilitates the success 

of the relationship (Pache et al., 2022).  This suggests that trust is a crucial component in 

building successful stakeholder relationships. 

For the successful achievement of goals conjointly determined, inter-organisational 

collaborations require coordination and cooperation, however, because the actors may 
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have conflicting cultural backgrounds and interests, Pache et al. (2022) point out that this 

is likely to results in the emergence of boundaries which may hinder the required 

coordination and cooperation, resulting in collaborations failing.  

There is somewhat a cross pollination that can be seen between stakeholder theory and 

cross sector collaboration literature on inter-organisational/ stakeholder collaborations, 

despite the lack of theorising when applying the social innovation lens to cross sector 

collaboration literature as indicated in research. 

According to Jones et al. (2018), stakeholder theory covers various theories that have been 

developed to assist managers and scholars better understand relationships between 

organisations and their stakeholders. Freeman et al. ’s (2020) applies a relational lens to 

stakeholder theory. This approach enables the organisation to acknowledge that 

stakeholders are central to the organisation, acknowledging the importance of ethics and 

values, purpose, and how complex human beings are (Civera & Freeman, 2020). Applying 

a relational lens recognises that stakeholders are in fact human beings, or represented by 

human beings, a point emphasised by Parmar et al. (2022). This further explains the 

complexity involved in multi-stakeholder collaborations. 

As evidenced from the review study conducted by Pache et al. (2022), cross-sector 

collaborations can foster social innovations. Individuals are seen to play a crucial role in the 

success of cross sector collaborations as their ability to cooperate becomes a dependency 

for the collaboration, again emphasising the relational aspects of the relationships between 

the actors for successful collaborations.  

The strength of the interpersonal relationships, amongst other things, tends to foster trust 

which is also identified as one of the key principles in developing stakeholder relationships  

(Pache et al., 2022).  

Expounding on the principle of trust, Jones et al. (2018) adds that the development of these 

relationships is governed by “norms of traditional ethics” such as trust, fairness, respect. 

Pache et al. (2022) on the other hand refer to “structures” which are said to be crucial in 

relationships for inter-organisational collaborations. Structures serve as mechanisms to 

‘level the playing field’, giving all partners or actors a voice, and alleviate conflict (Pache et 

al., 2022). These structures could either be formalised through agreements or be 

governance processes and are useful in fostering trust and common understanding for 

successful collaborations, and for clarifying roles and responsibilities (Pache et al., 2022). 
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Despite this distinction between these scholars, both “structures” of governance and “norms 

of traditional ethics” place reliance on the relational aspect of stakeholder relationships 

(Jones et al., 2018; Pache et al., 2022).  

Both Stakeholder theory and Collaboration literature place emphasis on following an 

inclusive approach for multi stakeholder collaborations (Civera & Freeman, 2020; Pache et 

al., 2022; Parmar et al., 2022; Velter et al., 2022).  

Research conducted by Mahajan et al. (2023) provides evidence on the utilisation of 

stakeholder theory in tackling sustainability challenges. Similarly, research conducted by 

Pache et al. (2022) demonstrates a “successful cross sector collaboration that promoted 

social innovation” (p. 10). 

Freeman et al. (2020) posit that businesses, as systems in and of themselves, operate 

within a larger system where there is interdependence and interconnectedness between all 

players and each contributing towards the success of the system, and for the benefit of all 

players within that system.   

Freeman et al. (2020) make a clear distinction between a value chain and a value network, 

where a value network is considered to be much broader and to involve other stakeholders 

other than customers and suppliers. As such, some of the key questions of stakeholder 

theory have to do with tensions between competition and cooperation, the “alignment of 

values, and obstacles to such alignment”, and the implications on the effectiveness and 

efficiency of the system depending on the degree of alignment among the stakeholders 

(Freeman et al., 2020).  

The question on alignment gives rise to the question of (firm) boundaries, to which Freeman 

et al. (2020) confirm continues to be held open in stakeholder theory. The issue of boundary 

practices in the context of cross sector collaboration, while considered to have advanced, 

is currently limited within the context of social innovations as already indicated by Pache et 

al. (2022). This further confirms the need for further research on boundary practices for 

business model innovations. 

Pache et al. (2022) posit that unless boundaries are bridged, they can impede on 

collaboration. Despite this being in the context of social innovations, it may still apply to 

business model innovations. This may confirm why Civera & Freeman (2020) in their study 

refer to the demolition of boundaries in order to enhance stakeholder collaborations. 
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2.4.2. Understanding Stakeholder Relationships 

The literature has already established that stakeholder relationships are bi-directional. In 

other words, they function in both directions and depend on how each stakeholder perceives 

themselves in relation to the system (i.e., relational orientation) (Jones et al., 2018). Parmar 

et al. (2022, p. 547) further adds that “long-term orientation is enabled by strong 

relationships featuring trust and mutual interdependence”. Having strong relationships with 

stakeholders, especially when those relationships are underpinned by trust, can cushion 

the organisation against the broader implications of a negative incident (Parmar et al., 

2022). Furthermore, Parmar et al., (2022) highlight the growing evidence that suggests that 

innovation increases as organisations adopt a “broader stakeholder orientation”. This 

emphasises the argument posed by Bocken et al. (2019) regarding broader stakeholder 

inclusivity during the sustainable business model innovation process. 

On the point of relational orientation, the system should have a shared purpose, which 

serves as a compass for decision making and to unify the system actors (Freeman et al., 

2020; Parmar et al., 2022). Pache et al., (2022) refers to this as having a shared goal which 

contributes towards building common ground (one of the boundary activities identified). 

Building common ground happens through defining shared goals, and this is crucial for 

successful collaborations as it aids in creating alignment and managing tensions between 

the actors at an early stage of the collaboration process (Pache et al., 2022).  

The absence of a shared purpose, or shared goal, runs the risk of the system failing and 

the actors operating at “cross-purposes” resulting in failed collaborations (Freeman et al., 

2020; Pache et al., 2022; Parmar et al., 2022). Shared purpose or shared goals should 

therefore underlie collaborative stakeholder relationships in order to achieve better 

alignment between system actors. 

Again, it is crucial to highlight the vital role top management plays in bringing stakeholders 

together, with several scholars noting the central role they play in the creation of a shared 

purpose that unites the different interests of stakeholders (Mignon & Bankel, 2023; Parmar 

et al., 2022). Managers are thus considered boundary spanners, and their role is crucial in 

the context of cross sector collaborations (Pache et al., 2022).  

Using boundary objects, managers as boundary spanners assist the partners in finding 

common ground and play a crucial role in mobilising resources and developing interactions 
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that promote “multivocality”, where every actor’s voice is heard despite power asymmetries 

(Pache et al., 2022).  

This important manager role is also highlighted by Freeman et al. (2020) who posit that the 

ability of the leadership of the organisation to take “all” stakeholders is reflective of a higher 

level of consciousness as they are able to recognise the interconnectedness and 

interdependence of the system actors. This underscores the importance of having the right 

leadership within the organisation, who understand the interconnected nature of 

stakeholder relationships, leading these collaborations.  Without this higher level of 

consciousness referred to by Freeman et al. (2020), stakeholder collaborations are unlikely 

to succeed, putting the SBMI process at risk. 

Back to the point on stakeholder relationships, Civera & Freeman (2020) introduce a 

differentiated view to stakeholder relationships and responsibilities. While Velter et al. 

(2020) consider organisations to be the central actors in multi-stakeholder engagement for 

joint value creation, Civera & Freeman (2020) hold a different belief which stipulates that 

responsibilities are shared amongst all stakeholders and should be equally top of mind for 

the organisation and the stakeholders, with all players acting in the best interest of the 

broader industry(ies) and society. This differentiated view is premised on the interdependent 

nature of stakeholder relationships already pointed out.  

Civera & Freeman (2020) refer to 2 types of stakeholder engagements, one being the 

“engagement with stakeholders”, which refers to the interest of stakeholders having an 

inherent value embedded in the core business of the organisation thus shaping the 

organisations relations and decision-making processes, and the other being the 

“engagement of stakeholders” (Civera & Freeman, 2020, p. 46). The authors believe that in 

the latter form of engagement, stakeholders tend to have a strong affinity towards the 

organisation and feel aligned to its values and purpose, and this emanates from activities 

and practices undertaken by the organisation to create a collaborative environment where 

stakeholders feel heard, where there is trust in the system, and each stakeholder values 

their contribution towards joint value creation (Civera & Freeman, 2020). 

Stakeholder engagement drives active participation in the process of creating value, where 

stakeholders are allowed to partner with the organisation in the process (Civera & Freeman, 

2020). Joint value creation is therefore a product of the engagement with, and the 

engagement of, stakeholders. 
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There is a wide acceptance in the scholarship on the importance of stakeholder 

engagement for joint value creation and a belief that interconnected and cooperative 

relationships will eventually enhance the effectiveness of social impacts or outcomes 

(Civera & Freeman, 2020).  

In reconfiguring and rethinking multi-stakeholder relationships and responsibilities, “moral 

imagination” becomes crucial as it enables a thinking that supersedes the present and 

considers a broader spectrum of possibilities (Civera & Freeman, 2020, p. 47), especially 

given how fluid these relationships are.  

Because the roles of stakeholders change depending on the situation or context, this 

necessitates continuously rethinking these relationships and responsibilities (Civera & 

Freeman, 2020). 

2.5. Value Creation 

As already indicated, sustainable business models extend beyond the boundaries of the 

focal organisation and have to do with proactive multi-stakeholder management. Velter et 

al. 2020) suggest that sustainable business models carry a long-term perspective and 

involve value creation, both monetary and non-monetary, for a wide range of stakeholders.  

The process of value creation refers to the value created, delivered and captured. In 

assessing the outcomes of a value creation process, the following questions need to be 

answered: Firstly, what value is being created and who contributes to the value creation 

(value creation and delivery); secondly, who receives the value being created (value 

capture) (Freudenreich et al., 2020). 

Value is co-created with and for multiple stakeholders (Freudenreich et al., 2020; Velter et 

al., 2020). In other words, stakeholders not only receive value (capture) but also collaborate 

to co-create this value (create and deliver) (Freudenreich et al., 2020).  

Value creation requires stakeholder cooperation and building stakeholder relationships 

(Parmar et al., 2022). Stakeholder relationships are therefore foundational to an effective 

value network and should be framed from the perspective of joint value creation for broader 

impact (Civera & Freeman, 2020; Freudenreich et al., 2020). The absence of stakeholder 

cooperation hinders value creation (Parmar et al., 2022). 

The process of value creation in SBMI results in different outcomes for different 

stakeholders (Freudenreich et al., 2020). This is illustrated in Freudenreich et al. (2020)’s 
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framework (see Fig.1) which indicates the bi-directional value flows between the focal 

organisation and different stakeholders with joint purpose sitting at the centre of the value 

creation process. Similarly,  Civera & Freeman, (2020) found joint value creation to be the 

main outcome of the engagement ‘with’ and ‘of’ stakeholders with the organisation, 

highlighting the mutuality and interdependence of multi-stakeholder tasks and outcomes, 

hence suggesting the importance of stakeholder engagement as already discussed in this 

literature review.  

While organisations may primarily be responsible for engaging stakeholders, the argument 

raised by Civera & Freeman, (2020) denotes that consideration should be given to a broader 

stakeholder responsibility where reference is made to “cooperation for joint value creation 

or in multi-stakeholder initiatives conducted globally” (p. 9). 

 

Figure 2: Stakeholder value creation framework for business model analysis  
Source: (Freudenreich et al., 2020) 



26 
 

In concluding the aspect of value creation, it is clear from the literature that true value can 

only be created with and for multiple stakeholders. This therefore requires organisations to 

interact beyond organisational boundaries, especially in the context of SBMI, for broader 

industrial transformation that benefits not only the focal organisation, but other stakeholders 

including society and the environment. The joint purpose in this context is sustainable 

development, therefore creating alignment around this joint purpose may result in the 

maximisation of benefits extending beyond the boundaries of the focal organisation.    

2.6. Conclusion 

Despite the growing recognition that sustainable business model innovation can contribute 

towards sustainable development, there is still limited empirical research on how business 

model innovation can be guided by sustainability to drive broader industrial transformation 

(Sousa-Zomer & Cauchick-Miguel, 2019). This highlights the need for more research on 

sustainable business model innovation. 

As already established, sustainable business models carry a long-term perspective and 

involve value creation for a wide range of stakeholders. However, sustainable business 

model innovation involves organisations changing the way in which they do business in 

order to address environmental and social challenges (Velter et al., 2021, 2022). This 

means that organisations need to be open to collaborating across organisational 

boundaries in order to achieve broader industrial transformation, thus making stakeholder 

engagements and collaborations crucial in this regard. This necessitates organisation 

moving away from isolated value creation, where value is only considered from the 

perspective of customers and suppliers, to joint value creation with multiple stakeholder 

(Velter et al., 2020, 2021). 

As posited by (Velter et al., 2020), this requires alignment across the organisational 

boundaries of all actors in the value network. This is also highlighted by Freeman et al. 

(2020) who states that the question on alignment gives rise to the question of (firm) 

boundaries. This demonstrates the importance of alignment across organisational 

boundaries for SBMI. The argument raised here is that value can only be created across 

boundaries and therefore organisational boundaries need to be challenged in order to 

create and capture value for multiple stakeholders (Velter et al., 2020). The ability of an 

organisation to innovate is also associated with its ability to cross boundaries (Ungureanu 

et al., 2020).  
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However, multi-stakeholder alignment is one of the key challenges in SBMI (Geissdoerfer 

et al., 2018; Velter et al., 2020). This adds complexity to organisational boundary alignment 

for joint value creation within a value network. Despite this challenge, stakeholder 

collaborations should not be limited to known business partners as this limits the full 

potential of the innovation (Velter et al., 2021). In other words, organisations should not 

avoid these complexities and tensions that often come with multi-stakeholder collaborations 

(Velter et al., 2020, 2021), particularly in the context of SBMI. 

This confirms why Velter et al. (2020) argue that SBMI can be framed as a boundary work 

process that aids the process of alignment in multi-stakeholder engagements and 

collaborations. This has been the view of several scholars who consider boundary work as 

a concept that enables collaboration between the focal organisation and multiple 

stakeholders. While the issue of boundary practices in the context of cross sector 

collaboration is considered to have advanced, the challenge is that this is currently limited 

within the context of social innovations (Pache et al., 2022). This further highlights the need 

for further empirical research on boundary practices for business model innovations for 

sustainability. 

Stakeholder theory offers complementary insights on multi-stakeholder collaborations for 

value creation in the context of business model innovations for sustainability. This 

corresponds with the findings of Freudenreich et al. (2020). It asks “with and for whom value 

is being created” (Freudenreich et al., 2020), which is the same focus in SBMI (value 

creation, delivery and capture). 

Stakeholder theory detracts from a binary world view of business (either this or that) and 

acknowledges the interconnectedness of the business and its stakeholders. Through the 

theoretical contributions of various scholars over the years, there has been a broader 

acceptance of the interconnectedness of business and society and the responsibility of 

business towards all stakeholders, including the environment.  

The differentiated view on stakeholder relationships and responsibilities introduced by 

Civera & Freeman (2020), wherein all stakeholders equally assume a central role in the 

joint value creation process, amplifies the actions of all stakeholders and argues that an 

organisation stands to benefit indirectly from the actions of other stakeholder groups, and 

vice versa, as all actors act in a manner that is beneficial for the broader industry and 

society.  
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Furthermore, when adopting a broader perspective of the industry in value creation, 

cooperation supersedes competition in the interest of creating value for society with the 

argument that cooperative partnerships and alliances, even with competitors, result in 

higher social impacts or outcomes (Civera & Freeman, 2020). 

The strong emphasis on demolishing boundaries in order to enhance interactions and 

collaborative partnerships between various stakeholder groups is considered essential to 

increasing innovation.  

Therefore, the extant literature suggests that a boundary work approach to multi-

stakeholder interactions may result in better alignment in the context of SBMI. Furthermore, 

the extant literature indicates that collaborative stakeholder relationships result in value 

creation for all actors within the value network, including the environment and society. The 

literature review has highlighted the need for further empirical research on boundary work 

practices for sustainable business model innovation. Based on the literature review, 

applying a stakeholder theory lens may enhance the understanding of stakeholder 

relationships in the context of this study. 

2.6.1. Conceptual Framework 

In conclusion, Figure 3 presents a conceptual framework based on the literature review. It 

highlights the key constructs and themes that emerged from the literature review on the 

boundary work process in the context of SBMI for multi-stakeholder alignment, with value 

creation for multi-stakeholders as an outcome.  
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Figure 3: Literature review conceptual framework 

  

Boundary Work

 Explore Boundaries
 Identify (Broker) Boundaries
 Change Boundaries

Multi-stakeholder alignment

 Interdependency
 Stakeholder Relationships
 Shared goals

Value Creation

 Value creation
and delivery

 Value capture

SBMI

 Multiple stakeholder engagement
 Changing business processes
 Environmental and Social Impact

Conceptual Framework

Source: Author’s Own
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3. Chapter 3: Research Questions 

This chapter presents the research questions in line with the theoretical framing of the 

research problem as described in Chapter 1.  

The research questions were formulated from the literature reviewed in Chapter 2. The main 

research question was derived from an invitation for further research by Velter et al. (2020)  

to develop an understanding of organisational boundaries and the impact of boundary 

changes for SBMI. In exploring this opportunity further, the study set out to explore how 

organisations navigate boundary work (to explore, identify and implement boundary 

changes) in the context of SBMI and how changes in boundaries have impacted stakeholder 

alignment for value creation. As such, the research questions were set out as follows: 

Main Research Question:  
How do organisations navigate boundary work (to explore, identify and change 
boundaries) in the context of SBMI? 
The research aimed to explore the practice of boundary work in the context of SBMI. This 

research question sought to gather insights and understandings from actors on how 

organisations practised boundary work in the implementation of SBMI.   

Sub-question 1: 
How does the boundary work approach impact multi-stakeholder alignment?  
This research question sought to gather insights into how actors involved in the 

implementation of sustainable strategies (SBMI) managed stakeholder relationships when 

implementing sustainable strategies. Additionally, it was important to get an understanding 

from the actors on whether, in their experience, these stakeholder relationships led to 

stakeholder alignment. 

Sub-question 2:  
How does multi-stakeholder alignment lead to value creation for multiple 
stakeholders?  
Value creation is an outcome of a sustainable business model innovation (Freudenreich et 

al., 2020; Velter et al., 2020). This research question aimed to understand whether the 

implementation of SBMI led to value creation for the organisation and its multiple 

stakeholders, and if so, what value was created, delivered and captured. 
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4. Chapter 4: Methodology 

The main research question was how organisations navigate boundary work (to explore, 

identify, and change boundaries) in the context of SBMI. The next section will discuss the 

appropriate research methodology that was used in addressing the research question.  

4.1. Research Paradigm 

Bell et al. (2019) explains that business research is underpinned by philosophical 

assumptions which are made across three domains: ontology, epistemology and research 

methodology/ strategy, where ontology refers to “our understanding of what reality is” (p. 

10), epistemology to “our understanding of how we can know reality” (p. 10), and research 

methodology to the best research approach given the ontological and epistemological 

assumptions. 

Organisations are run by human beings who interact with other human beings in order to 

create economic, environmental and social value as discussed in the literature review 

section. This suggests that organisations are socially constructed entities as they live 

through the actions of human beings (Bell et al., 2019). Gioia (2021) refers to this as an 

underlying assumption - that the “social world is a world of meaning” and that this meaning 

does not occur independent of the social interactions between people. In addressing the 

research question of how organisations navigate boundary work in SBMI for multi-

stakeholder alignment, the data subjects are the human beings who work within the 

organisations thus making social constructionism an appropriate ontological approach for 

the study. This is also supported by Gioia (2021) who refers to the data subjects (senior 

managers and executives) as social actors. 

The epistemology is therefore guided by ontology (Bell et al., 2019). As the ontological 

approach is constructionist and involves engaging the social actors in order to understand 

how they view the world, the data collection will happen through interviewing the social 

actors in order to understand their experiences (Gioia et al., 2013) and will be interpreted 

using an understanding of the social world they have constructed and continue to reproduce 

through their actions/ activities (Haven & Van Grootel, 2019). Bell et al. (2019) notes that 

qualitative research focuses on words as opposed to numbers, and this point is also 

emphasised by (Haven & Van Grootel, 2019) who say that “qualitative research often uses 

language as its data” (p. 232). 
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This lends itself in the interpretivism research approach as the purpose of the study is to 

develop new insights and the research question is exploratory in nature (Saunders et al., 

2019). This goes well with social constructionist ontology (Bell et al., 2019). An 

interpretivism approach is also suitable as a research philosophy where the ontology is 

complex (Saunders et al., 2019), as one would expect the challenges related to multi-

stakeholder alignment in SBMI. This is also supported by the statement made by Bell et al. 

(2019) that interpretivism is “primarily concerned with understanding human behaviour”, i.e. 

understanding the various perspectives on multi-stakeholder alignment as emphasised in 

the research question. 

As such, the insights gathered through the data collected will determine the phenomena 

(Saunders et al., 2019). In other words, the theory is generated out of the research, i.e. the 

interpretation of the relevant data collected (Bell et al., 2019). And because of the subjective 

nature of qualitative research, how the data is interpreted is influenced by the lens applied 

by the researcher hence the interpretivist paradigm (Haven & Van Grootel, 2019). Also, the 

data itself is a collection of the social actors’ experiences which the researcher would need 

to interpret in order to make meaning of, which Josselson (2013) refers to as the ultimate 

interpretive role of a researcher and lies at the centre of a qualitative research project.  

As the research is based on a nascent field of study, i.e. the theory on SBMI is emergent, a 

suitable approach would be an exploratory, qualitative research approach as the researcher 

intends to obtain a deeper understanding of the research subject (Bell et al., 2019; 

Tomaszewski et al., 2020). Haven & Van Grootel (2019) adds that the aim of qualitative 

research is to “answer the “How”, “Why” and “What” questions of a phenomenon” and given 

the research question that this study seeks to address qualifies the suitability of this 

research approach. As the data is collected through interviews, this also supports the 

exploratory nature of the study. Figure 3 provides a visual diagram that draws the 

connection between the research method and the ontological and epistemological positions 

of the study. 
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Figure 4: Visual diagram of research method 

 

Source: Author’s own 

A consistency matrix has also been included in Table 2 to show how the research question 

aligns to the literature review and the research method. 

Table 2: Consistency Matrix 

Research Questions Literature Review Data Collection Tool/ 
Interview Protocol 
(Annex 1) 

How do organisations 
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change boundaries) in 

the context of SBMI? 

Velter et al. (2020, 2021, 2022); 
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4.2. Research Design 

A phenomenological research design was chosen as an appropriate methodology for this 

research study. The researcher notes that a phenomenological research approach is not 

the same as phenomenology. According to Groenewald (2004), a phenomenological 

research approach is “concerned with the lived experiences of the people” (p. 44). Alase 

(2017) alludes to an interpretative phenomenological analysis approach as a qualitative 

research approach that affords the researcher the “opportunity to explore the ‘lived 

experiences’ of the research participants” (p. 9). Considering that the nature of the research 

question was exploratory, and the researcher intended to gather data regarding the 

perspectives of participants about the phenomenon of multi-stakeholder alignment in SBMI 

and the role of boundary work in this regard, justified this choice. This approach for a 

qualitative research design is also supported by Groenewald (2004). 

4.3. Research setting  

The research question informed the choice of the research setting. When considering the 

research question, the goal is to ensure that data can be collected to understand how 

organisations navigate boundary work for multi-stakeholder alignment in the context of 

SBMI. 

The research setting was South African corporates, primarily those listed on the 

Johannesburg Stock Exchange (JSE) as the information is often publicly available. Some 

of the organisations were South African based multinational corporations with operations in 

several locations outside of South Africa. This setting was chosen because JSE-listed 

entities are expected to comply with King IV which requires the integration of “the 

organisation’s purpose, its risks and opportunities, strategy, business model, performance 

and sustainability” in the value creation process (The Institute of Directors in Southern 

Africa, 2016).  King IV also argues that these elements are inseparable and are part of the 

value creation process which should also consider the needs of multiple stakeholders (The 

Institute of Directors in Southern Africa, 2016) 

This setting was therefore considered appropriate for addressing the research question of 

how organisations navigate boundary work for multi-stakeholder alignment in the context of 

SBMI, with value creation as an outcome of SBMI. 
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4.4. Level of analysis   

As informed by the research question, the level of analysis was at an organisational level. 

4.5. Unit of analysis 

The unit of analysis was senior managers and executives who are decision makers within 

the organisations who had knowledge and experience of the research phenomenon (Alase, 

2017; Groenewald, 2004). These individuals were key decision makers and responsible for 

the implementation of the organisation’s strategy. As the social actors, the research was 

interested in obtaining an understanding of these individuals’ experiences in the practice of 

boundary work for multi-stakeholder alignment in SBMI. 

4.6. Sampling approach, criteria and sample size 

4.6.1. Sampling Approach 

The phenomenon dictates the method of sampling as well as the types of participants 

(Groenewald, 2004). The researcher chose purposive sampling for this study, and this was 

supported by the qualitative nature and purpose of the research. According to Bell et al. 

(2019), sampling in qualitative research is often not randomised and the purpose of the 

research is often not intended to generalise to a wider population hence purposive 

sampling. Purposive sampling is also appropriate for “developing theories and concepts” 

(Devers & Frankel, 2000) as intended by the research. 

4.6.2. Sampling Criteria 

The criterion for selecting the participants is also determined in relation to the research 

question (Bell et al., 2019; Devers & Frankel, 2000). The study was interested in those who 

have knowledge and experience in the phenomenon of the study. Citing Creswell (2013), 

Alase (2017) highlights the importance of all participants having a “similar lived experience 

of the phenomenon being studied” (p. 13), which is also supported by a statement made in 

the article by Groenewald (2004) stating that the research participants were chosen on the 

basis that they have had experiences of the phenomenon being researched.  

 

To identify potential candidates, the researcher selected a few JSE-listed organisations and 

perused the published sustainability reports of these organisations to get a sense of the 

organisations’ sustainability journeys (all selected organisations had to be on a 
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sustainability journey). The researcher proceeded to identify potential participants through 

a targeted search on LinkedIn based on the organisations they worked for—the 

organisations whose sustainability reports were initially perused. These were individuals 

who occupied senior and executive roles within their organisation (e.g. Chief Sustainability 

Officer, Chief Strategy Officer, Head of Sustainability), and were key decision-makers 

involved in sustainability and the implementation of strategies within their organisations.  

 

The participants were then recruited through LinkedIn, and most of them through the 

researcher’s own professional networks. While this was a targeted approach, to ensure 

sampling rigour, the researcher ensured that the participants came from diverse industries 

such as the Heavy Industry, Financial Sector, Services Sector, Manufacturing Sector, and 

Consultancy. 

This not only fit the nature of the research question but also the interpretative research 

paradigm which values multiple perspectives, therefore allowing the researcher to examine 

in detail the “convergence and divergence” within the sample (Alase, 2017, p. 13). 

4.6.3. Sample Size 

For interpretative research, the sample size is generally smaller compared to probability 

studies (Hammarberg et al., 2016). For a phenomenological research approach, the sample 

size can be between 2 and 25 (Alase, 2017). Creswell (1998, pp. 65 & 113), as cited in 

(Groenewald, 2004), recommends that researchers interview up to 10 participants for 

phenomenological research studies. 

 

The scope of this research guided the sample size. The target sample size was between 

12 and 15 participants. This was considered an appropriate sample size as it fell within the 

recommendations for this type of study. The researcher ended up interviewing 15 

participants for this study. The researcher noticed that by the 10th interview, there was no 

new data coming out of the interviews. According to Braun & Clarke (2021), this evidences 

data saturation, which they refer to as “the ‘gold standard’ for determining a sample size in 

purposive sampling” (p. 3). The fact that the researcher noticed data saturation by the 10th 

interview confirms the appropriateness of the sample size. 

 

The researcher sent emails to the participants, introducing the topic and inviting them to 

participate in the study. Upon acceptance to participate, the researcher sent calendar invites 
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with proposed dates for the interviews and attached the interview consent form. The 

participants either accepted the proposed dates or proposed alternative dates for the 

interviews. The researcher maintained a spreadsheet to track each participant; this included 

the date and time of the interview and whether the interview consent form had been returned 

by the participant. This was to allow the researcher to keep track of the participants and 

follow up in instances where follow-ups were required. 

The participants were grouped by the industries to which their organisations belong. Table 

2 presents a list of all the participants who were interviewed for this study. 5 participants 

were from consulting firms, 3 participants were from the financial sector, 3 participants were 

from the heavy industry, 1 participant was from the manufacturing sector, and 3 participants 

were from the services industry. The participant names and company names have been 

pseudonymized to protect the identities of the participants and their organisations, and the 

researcher has assigned random codes for identification purposes in this study. The 

participants’ roles have also been excluded to safeguard their identities, as certain titles 

could potentially reveal their identities. However, these participants occupy senior and 

executive roles within their organisation (e.g. Chief Sustainability Officer, Chief Strategy 

Officer, Head of Sustainability, etc.), and are key decision-makers involved in sustainability 

and the implementation of strategies.  

Table 3:  Participant list 

No. Participant Participant Group Company code 
1 Consul1 Consultants Company H 

2 Consul2 Consultants Company J 

3 Consul3 Consultants Company K 

4 Consul4 Consultants Company M 

5 Consul5 Consulting Company E 

6 FinServ1 Financial Sector Company A 

7 FinServ2 Financial Sector Company G 

8 FinServ3 Financial Sector Company N 

9 HeavI1 Heavy Industry Company C 

10 HeavI2 Heavy Industry Company F 

11 HeavI3 Heavy Industry Company O 

12 Man1 Manufacturing Company D 
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13 Serv1 Services Company B 

14 Serv2 Services Company I 

15 Serv3 Services Company L 

  

4.7. Research instrument 

One of the research methods applicable to an interpretative study is face-to-face interviews 

(Saunders et al., 2019). The interview process was semi-structured in order to give the 

researcher latitude to vary the sequence of questioning, ask clarity seeking questions or 

pose follow up questions to the responses provided by the participants where necessary 

(Bell et al., 2019). This approach is considered appropriate for chosen the research design 

(Alase, 2017). 

In an interview-based qualitative research study, and according to Josselson (2013) and 

Hammarberg et al. (2016), the interviewer is the research instrument as well as the 

procedure. The researcher, who was also the interviewer, was the research instrument. 

Consequently, the researcher contributes to the interview experience by co-constructing the 

experience presented by the interview (Josselson, 2013). 

 

According to Josselson (2013), following a relational approach to interviewing adds to the 

“richness and value” of the interview process. This requires the interviewer to personally 

engage, ensuring that they bring themselves fully to each encounter with the interview 

participants(Josselson, 2013). The interviews were therefore recorded, allowing the 

researcher to fully engage with the participants. 

 

The researcher designed an interview protocol to ensure that a consistent approach was 

followed for all interviews. The interview protocol in Annexure 1 was designed following the 

principles provided by Josselson (2013) for interviewing for qualitative inquiry. In designing 

the interview protocol, Josselson (2013) suggests having “Big Q” and “Little q” questions. 

The “Big Q” is the main or conceptual research question that the study intends to address 

and guides the interview process, ensuring the participants understand the direction of the 

study (Josselson, 2013). The “Little q” often launches the interview and positions the study 

for the participants, it should therefore be carefully framed such that it invites the participants 

to engage and share their experiences throughout the interview process (Josselson, 2013).  
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The researcher tested the interview protocol by conducting a pilot interview with a fellow 

classmate prior to commencing with the data gathering process. The pilot interview 

confirmed the appropriateness of the interview protocol and estimated length of each 

interview. Based on the pilot, the interviews were expected to last no more than 1 hour. As 

a result, no changes were made to the interview protocol submitted for ethical clearance. 

4.8. Data gathering process 

The data was primarily collected from the information obtained during the interview 

processes. The researcher requested permission from the participants prior to conducting 

the interviews. This was done using an interview consent form, which was provided to the 

participants prior to the interview. A copy of the interview consent form is included in 

Annexure 2. Each participant was requested to sign the consent form, granting the 

researcher permission to record the interviews, use verbatim deidentified quotations from 

the interview in the report, and use all data collected as part of the research report. The 

interview consent form also outlined the scope of the study and indicated that participation 

was voluntary; therefore, the participant had an opportunity to withdraw from the study at 

any time without any penalty. These points were re-emphasised at the start of each 

interview. 

The researcher used the interview protocol described in 4.7 which comprised 7 pre-

prepared questions for the interviews. The researcher did not share these questions with 

the participants prior to the interviews, as the researcher was more interested in their 

knowledge and experience of the research phenomenon. Therefore, the participants were 

not required to prepare beforehand. 

The interviews were conducted using Microsoft Teams (MS Teams), an online video 

platform called which has a record and transcribe functionality. The interviews were 

recorded and transcribed using the MS Teams functionality. The recordings and 

transcriptions were securely stored on the researcher’s cloud storage platform, Microsoft 

OneDrive.  

The interviews were semi-structured, and each interview lasted for approximately 45 

minutes to 1 hour. Semi-structured interviews afford the researcher some flexibility during 

the interview process and allow the researcher to explore the knowledge and experiences 
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of the participants in order to better understand the research phenomenon (Alase, 2017; 

Bell et al., 2019; Tomaszewski et al., 2020). The language and words used by the 

participants during the interviews form part of the data collection. 

4.9. Data analysis approach 

According to Haven & Van Grootel (2019), the data analysis process is iterative, and the 

researcher goes through several rounds of data interpretation in order to make meaning of 

the data.  

Thematic analysis is a general and most common data analysis approach for qualitative 

research studies (Bell et al., 2019; L. Haven & Van Grootel, 2019). Braun & Clarke (2006) 

describe thematic analysis as a “method for identifying, analysing and reporting patterns 

(themes) within data” (p. 79). These themes refer to units of meaning or patterns identified 

in the data (Braun & Clarke, 2006).  

The researcher followed a thematic analysis approach to the data analysis. A thematic 

analysis approach follows a systematic approach which later enables the researcher to 

construct meaning from the insights and experiences shared by the participants during the 

interviews (Tomaszewski et al., 2020).  

Braun & Clarke (2006) describe two approaches to thematic analysis, one being an 

inductive approach where the themes are identified in relation to the data itself; and the 

other being a deductive approach where the themes are identified in relation to the theory, 

i.e., specific to the research question. The researcher followed an inductive approach to the 

data analysis where the data was coded and categorised for all transcripts.  

The researcher followed a 4-step systematic approach to the data analysis, as described in 

detail below. Figure 4 presents the systematic approach followed by the researcher. The 

data analysis resulted in over 300 first order codes, 93 first order categories, and 13 

theoretical themes. 
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Figure 5: Systematic process of the data analysis 

Source: Authors Own 

4.9.1. Organising the data 

The interview transcripts that were generated from the interviews were the primary data set 

that was subject to the analysis. These were uploaded onto ATLAS.ti, a qualitative research 

tool used for coding and analysis. The researcher began by first sorting the data within 

ATLAS.ti. This step involved grouping the transcripts into document groups, such as blue 

group for transcripts related to participants from the heavy industry, orange group for 

transcripts related to participants from the financial sector, etc. This allowed the researcher 

to later group the evidence of the findings by participant group, as illustrated in Figure 6 

below. Figure 6 is an extract from ATLAS.ti showing how the transcripts were grouped 

together to facilitate the analysis (code-document analysis). 

Step 1
• First order
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Inductive
• Participant level

• Descriptive – ordinary business language

Step 2
• First order

categories
(93)

Conceptual
Leap

Step 3
• Theoretical

themes
(13)

Applying a Conceptuallens
• Theoretical level

• Abstract – Theoretical language

Step 4
• Constructs

(4)
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Figure 6: Extract of Code-Document analysis from ATLAS.ti 

 

4.9.2. Step 1: First order coding 

This data analysis process was iterative, as the researcher followed the same process for 

each transcript.  

After sorting and grouping the data, the researcher began to code each transcript by 

highlighting significant quotations, phrases or statements made by the participants and 

collapsing these into units of meaning (Creswell et al., 2007). The researcher labelled the 

highlighted quotations, phrases and statements to reflect the meaning of these units. The 

labels assigned to these units of meaning were the codes. 

4.9.3. Step 2: First order categories 

According to Bell et al. (2019), when following a thematic approach to data analysis, the 

researcher will search for recurring topics, similarities in the responses, and differences in 

the responses relating to the same topic. The researcher went back to the codes to search 

for recurring topics, similarities in the responses, and differences in the responses relating 

to the same topic. According to Tomaszewski et al. (2020), this enables the researcher to 

identify “themes and relationships” from the data. These identified themes and relationships 

were then grouped into categories. Gioia, (2021) describes this systematic approach 

followed as the first order analysis of the data, where the data is aggregated at the level of 
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the participant. The researcher had over 300 codes which were mapped into 93 first order 

categories at this stage of the analysis.  

4.9.4. The Conceptual Leap 

To move into second order analysis, the researcher needs to apply a conceptual lens to the 

data analysis (Gioia, 2021).  Klag & Langley (2013) describe this process as making a 

“conceptual leap” in the context of qualitative research. According to the Klag & Langley 

(2013), this process entails:  

bridging the gap between empirical data and theory: moving from the mass of words 

and other data (the world of the field), through and beyond the mechanics of analysis 

to an abstract and explicit set of concepts, relations and explanations that have 

meaning and relevance beyond the specific context of their development (the world 

of ideas) (p. 150). 

4.9.5. Applying a Conceptual Lens 

According to Merriam (2009), a conceptual framework is developed based on the 

researcher’s understanding of the literature review and essentially guides the research 

process. The theoretical/ conceptual framework effectively tells us what is already known 

about the research topic as it identifies the relevant themes and constructs from the 

literature (Merriam, 2009). The conceptual framework therefore represents the conceptual 

lens. 

In applying the conceptual lens, the researcher referred to the conceptual framework 

developed in Chapter 2 which presents the key constructs and themes identified by the 

researcher during the literature review. This was in line with what Merriam (2009) indicated.  

4.9.6. Step 3: Theoretical themes 

The second order analysis was therefore at the level of the theoretical themes, i.e. 

conceptual framework (Gioia, 2021). The researcher mapped the first order categories to 

the framework based on the researcher’s own interpretation of the findings relative to the 

theoretical themes. According to Haven & Van Grootel (2019), the researcher also functions 

as a measurement instrument in a qualitative study, and therefore influences the generation 

of the findings from the data.  
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The researcher was able to map a majority of the first order categories to the theoretical 

themes; however, some categories could not be mapped to the existing themes. The 

researcher assigned new themes to these categories that could not be mapped.  

4.9.7. Step 4: Constructs 

During this step, the researcher mapped the themes to the main constructs described in 

Chapter 1.  

Table 4 below illustrates the mapping exercise (from steps 2 to 4) that was done by the 

researcher, as described above.  

Table 4: Mapping first order categories to theoretical themes to constructs 

 

Categories Themes Construct Categories Themes Construct
Double materiality Assessment

Loshni    
Collaboration

Stakeholder mapping Co-creation
Risk and Opportunities Shared value
Expectation Management Participation at global alliance bodies
Leadership driven Incorpate multi-stakeholder input into strategy
Government support Stakeholder capitalism
Understanding stakeholder needs Risk Mitigation
Give and take Competitive advantage for value delivery
Stakeholder grouping Balance financial value and social impact
Challenge not divergent views Business Associations

Balance Stakeholder needs Engage through Industry Forums
Demonstrating value Engage using Marketing
Investor Pressure Engage via Surveys
Funding of sustainable growth initiatives Engagement across value chain
Supply chain management Engagement Roadshows
Embedding sustainability Genuine engagements
Embed in KPIs Integrated reporting
Fragmentation Multiple engagement channels
Frameworks Multi-stakeholder Circle
Global policies help with alignment On the ground engagements
Limited Resouces/ Managing Resources One-on-one engagements
Listing requirements help with alignment Personalised engagements
Mindset change Round table discussions
Misaligned KPI's Stakeholder workshops
Organisational Culture transformation Tactics around how you engage
Organisational Structure Supply chain management

Interdependency Interdependency Engaging informs strategic direction
Challenging relationships Decentralised management of relationships
Consistency Embedding sustainability
Dedicated resources Align business processes to vision
Different approaches to stakeholder 
management

Trade offs

Explaining the "Why", "What" and "How" Limited Resouces
Informal engagement structures Balance environmental and social elements
Listen and understand Social Impact
Listening Global targets create challenges
Maintain good relationships External pressure

Ongoing engagements Frameworks
Power dynamics Internal Stakeholder Buy-in
Pro-active engagement Intraorganisational discussions
Reaching common ground Intraorganisational stakeholder alignment
Regular Interactions Leadership Support
Relationships with customers are key Taking leaders along the journey
Remaining relevant to the community Training, Education and Awareness
Responsiveness
Transparency and honesty
Trust
Understanding cultural nuances
Vested relationship
Partnerships informed by aligned interests
Interest Alignment

Multi-
stakeholder 
alignment

Multiple 
stakeholder 

engagements

Embedding in 
business 

processes

Balancing 
Environmental and 

Social impacts

Internal 
Stakeholder Buy-in 

and leadership 
support

SBMI

Value 
creation

Value creation and 
delivery

Stakeholder 
relationships

Shared Goals

Boundary 
work

Exploring Boundaries

Barriers and Enablers

Identifying (and 
brokering) Boundaries

Changing Boundaries
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The first order codes were grouped into the categories reflected in the categories’ column 

in Table 4. The categories were then mapped to the original themes. The categories 

highlighted in yellow in the table were the ones that could not be mapped to the conceptual 

framework because they appeared to be different.  For these categories, new themes were 

identified and given (barriers and enablers; internal stakeholder buy-in). Note that the other 

colour codes have no significant meaning and were only used by the researcher for 

grouping purposes.  

4.10. Research quality and rigour 

Gioia (2021) says, “any good interpretive study should generate a plausible, defensible 

explanation of some phenomenon of interest”. Hammarberg et al. (2016) refers to four 

elements that defend the integrity of the research: 

1. Trustworthiness – this refers to a clear description of the methodology used and the 

methods, and that these are clearly explained, justified, and understandable to the 

reviewer. 

2. Credible – this refers to an element of relatability for the reader, who may be in a similar 

position as the participants. The evidence should be triangulated where appropriate and 

provide “verbatim quotes from the data” in support of the interpretations. 

3. Applicability or transferability of the findings – this informs the validity of the research 

findings. 

4. Consistent – this refers to the reliability of the research findings. 

Trustworthiness is made up of credibility (internal validity), transferability (external validity), 

dependability (reliable) and confirmability (objective) (Bell et al., 2019).  

The researcher applied the various elements described above throughout the different 

stages of the research process. The researcher used a standardised interview protocol that 

was designed to address the research questions described in Chapter 1 to ensure 

consistency in the data gathering process. 

The systematic approach followed by the researcher has also been clearly documented to 

ensure trustworthiness and to demonstrate the quality of the study. According to Bell et al. 

(2019), the quality of a qualitative study is primarily assessed based on trustworthiness and 

authenticity.  
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The findings were triangulated to eliminate any bias during the data analysis process, thus 

enhancing the reliability and credibility of the research findings. To ensure that the various 

perspectives of the participants were accurately captured and presented, the researcher 

provided verbatim quotations to support the interpretations of the findings in Chapter 5, thus 

ensuring internal and external validity.  

Lastly, the researcher considered how the research contributes to the existing body of 

knowledge (see Chapter 7), thus demonstrating the applicability of the study. 

4.11. Ethical Considerations 

The research process took ethical considerations into account, which according to Bell et 

al. (2019) are an integral part of the process and need to be continuously revisited 

throughout the research.  

In applying the ethical principles referred to by Bell et al. (2019), the researcher ensured 

that the study poses no harm to the participants; obtained proper consent from the 

participants prior to collecting any data; informed the participants of their right to opt out of 

the process at any time; maintained the confidentiality of the participants and their 

organisations by maintaining anonymity in the report; and lastly ensured that the 

participants had a clear understanding of the purpose of the research. 

The data collected and reported was securely stored without identifiers in an electronic 

format on the researcher’s OneDrive cloud storage platform. The data will be stored for a 

minimum of 10 years as per GIBS requirements with limited access. 

4.12. Limitations 

The researcher is a novice researcher. This was the first time the researcher conducted a 

study of this nature, and therefore, as a novice researcher, there could have been some 

limitations in the research design and process followed. However, to mitigate this, the 

researcher followed the processes described in the research methodology literature, 

attended the various research workshops conducted by the university to equip the 

researcher, and worked closely with the research supervisor throughout the process.    

The study's interpretative nature, which leaves the findings open to various interpretations 

and potentially susceptible to the researcher's biases, is another potential limitation. 
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Additionally, the study was also designed to only consider South African corporates which 

potentially limits the applicability of the study in other locations. 
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5. Chapter 5: Findings 

5.1.   Presentation of findings 

The following section sets out the findings emanating from the analysis of the data collected 

by the researcher as articulated in the methodology chapter, and the findings are presented 

in Figure 1.  

Twelve (12) themes emerged from the data analysis, of which two (2) were additional.  

There were originally eleven (11) themes that relate to the key constructs defined in the 

original conceptual framework as presented at the end of Chapter 2. These key constructs 

were defined relative to the research questions. Following the analysis of the data, there 

was no data that could be mapped to one of the themes for the value creation construct 

namely “value capture”. As such, this theme will not be discussed in this chapter.  Of the 

remaining ten (10), two (2) themes namely “change boundaries” and “changing business 

processes” have similar activities and have been combined and renamed “implementing 

boundary change” in Figure 7. 

Two (2) additional themes emerged from the analysis. Based on the initial research findings, 

these additional themes are considered by the researcher to have the potential of providing 

new insights and understandings of the research topic. The researcher has incorporated 

these additional themes into the adapted conceptual framework, marking them in yellow 

font under each relevant construct, as shown in Figure 7. 
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Figure 7: Adapted Conceptual Framework 

 

The findings are organised into the eleven (11) themes and are presented based on each 

of the research questions as discussed in Chapter 3. For each research question, each of 

the related themes will be discussed. The chapter concludes with a table summarising the 

sub-themes emerging from the analysis of the findings.  

The participants were put into groups based on the industries that their companies are in 

for ease of analysis and for more in-depth comparison in-case (within a group) and cross-

case (between groups). Each group has been colour coded for ease of reference as follows: 

Consultants Financial Sector Heavy 

Industry 

Manufacturing Services 

 

Whereas a certain topic or theme is mentioned frequently by the participants, this does not 

mean that particular topic or theme is more important, i.e., it does not signify the level of 

importance of the topic or theme. In contrast, for a qualitative research study, the individual 

experiences of the participants are regarded as insights in relation to the research 

phenomenon, as outlined in the research questions. As such, the researcher will not report 

on the frequency of the number of mentions of a topic by the participants, but on whether a 

topic has been mentioned “multiple”, “some” or “low to none” times. 

Boundary Work

 Explore Boundaries
 Identify (Broker) Boundaries
 Implementing boundary

change
 Barriers and Enablers to

boundary work

Multi-stakeholder alignment

 Interdependency
 Stakeholder Relationships
 Shared goals

Value Creation

 Value creation and
delivery

 Value capture

SBMI

 Multiple stakeholder engagement
 Implementing boundary change
 Environmental and Social Impact
 Internal stakeholders buy-in and leadership support

Adapted Conceptual Framework

Source: Author’s Own
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5.2. Research Question 1: Boundary work and SBMI 

This section will discuss the themes related to the research question of how organisations 

navigate boundary work (to explore, identify, and change boundaries) in the context of 

SBMI.  

Seven (7) themes (five existing and two new) emerged from the data analysis, including the 

two existing themes that have been combined into one.   

Table 5 presents each of the themes for RQ 1 and the key topics discussed by each group 

within each theme. The frequency of mentions of each topic is represented in the form of a 

heat map, with light green representing low to no mention of the topics by the group, medium 

green representing some mention of the topics by the group, and bright green representing 

multiple mentions of the topics by the group. 

Table 5: Frequency of topics by participant group on Research Question 1 

Themes Blue Group: 
Heavy Industry 

Green Group: 
Consultancy 

Grey Group: 
Services 

Orange Group: 
Financial 
Sector 

Purple Group: 
Manufacturing 

Exploring 

Boundaries 

Stakeholder 

mapping, 

Double materiality 

assessment 

Stakeholder 

mapping, 

Double materiality 

assessment 

Double materiality 

assessment 

Stakeholder 

mapping, 

Risks and 

Opportunities 

 

Barriers and 

Enablers to 

boundary work 

Frameworks,  

Limited resources 

Misaligned KPIs, 

Organisational 

culture 

transformation, 

Limited resources 

Listing 

requirements,  

Frameworks  

Identifying (and 

Brokering) 

Boundaries 

Understanding 

stakeholder 

needs, 

Leadership driven 

Understanding 

stakeholder needs, 

Leadership driven 

Demonstrating 

value, stakeholder 

grouping 

Expectation 

management; 

understanding 

stakeholder needs 

 

Implementing 

boundary 

change 

Embedding 

sustainability into 

business 

processes, Embed 

into KPIs 

Embedding 

sustainability into 

business 

processes, Embed 

into KPIs 

Embed into KPIs, 

Embedding 

sustainability into 

business 

processes, 

Embedding 

sustainability into 

business 

processes 

 

Balancing 

environmental 

and social 

impacts 

Trade-offs, 

environmental 

impact, limited 

resources 

Trade-offs, social 

impact is more 

important for Africa 

Prioritising things 

that will make a 

difference, social 

impact is more 

Social impact is 

more important for 

Africa, more social 

issues 
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important for 

Africa 

Internal 

Stakeholder buy-

in and 

leadership 

support 

Training and 

awareness, 

Frameworks 

Leadership 

support, Internal 

engagements, 

awareness 

Buy-in at all levels, 

Training sessions 

Executive level 

buy-in, education 

and awareness, 

employee buy-in, 

frameworks 

 

Multi-

stakeholder 

Engagements 

Integrated report, 

multi-stakeholder 

circles, Industry 

forums, one-on-

ones with 

government 

Workshops, 

engagements 

across the value 

chain, Business 

Forums, one-on-

ones 

Marketing, ESG 

Reporting, 

multiple 

engagement 

avenues, surveys 

Personalised 

engagements, 

round table 

discussions,  

Surveys, 

Business 

Forums, 

integrated 

reporting 

 

5.2.1. RQ1:  Theme 1: Exploring Boundaries 

5.2.1.1. Evidence of Exploring boundaries 

Table 6: Evidence of Exploring boundaries for boundary work 

HeavI1 “Otherwise, if we haven't taken into account their perspective or their view and what we might find 
is when we start implementing the unintended consequences, the unforeseen risks. And because we didn't 
have that lens, and we found that we've actually saved ourselves a lot by engaging up front.” 60:36 ¶ 42 in 
HeavI1 

HeavI2 “So first we will need to do a stakeholder mapping. 65:5 ¶ 63 in HeavI2 

HeavI2 “That's an important thing, the stakeholder mapping bit, once you've mapped your stakeholder 
landscape, you then need to say OK, off these stakeholders which one should we prioritize?” 65:7 ¶ 63 in 
HeavI2 

“In Company F’s case, the key stakeholders are your communities.” 65:6 ¶ 63 in HeavI2 

HeavI3 “Materiality assessment in which I mean these days we're talking double materiality, how the 
outside impacts the organisation and how your organisation impacts the outside world. So one could be 
that it could be through your materiality engagement, hear what are the topics that matter the most to your 
external stakeholders and your internal stakeholders.” 77:3 ¶ 22 in HeavI3 

Consul4 “I think that, depending on what you know, sustainable practices, you're looking to embed, one 
would then need to establish, you know, who those stakeholders are.” 64:12 ¶ 27 in Consul4 

Consul5 “Then you go through double materiality to identify what is material to you.” 66:4 ¶ 21 in Consul5 

Consul5 “You need to have a stakeholder diagram. Who are the people? Potential people, not only the 
direct ones that interact with you, but also the indirect ones that may be affected by what you do.” 66:12 ¶ 
39 in Consul5 

https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/b2f93684-814e-4248-ab5b-78b51b538769/quotations/9db9eab8-deaf-40ae-8b53-61325d623030
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/b2f93684-814e-4248-ab5b-78b51b538769/quotations/9db9eab8-deaf-40ae-8b53-61325d623030
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/ed003dc0-e69d-4f0b-8015-01f74b3e5337/quotations/33fe9ffc-988b-4cdb-b77c-6bf6657a408e
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/ed003dc0-e69d-4f0b-8015-01f74b3e5337/quotations/3df4b170-0700-4275-8e19-0756d50ba357
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/ed003dc0-e69d-4f0b-8015-01f74b3e5337/quotations/3df4b170-0700-4275-8e19-0756d50ba357
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/ed003dc0-e69d-4f0b-8015-01f74b3e5337/quotations/f2485a17-1786-4ac1-81aa-90d0b7dadaf3
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/a0202452-a7a5-4d98-86c0-39329e67384e/quotations/89ef2093-7cc4-462c-aa4a-ce842396daac
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/b550842b-5cb6-4c51-b52b-1aee05382193/quotations/495e9a91-3d71-45f1-b9b4-3fe8ac2d9dcc
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/84f1505a-6d69-4e56-9a3d-84abf908a366/quotations/3a3ea25c-f7f7-4f32-988c-24cebb421bd5
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/84f1505a-6d69-4e56-9a3d-84abf908a366/quotations/d77e11ad-9dde-4e89-bc02-bd72d2b27ac9
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/84f1505a-6d69-4e56-9a3d-84abf908a366/quotations/d77e11ad-9dde-4e89-bc02-bd72d2b27ac9
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Consul3 “So we see Company X really looking at their stakeholders, mapping their stakeholders, 
understanding, getting involved with them and putting them part of their strategy.” 74:4 ¶ 56 in Consul3 
 “You have the unions there as well. So, for you to be successful, you need to have very good relationships 
with these stakeholders and incorporate them as part of your strategy and they need to see that these 
implementation activities are actually realizing.” 74:20 ¶ 112 in Consul3 

“Your regulators also become important and we're not engaging enough with them so that we can 
incorporate it into our strategy.” 74:6 ¶ 64 in Consul3 

FinServ1 “I think it is quite important to you know, to understand exactly what the opportunity side of it is 
and who the key stakeholders are, internal and external stakeholders, and then start engaging with them.” 
76:3 ¶ 27 in FinServ1 

FinServ3 “How does your strategy respond to the risks and the opportunities as you identify them through 
your stakeholder engagement process” 69:5 ¶ 22 in FinServ3 

FinServ3 “Your starting point is that whole stakeholder mapping exercise, just identifying who your key 
stakeholders and how do you engage and what do you engage them on. 69:4 ¶ 22 in FinServ3 

 “One of the things we're doing is the whole supplier mapping exercise, because we need to figure out who 
our suppliers are, what they doing around sustainability” 69:17 ¶ 42 in FinServ3 

FinServ2 “So making representations to the regulator about how we think you know, risk mitigation and 
opportunity sets in the space can be used very well and trying to start a relationship were the regulator can 
see that we're actually here for our consumers as much as we are for the business” 72:18 ¶ 20 in FinServ2 

Serv2 “One of the things that's important for us as Company I is conducting materiality assessments. And 
so, for us, when we do our materiality assessments, not only do we take multiple business areas, multiple 
disciplines, but we also sit and take the inputs of our stakeholders.” 70:2 ¶ 15 in Serv2 

Serv2 “To take all the feedback we get from our different stakeholders, whether it's meetings we have with 
them, investor calls and so forth. Our staff and so forth. And so, we take the engagement feedback and 
then we also take the survey feedback.” 70:3 ¶ 17 in Serv2 

Serv1 “Double materiality assessment” 67:5 ¶ 29 in Serv1 
 

5.2.1.2. In-case analysis of evidence 

Blue Group: Heavy Industry 

The experience of the participants in the blue group with how their organisations explore 

boundaries emphasised distinct activities. HeavI1 emphasised the importance of engaging 

multi-stakeholders upfront in order to take into consideration their varied views prior to 

implementing sustainable strategies. One of the reasons for the upfront engagement is to 

manage unforeseen risks that could potentially arise due to misalignments between the 

organisation and different stakeholders.  HeavI2 referred to a stakeholder mapping exercise 

as the starting point in order to understand who the organisation’s stakeholders are and 

which ones require prioritisation as the organisation cannot prioritise all stakeholders. 

HeavI3, on the other hand, refers to a materiality assessment as the starting point in order 

https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/75b525a7-782a-4c32-9a74-7abf2cb40d32/quotations/f2091cfd-c15c-48e5-9b4e-9568ee7d9c9a
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/75b525a7-782a-4c32-9a74-7abf2cb40d32/quotations/f38a72bc-eda4-42db-89c1-633c410459f6
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/75b525a7-782a-4c32-9a74-7abf2cb40d32/quotations/6febb702-c74b-483d-a8fe-87216aad6bee
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/d43c8a17-5e81-4dd2-a38e-e5508738a09b/quotations/f0d96d03-e32e-442d-956e-ea468b964e66
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/6e87a879-657f-4429-9d35-1b127fa32aa9/quotations/7488d456-2c88-4b94-bd96-c139c844375d
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/6e87a879-657f-4429-9d35-1b127fa32aa9/quotations/6cb80b31-9659-47ac-a1fb-88e54c280f6e
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/6e87a879-657f-4429-9d35-1b127fa32aa9/quotations/de077fcb-f91f-4f44-afe1-6bf6f5a40b51
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/9a681712-4f0c-4ccc-85e7-e45c275dfeec/quotations/a4f9f9d4-26c0-4c29-83fb-7abdbc69d721
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/9dd30d53-2d07-4bbd-905a-b977332bb0ce/quotations/02af1216-de85-4f39-9423-8de61e7c44fb
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/9dd30d53-2d07-4bbd-905a-b977332bb0ce/quotations/26af0d9a-8e10-4a7d-bacf-7f35faa81385
https://go.atlasti.com/c0552948-c67b-41ff-ab19-bb149058c05e/documents/b4431be9-98c4-43ad-b29b-33ea939b93cd/quotations/632beb4f-4036-47fe-a25d-0e06023cfb6e
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to understand how the organisation is impacted by multi-stakeholders, including the 

environment, and vice versa. Stakeholders are engaged as part of the assessment process 

in order to identify matters of interest for both internal and external stakeholders. 

Green Group: Consultancy 

There were similarities in the experiences of the participants within the green group. All 

participants highlighted the importance of stakeholder mapping. Consul4 highlighted that 

this exercise is dependent on the sustainability practices the organisation is considering 

implementing or embedding. Consul5 broadened the scope of the stakeholder mapping 

exercise to encompass not only the direct stakeholders the organisation already engages 

with, but also other stakeholders potentially affected by the organisation's activities. 

Consul3 shared an experience from one of their clients who not only maps their 

stakeholders but also gets them involved with their strategy. Consul3 further highlighted 

that having a good and transparent relationship with unions/labour groups and incorporating 

them as part of the organisation’s strategy is a key strategic move by an organisation.  

Orange Group: Financial Sector 

The experiences of the participants in the orange group were remarkably similar. The 

participants view exploring boundaries for boundary work in the context of SBMI as an 

opportunity to understand the opportunities of sustainable strategies. FinServ3 made the 

point that the stakeholder mapping exercise is meant to ensure that the organisation can 

appropriately assess the impact of its strategy in response to the risks and opportunities 

identified through engaging with stakeholders. FinServ3 gave an example of what their 

organisation is doing in order to get an understanding of their supply chain and how their 

suppliers are tracking from a sustainable business process perspective. FinServ1 

highlighted the importance of understanding opportunities available through sustainable 

strategies, mapping key stakeholders both internally and externally, and then begin 

engaging with them. Furthermore, FinServ2 emphasised the importance of maintaining a 

close relationship with the regulator to demonstrate the organisation's commitment to both 

the customer and the business.  

 Grey Group: Services Industry 
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Feedback from the participants in the grey group referred to materiality assessments. Serv1 

only made mention of a double materiality assessment in order to understand the impact 

the company has on other stakeholders and vice versa. However, Serv2 elaborated that 

the organisation not only solicits input and feedback from internal stakeholders but also 

solicits input from various external stakeholders through meetings or other engagement 

forums, which it then incorporates into the development of sustainable strategies. 

5.2.1.3. Cross-case analysis of evidence 

There was a range of similarities in the researcher’s findings of the analysis of the evidence 

presented by the various groups. All the participant groups, other than the purple group 

(manufacturing), demonstrated the importance of stakeholder mapping as a crucial activity 

for comprehending the diverse stakeholders within the organisation. While there is a risk 

lens approach to stakeholder mapping and considering the respective views of stakeholders 

in implementing sustainable strategies within the blue group, the orange group perceived 

the mapping exercise from both a risk and an opportunity lens. There is a distinct recognition 

of communities being key stakeholders within the blue group, wherein the orange group 

highlights having a close relationship with regulators, and the green group a close 

relationship with unions/ labour groups.  The green group further mentioned that regulators 

are becoming more important, and they are seeing an opportunity for a better relationship 

with them in order to incorporate them more deliberately in the strategy. The double 

materiality assessment was also a common area of feedback from the groups, indicating 

the importance of organisations understanding how stakeholders impact the organisation 

and how the organisation impacts its stakeholders. This was emphasised by the blue group, 

who indicated the need for upfront engagements, and the grey group further mentioning 

that feedback is taken from all the different stakeholders through the various engagements. 

5.2.1.4. Conclusion of the analysis of the evidence on exploring boundaries 

Based on the researcher’s analysis of the evidence, organisations are spending time 

understanding the stakeholder landscape relative to their organisation. Organisations 

engage with different stakeholders across organisational boundaries to understand their 

impact on stakeholders and the impact these stakeholders have on the organisation.  

While the groups share similar experiences in double materiality assessments and 

stakeholder mapping, the findings highlight the differences in their stakeholder communities 



55 
 

and the varying impacts of different stakeholder groupings. Consequently, the prioritisation 

of stakeholders varies by organisation or group. There is a strong emphasis on consumers 

and regulators within the Financial Sector group, and communities and unions for the heavy 

industry (blue group) and the consultants (green group) who have experience of the heavy 

industry.  

An observation was made in the feedback from Consul5, emphasising that the stakeholder 

mapping exercise should not only look at key stakeholders but also potential stakeholders 

who may be impacted by the organisation. This insight highlights how broad the stakeholder 

mapping exercise should be in order to ensure that the organisation understands the 

various impacts.  

The Financial Sector group (orange group) also provided unique insights pertaining to 

exploring boundaries, seeing this as an opportunity to identify both risks and opportunities. 

This was different from the Heavy Industry group (blue group) who viewed exploring 

boundaries as a risk mitigation exercise. 

There is an emphasis on upfront stakeholder engagements by the blue group prior to the 

implementation of sustainable strategies; similarly, the grey group indicated that feedback 

is collected from all stakeholders during the engagements for consideration in the 

development of sustainable strategies. 

5.2.2. RQ1: Theme 2 – Barriers and Enablers to Boundary work 

5.2.2.1. Evidence of barriers and enablers to boundary work 

5.2.2.1.1. Limited Resources 

Table 7: Evidence of Limited Resources 

HeavI1 “I think it comes down to being honest about available capital.” 60:51 ¶ 65 in HeavI1 
“So we’re spending money to do these enhancements, but where are we generating the revenue?” 60:52 ¶ 
67 in HeavI1 
“We run scenarios and with those scenarios we do very extensive modeling around affordability” 60:53 ¶ 65 
in HeavI1 
“So every single spend is carefully allocated” 60:54 ¶ 65 in HeavI1 

Consul4 “I think that the 1st is cost. Sustainable interventions are generally expensive and cost more than 
non-sustainable just because of where we are in the implementation curve” 64:27 ¶ 31 in Consul4 
“Where there may be a change in direction due to operational, financial, economic reasons, how do you 
remain relevant? How do you keep sustainability on the table? Because it's very easy to believe in purpose, 
it's very easy to believe in sustainable practices while there is a lot of resources that is going around. When 
there isn't, it's difficult.” 64:35 ¶ 35 in Consul4 
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Consul4 “They would say that to be sustainable is too expensive for their growth or to be sustainable 
means that their operational elements are compromised or the pace at which they can move at is 
compromised because of that, as soon as you do that, you actually end up diluting what you're trying to 
achieve.” 64:3 ¶ 20 in Consul4 

Consul2 “Organisation are having to invest quite a lot of money and just to walk the straight and narrow.” 
62:22 ¶ 111 in Consul2 

Consul5 “it's also perception that you also need to reduce within the company because a lot of these 
activities are being seen to be cost activities. Alot of the people that's in this business are saying because 
they're coming from CSI that it’s something that you do on the side, you know, I'm not generating any profits 
from this so why must I spend so much effort and time in it and that's the other education that also has to 
happen.” 66:28 ¶ 70 in Consul5 

Serv1 “And while where you go and you rate them as primary, secondary, tertiary stakeholders, not 
because one stakeholder is more important than the other, but because you need to manage your internal 
resources.” 67:1 ¶ 21 in Serv1 
“Prioritize the things that are gonna make the difference.” 67:12 ¶ 51 in Serv1 

FinServ3 “You don't necessarily have the resourcing, the funding, the people, the capacity to actually bring 
everything in.” 69:12 ¶ 32 in FinServ3 

 

5.2.2.1.2. Organisational Design 

Table 8: Evidence of organisational design 

Consul2 “If you're working in silos, it reduces opportunities for innovation and because you can't leverage 
off the different business units and you are stuck with what you have and it ultimately leads to, you know, 
inefficient resource allocation.” 62:29 ¶ 152 in Consul2 

Consul2 “The Head did not necessarily report into Group strategic services, so it was a bit fragmented and 
so the individuals would be, so for example, the individual responsible for supply chain would not report into 
the head of Group strategic services” 62:2 ¶ 14 in Consul2 

Consul1 “from an organisational design perspective, we had strategy, risk and sustainability all sitting in the 
same department. And we had one manager who was the champion for sustainability, but he also ensured 
that we integrated and that we, you know, we looked at the holistic picture of what had to be done and 
didn't go to board with three separate presentations.” 75:2 ¶ 15 in Consul1 
“I think that champion and leadership and organisational design to make sure that those functions within 
the company have easy access and are motivated to work together is quite important.” 75:3 ¶ 15 in 
Consul1 

 

5.2.2.1.3. Misaligned KPI’s 

Table 9: Evidence of misaligned KPIs 

Consul2 “Different heads, who had different goals, different strategies that they needed to implement for 
their department or their division… they are focused on their KPI for their division, and that is unfortunately 
yielding very little in terms of progress and positive results.” 62:10 ¶ 64 in Consul2 

“Big challenge is the short term KPIs that are given to executives versus the long-term strategies that are 
required in order for you to yield positive results for sustainability.” 62:11 ¶ 66 in Consul2 
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“There isn't a mechanism at the moment to incentivize them to be able to yield incremental results leading 
up to the 2050 targets.” 62:12 ¶ 66 in Consul2 

Consul5 “It's having that futuristic future foresight to say, you may get away with it for the one year, two 
years, but the year 3? And sometimes management will say “I may not be around for that”. 66:33 ¶ 90 in 
Consul5 

 

5.2.2.1.4. Governance frameworks 

Table 10: Evidence of Governance frameworks 

HeavI1 “One of the important things was firstly to formalize it. … There is a sustainability framework that I 
developed 60:18 ¶ 26 in HeavI1 

“So, when you asking for a decision, you have to explain relative to the framework what's the trade-off 
between, how does it impact the people, whether it's our own people or broader stakeholders?” 60:22 ¶ 30 
in HeavI1 

“So, the framework is, I think the most important thing because without it, you wouldn't have this aligned 
thinking across the whole of the organisation.” 60:27 ¶ 32 in HeavI1 

“I mean it's quite remarkable whether you're in Germany, America, South Africa, Mozambique, our people all 
speak like this. They use a common vocabulary.” 60:28 ¶ 32 in HeavI1 

FinServ2 “These micro strategies must tie up into the broader, I would say, like overarching Group strategy 
and where we can't find like good strategic links in micro strategies, we question that MicroStrategy 
because from a framework perspective everything must link together to serve the greater purpose of the 
group” 72:7 ¶ 14 in FinServ2 

“So, I think we use those frameworks a lot to try and link all of our micro strategies together in order to come 
up with a coherent picture.” 72:8 ¶ 14 in FinServ2 

FinServ1 “Our frameworks help and guide us to be able to support the client base appropriately in order to 
be able to do that.” 76:14 ¶ 52 in FinServ1 
“We have appropriate policies and frameworks in place and then we also have the sustainability strategy, 
which is very widely communicated on a regular basis and embedded in it.” 76:20 ¶ 92 in FinServ1 
“Our value drivers to a large extent and supported by policies and the appropriate frameworks in order to 
manage a particular aspect of Company A, including Sustainability and I think to a large extent that helps us 
to make sure that we don't talk cross purposes.” 76:21 ¶ 98 in FinServ1 

“There has to be some form of structure… in order to make sure that we do it and that we all drive in the 
right direction across the various geographies that we operate in and the various business units we operate 
in.” 76:22 ¶ 100 in FinServ1 

 

5.2.2.1.5. Organisational culture transformation and mindset change 

Table 11: Evidence of Organisational Culture Transformation and Mindset Change 

Consul2 “I think another big challenge is you will require cultural transformation in an organisation which 
doesn't exist typically and trying to get everyone on board to now go on the journey of sustainability as 
being an overlay to being about what the business is about.” 62:33 ¶ 156 in Consul2 
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“sustainability requires changing at the core and now you are essentially changing the culture of what the 
organisation was about” 62:34 ¶ 156 in Consul2 

Consul4 “Working internally and then of course bringing the rest of the firm along 'cause It's not just about 
once off things, it's about a culture change, and that's what we're looking at doing.” 64:19 ¶ 27 in Consul4 

Consul1 “it's also about the culture of the organisation. Do they value stakeholder engagement? Are they 
willing to take the time and listen? I think that's important, but to do that, you've got to, you know, the culture 
comes from the top.” 75:35 ¶ 43 in Consul1 

Serve3 “It's that changing of the mindset that this is more than just doing good for the sake of doing good 
and being seen to do good.” 68:1 ¶ 25 in Serv3 
“How you're able to get that mindset change within the business and from that, how you're actually able to 
grow the business and what I find fascinating is you can almost see when that light bulb goes off.” 68:2 ¶ 
25 in Serv3 

“I just recently did some training where it was sort of somebody turned around to me, said, “well, these 
terms aren't part of our vocabulary, our work vocabulary”. I was sort of “well, you're gonna have to change 
your vocabulary”.” 68:26 ¶ 83 in Serv3 
“Change of mindset and getting people involved.” 68:29 ¶ 95 in Serv3 

5.2.2.1.6. Global Standards and Listing requirements  

Table 12: Evidence of Global Standards and Listing requirements 

Serv1 “Because we are a JSE listed company as well, we align to their standards and practices some 
which does reduce that amount of conflict you know because we sort of pushing in the same direction and 
most of the stakeholders want something like that.” 67:16 ¶ 65 in Serv1 

Serv3 “With changes to the JSE requirements and things like that for listed companies, it's making that 
conversation a lot, a lot easier to progress” 68:12 ¶ 47 in Serv3 
“The way we actually started was through the Sustainable Development Goals. So that was the best and 
easiest way to try and align.” 68:3 ¶ 27 in Serv3 

 

5.2.2.2. In-case analysis of evidence 

Blue Group – Consultancy 

Only one participant (HeavI1) in the blue group discussed their experience pertaining to 

barriers and enablers to boundary work. HeavI1 highlighted the importance of governance 

frameworks within their organisation to ensure organisation-wide alignment. These 

frameworks were key in decision-making and in guiding decision-makers within the 

organisation to consider the impact of their decisions on both internal and external 

stakeholders. On the contrary, HeavI1 highlighted limited resources as one of the key 

challenges to the implementation of sustainable strategies. HeavI1 noted that to ensure that 

resources are allocated to areas where they would potentially generate greater impact, the 
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organisation runs scenarios and assesses the affordability of those scenarios, ensuring that 

every resource is carefully allocated.  

Green Group – Consultancy 

There were a few similarities in the experiences of the participants within the green group. 

One of the common challenges highlighted by some of the participants is that sustainable 

initiatives are considered costly and expensive, with Consul2 stating that organisations are 

having to invest a lot of money just to be compliant (“walk the straight and narrow”). Consul5 

brought to light the perceptions of leaders in organisations, who view sustainability as a CSI 

initiative and thus a cost activity. Therefore, given the limited resources, leaders are 

questioning why they should spend so much time and effort on things that will not generate 

any profits. This was quite similar to a comment made by Consul4 referring to some 

suppliers within their supply chain who have a perception that implementing sustainable 

practices would either compromise their operations or the pace at which the company can 

move.  

Consul2 also highlighted the challenge of organisational design, highlighting how silos and 

fragmentation within the organisation can impede innovation and lead to inefficient resource 

allocation. On the contrary, Consul1 pointed to how effective organisational design can be 

in championing sustainability, highlighting a case where the strategy, risk, and sustainability 

departments all reported to the same manager. According to Consul1, this ensured that 

everything was integrated and that everyone had sight of the holistic picture. 

Consul2 and Consul5 also highlighted issues with KPIs not being aligned with long-term 

organisational targets. Consul2 highlighted that having short-term KPIs for executives that 

are not aligned to long-term strategic objectives does not create the right incentives required 

to yield positive results for sustainability.  

There was also mention of an organisational culture change that is required in order to 

implement sustainable innovations. The participants highlighted the importance of ensuring 

that everyone within the organisation is willing to commit to what the organisation is trying 

to achieve and valued the importance of engaging with stakeholders. Consul1 referred to 

this culture change as being driven from the top. 

Grey Group – Services 
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The similarities within this group relate to global standards and listing requirements that are 

making the stakeholder engagement process easier. Serv1 indicated that by virtue of their 

organisation being a JSE-listed entity, their need to align to the JSE standards and practices 

reduces some of the internal conflict that they would ordinarily encounter. Furthermore, 

Serv3 emphasised the need for a mindset change within the organisation to grow the 

business sustainably, while Serv1 highlighted the need to manage the limited internal 

resources, thus requiring a prioritisation of stakeholders and things that will have greater 

impact.  

Orange Group – Financial Sector 

Two things were raised by the orange group, relating to barriers and enablers for boundary 

work. FinServ3 highlighted the limitation of resources from a funding and human resources 

perspective as a barrier. FinServ1 and Finserv2 both noted the importance of frameworks 

to ensure coherence within the organisation. FinServ1 noted that their organisation primarily 

uses frameworks to ensure organisational alignment across the various geographies in 

which they operate, ensuring that the entire organisation is moving in the same direction. 

FinServ2 pointed out that their organisation uses these frameworks to ensure strategic links 

between microstrategies and the overarching group strategy. 

5.2.2.3. Cross-case analysis of evidence 

Most of the groups highlighted limited resources as a key challenge to sustainable 

interventions. Participants in the blue, grey, and orange groups highlighted limited 

resources as a constraint, with FinServ3 referring to both human and financial resources, 

while Serv1 focused more on human resources and HeavI1 focused more on financial 

resources. The Green group referred more to how expensive it is to implement sustainable 

innovations. However, Consul2 presented a unique perspective, pointing out that most 

leaders within organisations view sustainable initiatives as cost activities, which 

discourages them from investing the time and effort to engage. 

Only the green group's participants mentioned organisational design, highlighting its 

potential role as a barrier in situations where departments operate in silos due to fragmented 

reporting lines, or as an enabler when key departments are integrated. In the green group, 

having key departments report into the same manager ensures that functions work together 

towards a common sustainability objective, whereas the blue group and orange group 
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emphasised the use of frameworks to ensure intra-organisational alignment and to ensure 

that the entire organisation is working towards the same objectives. According to the 

participants, the frameworks formalise and guide the decision-making processes.  

The green group also made reference to misaligned executive KPIs with long-term 

organisational targets, which disincentivises leaders within organisations from prioritising 

sustainability objectives. 

The Green and Grey groups emphasised the importance of an organisational culture 

transformation, with Consul1 from the Green group specifically pointing out that the 

organisation needs to value stakeholders and be willing to invest time in listening to them. 

However, Consul1 emphasised that the leaders at the top must drive this culture. The Grey 

group described this as a shift in mindset within the business to achieve sustainable growth. 

The Grey group was the only group to highlight global standards and listing requirements 

as making the boundary work process easier, both internally and externally.  

5.2.2.4. Conclusion of the analysis of evidence on the barriers and enablers to 

boundary work 

Based on the researcher’s analysis of the evidence, there are certain barriers and enablers 

to boundary work. While different groups highlighted different things in this regard, reference 

to the limitation of resources, both human and financial, was highlighted by participants 

across all groups except the purple group. Organisations are having to prioritise initiatives, 

including stakeholders, given the limited resources within which they need to work.  

Organisational design can either enable or hinder boundary work, and this was particularly 

highlighted by the green group.  The Green group also talked about how the misalignment 

between leaders' short-term KPIs and the organisation's long-term sustainability goals 

makes people short-sighted and makes leaders less likely to think about the long term when 

making decisions right now, which acts as a barrier.  

There was more emphasis on governance frameworks from the orange group for internal 

alignment, whereas the grey group mentioned global standards and listing requirements as 

enablers to boundary work, both internally and externally.  



62 
 

The green group and grey group both mentioned the importance of transforming the culture 

within the organisation to ensure that all employees buy into and commit to what the 

organisation seeks to achieve, and this culture change starts with the leadership of the 

organisation. As Consul5 pointed out, leaders need to shift their mindset from viewing 

sustainability as a CSI/cost activity, as this hinders the implementation of boundary work. 

Table 13 will summarise the barriers and enablers to boundary work based on the 

researcher’s analysis of the evidence. 

Table 13: Summary of barriers and enablers to boundary work 

Barriers Enablers 
Limited Resources Culture Transformation and mindset 

change 

Organisational Design – Silos and 

Fragmented Reporting 

Organisational Design – Integration of key 

departments 

Misalignment between short-term KPIs and 

long-term organisational objectives 

Governance Frameworks 

 Global Standards and Listing requirements 

 

5.2.3. RQ1: Theme 3 – Identifying (brokering) Boundaries 

5.2.3.1. Evidence of Identifying boundaries 

Table 14: Evidence of identifying (brokering) boundaries 

HeavI1 “It's driven by top leadership. It's driven by the board.” 60:31 ¶ 38 in HeavI1 

HeavI1 “We are trying to finance an energy transition. With trying to get into renewables and as I say, 
sometimes it's an x year time frame, 10 years, maybe more and we want to have that conversation with the 
NGO's to say guys, it's not overnight, but in the meantime, we've committed to milestones increments and 
but it's hard” 60:48 ¶ 53 in HeavI1 

“A lot of our stakeholders, including government, we've managed to move in the sense of we've been 
realistic about what can be achieved by when.” 60:58 ¶ 85 in HeavI1 

“I think our value creation has always had an element of, what are the stakeholder interest groups needing 
so to be very honest, Company C’s actually always had quite an easier alignment. 60:63 ¶ 99 – 100 in 
HeavI1 

HeavI2 “In the South African context, we felt that it made sense to work with our organized labor as 
partners. Umm, so much so that even after going through x rounds of retrenchments, there were no 
protests because organized labor understood the state of the business. So you'll try to inform them as 
much as possible.” 65:10 ¶ 74 in HeavI2 
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HeavI2 “With communities the conflict comes from you not being able to meet all the requirements, but by 
setting up a functional stakeholder engagement forum, you give yourself a better chance of diluting that 
conflict by being clear on where the business is at and the things that you can and cannot do.” 65:14 ¶ 84 
in HeavI2 

HeavI3 “You have to understand your audience and you have to understand the key issues at hand.” 77:11 
¶ 50 in HeavI3 

Consul4 “We've broken them up into the big ones…versus your smaller SMEs, the dynamics within a small 
business like that versus a large multinational is quite different. So we've taken a very segmented approach 
and created opportunities for alignment at that level with them.” 64:16 ¶ 27 in Consul4 

Consul4 “So, creating an opportunity for those owners to understand the value that they will get from, you 
know, from embedding these practices is absolutely critical because if they don't, you know it will be, it will 
be difficult to change the dynamic. 64:28 ¶ 31 in Consul4 
Consul4 “It's about helping organisations seeing the possibility, the possibility for growth, the possibility for 
real impact and creating alignment between the why for the individual and their function, as well as how 
they can be part of the solution.” 64:36 ¶ 37 in Consul4 

Consul5 “you need to have discussions with these communities, even if you have it from the start and be 
open and frank with what you can do and what you cannot do” 66:19 ¶ 54 in Consul5 

“If they are aligned...they know exactly what they're gonna get and they know exactly what they have to 
give up and what they're not gonna get.” 66:40 ¶ 140 in Consul5 

Consul3 “if they do it right and they involve their community and their stakeholders, you're going to have 
happy people coming to work because now they can see the changes in the community.” 74:22 ¶ 122 in 
Consul3  

“If you have a Community Trust there and there's a creation of hospitals, schools, roads, water and 
electricity, et cetera, they can see that flow of economic benefit…. there's mutual benefit in the area. …You 
have less unrests, you have a less of these Union issues, problems.” 74:24 ¶ 122 in Consul3 

Consul1 “It can't always be a win-win” 75:19 ¶ 27 in Consul1 
“And obviously different stakeholders will have different viewpoints and with big organisations, they pull you 
in 20 different directions and you can't please all of them” 75:22 ¶ 27 in Consul1 
“So I think multiple stakeholders, it's important to understand the individual hooks for each of them. What 
are their specific needs that you're going to have to address?” 75:24 ¶ 29 in Consul1 

“And the only way you get alignment is by really understanding what their issues are and then telling them 
how (A) you can either work together or (B) you're not going to meet it for these reasons or (C) telling them 
here is a joint project or collaboration that we can do or whatever.” 75:33 ¶ 39 in Consul1 

Serv1 “One customer's looking at how many women we have in management. The next customer is very 
focused on modern slavery. It's also very different… And then we have to get a space where we explain to 
them that actually the biggest impact for our business is on the social aspect and then sometimes it 
becomes a discussion where I go meet with those companies.” 67:17 ¶ 67 in Serv1 

“I've had to go through that stakeholder assessment and prioritization exercise to say, OK, you know some 
stakeholders want to be engaged more regularly, some don't, but some are quite clearly linked to our 
commercial success and those ones should be our primary stakeholders. 67:8 ¶ 37 in Serv1 
“from a conflicting perspective, I think as long as you prioritizing them, you've got your reasons and you can 
justify it 67:19 ¶ 71 in Serv1 

Serv3 “Group our suppliers into those who didn't know absolutely nothing etcetera and then actually take 
them through some sort of an engagement process.” 68:14 ¶ 51 in Serv3 

Serv2 “We categorize our stakeholders into I think about 7 to 8 different categories” 70:14 ¶ 43 in Serv2 
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“The biggest issue is the growing expectations beyond the mandate or sometimes what a business can do. 
So it's keeping up with the pace of demands.” 70:19 ¶ 97 in Serv2 

“Layout your expectations clearly. We can do this. We can't do this, you know. So expectation management 
is the one component in a Poly crisis world.” 70:22 ¶ 103 – 104 in Serv2 

“What people take for granted is that it's about give and take” 70:24 ¶ 134 in Serv2 

FinServ3 “it is really about your leadership and how they view it and whether they take it seriously” 69:3 ¶ 
16 in FinServ3 

FinServ2 “I think it's important to realize that you can't be everything to everybody or for everybody.” 72:9 ¶ 
16 in FinServ2 

 “…we explain why? What are the constraints we're working under? Why do we believe these are kind of 
the right actions that we're taking and the right metrics that we've set?” 72:22 ¶ 20 in FinServ2 

“You've gotta be very clear in what you can and can't do and be very strong as an organisation on your 
what your moral compass is about.” 72:25 ¶ 24 in FinServ2 

“We've still got to make sure that our stakeholders on the ground, which are our customers, what they need 
and their wants are taken into consideration” 72:31 ¶ 38 in FinServ2 

FinServ1 “We actually need to understand the needs and requirements of our client base in order to be 
able to provide the right solutions for them so that they can also thrive as businesses” 76:13 ¶ 50 in 
FinServ1 
“We need to be very receptive and sensitive to the requirements and needs of those communities and 
environments in order to be able to respond appropriately.” 76:27 ¶ 152 in FinServ1 

 

5.2.3.2. In-case analysis of evidence 

Blue Group – Heavy Industry 

The participants in the blue group shared similar sentiments when it comes to the 

importance of understanding the various needs of their stakeholders. According to HeavI1, 

understanding stakeholder needs makes it easier to align with them. HeavI1 also 

emphasised the significance of being realistic with stakeholders regarding milestones and 

target dates, the organisation's achievable goals, and the timeline for achieving them. 

HeavI2 mentioned the need to work with organised labour (unions) as partners, particularly 

in the South African context where unrest is likely given the state of the economy. The 

participant further emphasised that the majority of conflicts that arise with the communities 

in which the organisation operates stem from the organisation's inability to meet all 

community needs. However, through stakeholder engagement forums, where the 

organisation is clear about what they can and cannot do, these conflicts are often reduced. 

Both HeavI1 and HeavI2 highlighted the importance of managing stakeholder expectations 
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when engaging stakeholders in order to reach some form of alignment or understanding 

between the organisation and the stakeholder groups. 

Green Group – Consultancy 

There were a few similarities and differences in the experiences of the participants within 

the green group. Consul4 mentioned that being able to demonstrate the value of embedding 

sustainable practices within the organisation assisted with creating alignment within the 

organisation. A similar point was made by Consul3: if an organisation can show its value by 

creating real benefits for the community, the organisation, and other relevant parties, it is 

likely to have happier employees and fewer problems with unions and unrest.  

Consul5 mentioned the need to have open and honest engagements with communities 

regarding what the organisation can and cannot do. Consul1 also emphasised this point, 

emphasising that it's not always a win-win situation. Therefore, organisations must 

understand the diverse needs of their stakeholders, communicate their plans to address 

these needs, and explain why they can't meet some of these needs.  

Some participants in the group said it was important to demonstrate real value to align 

stakeholders, both internal and external to the organisation. Other participants said it was 

more important for the organisation to be clear about what it can and cannot do, especially 

for external stakeholder groups, in order to get stakeholders on the same page. 

Grey Group – Services 

While the participants within the grey group highlighted that their organisations grouped 

stakeholders into different categories, Serv1 grouped stakeholders to prioritise them and 

determine the level of engagement required, whereas Serv3 grouped stakeholders based 

on their knowledge of sustainable business practices to determine an engagement 

approach appropriate for each stakeholder grouping. Serv2, however, emphasised the 

importance of expectation management, necessitated by the growing demands of 

stakeholders beyond what the organisation can do. 

Orange Group – Financial Sector 

Understanding the needs of stakeholders was a common sentiment expressed by the 

participants within the orange group. FinServ1 highlighted the need to understand the needs 

of clients and communities to respond appropriately, and similarly, FinServ2 highlighted the 

need to take into consideration the needs and wants of their customers as one of their key 
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stakeholders. When it comes to being affiliated with global alliance bodies, FinServ2 

emphasised the need for setting targets that are congruent with the organisation’s “moral 

compass” (taking into consideration local context), and then articulate the reasons why the 

organisation believes the adapted targets and metrics are appropriate (relative to global 

targets) and being very clear about what can and cannot be done. Furthermore, FinServ2 

pointed out that the organisation cannot be everything to every stakeholder, meaning that 

there is some compromise that needs to be agreed between the organisation and its 

different stakeholders.   

5.2.3.3. Cross-case analysis of evidence 

There were some similarities in experiences across the various participant groups. 

Participants in the blue, green, and orange groups emphasised understanding the needs of 

various stakeholders as a crucial element for fostering alignment between the organisation 

and its multiple stakeholders. However, the orange group approached this issue primarily 

from a product design perspective, whereas the blue group approached it more from a risk 

mitigation perspective, aiming to reduce the likelihood of unrest and labour union-related 

problems. The need to manage stakeholder expectations was mentioned across all groups, 

except the purple group. According to Serv2 in the grey group, this was necessary given 

the increasing demands of stakeholders that cannot be met by the business. FinServ2 from 

the orange group provided an insightful perspective on relationships with global alliance 

bodies, highlighting how important it is for their organisation to adapt global targets, which 

are often ambitious for Africa, to take into consideration what is feasible for a South African 

organisation and its local needs. The need to establish close relationships with labour 

unions seems unique within the Heavy Industry (Blue) group. Participants in the consultancy 

(green) group, who have clients within the sector, also emphasised this.  Another unique 

insight shared by two participants in the green group pertained to the importance of 

demonstrating value to internal and external stakeholders in order to get support and 

achieve alignment.  

5.2.3.4. Conclusion of the analysis of the evidence on identifying (brokering) 

boundaries 

Based on the researcher’s analysis of the evidence, understanding stakeholders’ needs is 

crucial for incorporating those needs into the implementation of sustainable innovations. 

When stakeholders are engaged and recognise the value the organisation brings, they 
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typically share a common understanding with the organisation of what is feasible and 

achievable by the organisation.  

Unions are highlighted as one of the important stakeholder groups for organisations within 

the Heavy Industry (blue) group, requiring regular engagements to establish good relations. 

Contrarily, the Financial Services (orange) group highlighted customers as an important 

stakeholder group, emphasising the need for regular customer engagement to ensure the 

provision of relevant products and services.  

The participants across the various groups mentioned how important it is to carefully 

manage the needs of the various stakeholders, with some highlighting the need for a 

compromise (give and take) given that it cannot always be a win-win relationship. This is 

considered crucial in order to foster alignment and understanding, particularly with external 

stakeholders, and it requires organisations to be open, honest, and clear about what they 

can and cannot do to meet the demands of multiple stakeholders.  

The green group's key insight in fostering internal alignment within the organisation was to 

ensure that the leaders understood the tangible value of adopting sustainable business 

practices. Another key insight shared by a participant in the blue group was that the initiative 

of identifying boundaries is driven by leadership. If the leaders believe in the importance of 

engaging and involving stakeholders in the implementation of sustainable innovations, it is 

likely to cascade down to the rest of the organisation.  

5.2.4. RQ1: Theme 4 – Implementing Boundary Change 

5.2.4.1. Evidence of Implementing boundary change 

Table 15: Evidence of Implementing boundary change 

HeavI1 “It's based on our values, but it's not soft, it's not left to chance.” 60:32 ¶ 38 in HeavI1 
“It's very deliberately constructed in.” 60:33 ¶ 38 in HeavI1 
 “And the more, let's say impactful, we want the KPI to be the more you have to then engage your 
stakeholders,” 60:35 ¶ 42 in HeavI1 

HeavI3 “There are actually a lot of factors that are coming through when you think about your strategy and 
how you sort of integrate sustainability factors.” 77:1 ¶ 18 in HeavI3 

HeavI2 “We took the business objectives and instead of having the sustainability approach on the side, we 
integrated our sustainability approach 100% into how the business operates, so much so that if you're the 
head of production and your water usage is bad, no bonus for you that year, which worked quite well.” 65:3 
¶ 59 inHeavI2 
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HeavI2 “We asked our top ten investors what's important to them from a sustainability perspective, but we 
equally asked the other stakeholders and once we had that data, it allowed us to easily prioritize what we 
should focus on in relation to what our stakeholders interest are” 65:8 ¶ 63 inHeavI2 

Consul2 “clauses that are embedded in the contracting process.” 62:26 ¶ 126 in Consul2 
“The contract is no longer just about supplying a product or a service but is in the how you are supplying 
the product or the service and that's now being embedded in the contracting as well.” 62:27 ¶ 128 in 
Consul2 

Consul4 “We found that many of them struggle to implement it, and the reason is that it's not at the center 
of their existence.” 64:1 ¶ 20 in Consul4 

“It's like something that they do on the side. Anything like that, that you do on the side just doesn't achieve 
the results that you need. It needs to be the lens through which all decisions are made. So, your growth 
strategy, your operation strategy, your new market entry strategy, all of that needs to be looked at through a 
lens of sustainability, because otherwise it will not be successful and that's where I've seen many 
organisations struggle.” 64:2 ¶ 20 in Consul4 

Consul4 “In those engagements that we've had was firstly to assess where in the journey everyone is” 
64:11 ¶ 27 in Consul4 

“Do they have any policies in place? Are they even tracking? Is it something that's even being considered?” 
64:13 ¶ 27 in Consul4 

Consul4 “Having it at the center of our strategy is critical. So that's the great thing that our CEO has done 
is that it sits right in the middle of everything that we do, which is why I mentioned, you know, it's the lens 
through which we look through everything, which is helpful.” 64:32 ¶ 31 in Consul4 

Consul5 “Making that part of their business issues or processes” 66:1 ¶ 14 in Consul5 

Consul3 “You try to put in initiatives in place, but they're not as impactful as you would like them to be so 
it's not making a difference, basically because it's not incorporated into your strategy. By not understanding 
the whole strategic landscape, I think it affects decision making as well.” 74:14 ¶ 96 in Consul3 

Consul1 “Sustainability got integrated very early on into strategy and planning and the KPIs of the 
company and a routine around reporting and reflection in the company” 75:1 ¶ 15 in Consul1 

Serv1 “It's not yet embedded in their KPIs. It's a challenge because now it gets put aside because what 
they are, they gonna focus on the ones that are going to provide them with the bigger bonus.” 67:14 ¶ 55 in 
Serv1 

Serv3 “We have a what we call a green lease, which is a commitment between the two parties that we will 
reciprocally help each other on the journey.” 68:11 ¶ 45 in Serv3 

Serv2 “You cannot create your sustainability strategy in isolation to the overall business strategy. That's 
actually the key to integrating sustainable practices, sustainable strategies into your business strategy.” 
70:1 ¶ 13 in Serv2 

FinServ3 “It becomes part of your strategy. Becomes part of remuneration structures, not just at the CEO 
level in terms of like your short-term, long-term incentives, but it filters down into certain people's roles and 
functions. So that's when sustainability actually works, and when you know, you understand why you have 
to do certain things.” 69:2 ¶ 16 in FinServ3 

FinServ2 “We make sure that sustainable thought processes, frameworks, design, etcetera is inculcated 
into the group and individual segments’ business strategies” 72:2 ¶ 5 in FinServ2 
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 “Now when we look at the implementation of sustainable strategies, first of all, it's the recognition that the 
two need to go together and then making sure that we're structured in a manner that that makes sure that 
that happens. So bringing the functions together” 72:4 ¶ 11 in FinServ2 

 “I think it's not just identifying opportunities and talking about it, but it's actually making sure that your 
business is set up correctly, your processes when it comes to the operational planning and all of those 
things must build up towards this vision and goal.” 72:5 ¶ 11 in FinServ2 

FinServ1 “We see sustainability as an  integral part of our strategy” 76:1 ¶ 23 in FinServ1 

FinServ1 “We engage with our clients in those respective countries as an example, who apply for finance 
and help and support them by providing finance for initiatives that are going to provide sustainable growth 
in those countries.” 76:8 ¶ 31 in FinServ1 

FinServ1 “Where we started off as an organisation to where we are now, if we haven't had these 
engagement with external stakeholders, whether it's regulators or the governments or clients or even 
activists or the media or you know, analysts, whoever else, I think we would not have been here today 
because you know directly or indirectly they help shape our strategy and the policies that we review on a 
regular basis” 76:23 ¶ 114 in FinServ1 

 

5.2.4.2. In-case analysis of evidence 

When the participants were asked about their experience with how their organisations 

implemented sustainable strategies, the researcher identified a few similarities and some 

nuances in the feedback obtained across the participant groups. 

Blue Group – Heavy Industry 

There were similarities in the experiences of participants within this group. All participants 

mentioned the integration of sustainability into the organisations’ corporate strategies. 

HeavI1 referred to the deliberate integration of sustainability into business processes and 

strategic initiatives, pointing out that for any of their organisational KPIs to have the greatest 

impact, stakeholders would need to be engaged. Similarly, HeavI2 mentioned that their 

organisation integrates sustainability fully into business operations and also embeds it into 

the KPIs of the executives to drive the correct behaviour within the organisation. The 

participant also mentioned that their organisation engages multiple stakeholders to gain 

insights into their material matters from a sustainability perspective, which in turn informs 

their priorities and areas of focus. 

Green Group – Consultancy 

There were slight variations in the feedback from the participants within this group. Most of 

the feedback, however, was quite similar, particularly regarding the integration of 

sustainability into the business strategies. Consul1 highlighted how, in their organisation, 
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sustainability was part of business strategy, planning, and the organisation’s key 

performance indicators. Consul4 mentioned how impactful having it as part of their core 

strategy has been for them as an organisation, pointing to some of the challenges 

experienced by their clients who’ve struggled to derive any meaningful impact from their 

sustainability initiatives due to not embedding sustainability into their business strategies 

and operations. Consul3 also brought attention to this challenge, highlighting its potential 

negative impact on decision-making. Furthermore, within Consul4’s own organisation, 

engagements were being held with stakeholders within the supply chain to ascertain where 

in the sustainability journey their suppliers were in a quest to not leave any of their suppliers 

behind. Consul2's insight differed slightly from the others', indicating that organisations were 

incorporating sustainability-related clauses into their supplier contracts to implement 

sustainable strategies. 

Grey Group – Services 

The experience of the participants within this group varied. Serv2 mentioned how important 

it is to have the sustainability strategy integrated into the overall business strategy; this is 

key to integrating sustainable practices into the business. In contrast to this, Serv1 

highlighted some of the key challenges they were facing due to not having sustainability 

embedded in the KPIs of executives, highlighting how this impedes the implementation of 

sustainable strategies. Serv3 mentioned that their organisation uses contracts to drive 

commitment between them and other stakeholders, ensuring that both parties work together 

to achieve desired outcomes. 

Orange Group – Financial Sector 

All participants in this group mentioned that sustainability was integrated into their 

organisational strategies. FinServ3 further highlighted that integrating sustainability into the 

remuneration structures, roles, and functions within the organisation is the only way to 

ensure that internal stakeholders know and understand what is required of them and of the 

business. FinServ2 mentioned how their organisational design is also tailored to support 

the implementation of sustainable strategies. Furthermore, organisational processes and 

frameworks are also designed to support the organisation’s overall vision and goal. Unique 

to the insights shared by others within this group, FinServ1 mentioned some of the 

engagements their organisation would have with clients as part of the strategy to fund 

sustainable growth initiatives in other African countries. In addition to this, FinServ1 shared 
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how engaging with different stakeholders has shaped their strategic direction as an 

organisation. 

5.2.4.3. Cross-case analysis of evidence 

There was a common theme in the evidence presented by the participants across all the 

groups, except the purple group. The participants highlighted the importance of integrating 

sustainability into business strategies and processes. Participants in the blue group and 

green group mentioned how important it is to embed sustainability in the executives’ KPIs 

to drive the correct behaviour. The challenges of not embedding sustainability in executives’ 

KPIs were highlighted by Serv1 in the grey group, highlighting how this has negatively 

impacted their implementation of sustainable strategies.  

A unique insight that was shared by one participant in the green group, Consul2, and one 

participant in the grey group, Serv3, was embedding sustainability into agreements with 

other stakeholders to drive commitment towards sustainable outcomes, although Consul2 

was referring to supplier contracts and Serv3 to client contracts. Another interesting 

observation from the orange group was what was mentioned by FinServ2 regarding the 

structuring of the organisation from a design perspective in order to support the 

opportunities identified in line with the overall vision of the organisation. There was also 

mention of engaging stakeholders by the blue group and orange group to ensure that 

organisations were prioritising the right things from a strategic direction point of view.   

5.2.4.4. Conclusion of the analysis of the evidence on Implementing boundary 

change 

Based on the researcher’s analysis of the evidence, organisations are embedding 

sustainability into their business strategies, operations, and processes to ensure that they 

consider sustainability in their decision-making. To drive the correct behaviour internally, 

sustainability is integrated into the organisations’ remuneration structures and executives’ 

KPIs. Not doing so negatively impacts the implementation of sustainable strategies, as 

highlighted by Serv1 in the grey group.  

Consul2 and Serv3 both said that organisations are embedding sustainability-related 

clauses into their contracts with clients and suppliers in order to get better outcomes 

throughout the value chain.  A participant in the green group provided an interesting insight, 

describing their approach of engaging and evaluating suppliers within their value/supply 
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chain. They aim to determine each supplier's position in the sustainability journey and 

integrate them into their strategy, thereby enhancing the impact across the value chain.  

FinServ2 in the orange group indicated the importance of ensuring that functions within their 

organisation are brought together and structured in a way that supports the organisation to 

act on opportunities identified in line with the organisation's overall vision. In addition to this, 

the orange and blue group mentioned the importance of engaging different stakeholders to 

ensure that their inputs are considered in shaping the strategic direction of the organisation. 

The green group highlighted that when organisations fail to integrate sustainability into their 

core strategy, they either struggle to implement sustainability initiatives or the impact of 

these initiatives is diminished. 

5.2.5. RQ1: Theme 5 – Multi-stakeholder Engagement 

5.2.5.1. Evidence of Multi-stakeholder Engagement 

Table 16: Evidence of multi-stakeholder engagement 

HeavI1 “We just released our integrated report. …that's one of the major documents where we try and spell 
out the good, but we try and be very honest with ourselves as well about what we can't achieve” 60:47 ¶ 49 
in HeavI1 

HeavI1 “If we do a government engagement, we make sure that we have a circle with the stakeholders 
leading up to that engagement so that we can take in the views and what we do is we tend to track the 
scale.” 60:59 ¶ 85 in HeavI1 

HeavI2 “Stakeholder aspects for Company F we call those shared value partnerships and under the shared 
value partnerships you we'll go deeper into what stakeholder engagement entails. For Company F we 
implemented this concept of the multi Stakeholder Engagement Forum” 65:2 ¶ 49 in HeavI2 

HeavI2 “So we would have counselors, municipal reps, community leaders, in some instances depending 
on where you are you may have traditional leaders, you'll have business people, but we try to create one 
forum to avoid a multiplicity of engagements and somehow that worked quite well as you communicating 
the same thing to everyone at the same time.” 65:11 ¶ 74 in HeavI2 

HeavI3 “Your annual report is one way of engaging” 77:4 ¶ 28 in HeavI3 
“It could be via roadshows” 77:5 ¶ 28 in HeavI3 
“industry forums” 77:7 ¶ 28 in HeavI3 

Consul2 “They have to understand that I mean even a news article, a journalist, an NPO/NGO that is 
advocating for sustainability can have an impact and so they would typically bring in an advocacy group 
that may seem like they are broadly opposed to that organisation but just to hear the voice on the other 
side, the alternate voice in building their strategy so that's what they starting to do and I think that's creating 
better alignment and focus in terms of what the expectations are from the different stakeholders that they 
ultimately have to engage with.” 62:37 ¶ 176 in Consul2 

Consul4 “We've done a lot of work in having workshops with them, with our suppliers” 64:14 ¶ 27 in 
Consul4 
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Consul5 “You first need to engage a stakeholder to get a sense of exactly what is the products that they 
provide to you because you know you have to take it over the whole value chain. What is the impact of that 
because you cannot make an impact unless you bring your downstream activities, take that into 
consideration and also your upstream activities that you take that into consideration because your whole 
value chain is the impact that you have on society” 66:9 ¶ 35 in Consul5 

Consul5 “You need to have discussions and there's the direct ones, you look at your direct suppliers and 
then you have the end who is your customers. But then you also have the communities” 66:10 ¶ 35 in 
Consul5 

 “Then you have the statutory stuff, but the non-statutory people that you interact with, it's absolutely, 
absolutely important” 66:13 ¶ 49 in Consul5 

Consul3 “So, when I say going into in various ways, you can talk about town halls, you can talk about 
engaging consultants to go understand the needs of the community. You can talk about doing assessments 
to understand, you know, what is the business/ businesses around the community that can go into their 
supply chain.” 74:16 ¶ 108 in Consul3 

“We're seeing them go into the ground engaging with the stakeholders” 74:17 ¶ 108 in Consul3 

Consul1 “We had an obligation almost to engage those different stakeholders. And so it happened, I think, 
from a sustainability perspective for me through a number of different avenues.” 75:4 ¶ 19 in Consul1 
“We engaged by participating in, on a sustainability front we also used to belong to BUSA and participate in 
all the business processes as well.” 75:5 ¶ 19 in Consul1 
“The other big mechanism was through our reporting process.” 75:6 ¶ 19 in Consul1 
“We have stakeholder workshops about our performance” 75:7 ¶ 19 in Consul1 
“customer surveys” 75:8 ¶ 23 in Consul1 
“one-on-one engagements with them as well.” 75:9 ¶ 23 in Consul1 

Consul1 “I think looking at stakeholder engagement as an opportunity rather than some tick box exercise, 
something that you've got to do. And because if you do it as a tick box exercise, I think, stakeholders 
eventually get disenchanted with you, and they know you're not being authentic and you really not truly 
engaging them. So, I think from a relationship building perspective, it's really important to do that.” 75:14 ¶ 
25 in Consul1 

Consul1 “And tactics around how you engage them, because often times we'll have like one big meeting 
and then they feed off each other and it becomes a feeding frenzy, and you get annihilated. So where is it 
better to have one on ones with them, where is it better to have a public meeting where you can't avoid a 
public meeting” 75:26 ¶ 29 in Consul1 

Serv3 “So when it comes to tenant engagements, umm, a lot of that is driven through us, through 
marketing.” 68:9 ¶ 43 in Serv3 
“So we've, we now doing sort of one-on-one engagements, trying to introduce them to what we're doing 
and how we're doing it. Really introduce the business from that point of view.” 68:10 ¶ 43 in Serv3 
“We do engagements, we do certain surveys and things like that.” 68:13 ¶ 49 in Serv3 
“And then of course our ESG Report, you know, integrated reporting and our ESG reporting, you know 
we've put a lot of time and effort into that.” 68:15 ¶ 51 in Serv3 

Man1 “And anyway, so there's about seven of us, so that is a quarterly meeting where we try and meet in 
person. We review legislation, we agree on how we're gonna comment on legislation.” 71:3 ¶ 84 in Man1 
 “The investor community, that's largely driven through our integrated reporting sustainability review. So, we 
put a lot of effort into making sure that that information is correct and accurate and sometimes that 
generates a little bit more conversation and interest from them.” 71:5 ¶ 88 in Man1 

 “We've got a couple of different questionnaires, one of them being a survey questionnaire.” 71:2 ¶ 76 in 
Man1 
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FinServ1 “We have an advocacy division, and they engage on a regular basis with government. …we are 
inviting them very often to come and talk to us on certain topics and we have round table discussions.” 
76:10 ¶ 38 in FinServ1 

“When it's a round table discussion and that, we maybe often challenge them in terms of, you know, certain 
aspects that we might not necessarily agree on, but we obviously did in a very diplomatic way” 76:29 ¶ 38 
in FinServ1 

 

5.2.5.2. In-case analysis of evidence 

When asked how the organisation engages with multiple stakeholders in the 

implementation of sustainable strategies, most participants referred to a multiplicity of 

engagement mechanisms employed by their organisations. 

Blue Group – Heavy Industry 

Many references were made to the use of the organisation's integrated/annual report as an 

engagement tool within the blue group. HeavI1 referred to this report as one of the major 

documents wherein the organisation would articulate their achievements as well as what 

they couldn’t achieve. There were also mentions of stakeholder engagement forums, 

although these engagements were held for different reasons. Within HeavI1’s organisation, 

multi-stakeholder engagement forums were utilised as a platform to collate input from 

various stakeholders leading up to the organisation’s engagement with another stakeholder 

being the government. HeavI2 noted that they often use multi-stakeholder engagement 

forums to communicate with all stakeholders simultaneously, thereby preventing multiple 

engagements. Other engagement platforms mentioned by this group include roadshows 

and industry forums. 

Green Group – Consultancy 

The participants within this group provided varying insights into multi-stakeholder 

engagements. Consul2 highlighted the importance of engaging advocacy groups who may 

seemingly be opposed to the organisation to bring in an alternate voice into their strategy 

process. According to the participant, this creates better focus and alignment around 

stakeholder expectations early on. There were also mentions of having workshops with 

suppliers, with Consul5 highlighting the importance of engaging all stakeholders across the 

organisation’s entire value chain to understand and assess the level of impact the 

organisation wants to have, which, according to Consul5, is through its value chain. Consul1 
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highlighted the importance of looking at stakeholder engagement as an opportunity to build 

good relationships with multiple stakeholders. The participant, however, also noted the 

importance of organisations knowing when and how to engage with stakeholders, i.e., when 

is it better to have one-on-one engagements versus having public engagements. A different 

engagement mechanism mentioned by Consul3 was organisations engaging through third 

parties (consultants) who would go into communities to understand the needs of those 

communities. 

Grey Group – Services 

There were mentions of utilising one-on-one engagements, surveys, and the integrated 

report as engagement mechanisms.  

Purple Group – Manufacturing Industry 

There was emphasis on using the integrated report as an engagement mechanism. There 

were also mentions of surveys and questionnaires. The purple group also highlighted the 

use of industry forums for collaboration purposes with other organisations. 

Orange Group – Heavy Industry 

FinServ1 in the orange group referred to regular engagements with government and 

roundtable discussions on certain aspects of legislation that the organisation is not in 

agreement with. 

5.2.5.3. Cross-case analysis of evidence 

There is an emphasis on using integrated reporting as an engagement tool across the 

various groups, with most participants mentioning the time and effort their organisations 

spend ensuring the accuracy of the information presented in the report. According to the 

Blue Group, the report is an opportunity for their organisations to report on what has been 

achieved as well as what has not been achieved. Participants across various groups also 

refer to multi-stakeholder engagement forums, which serve diverse purposes such as 

engaging stakeholders for communication and feedback or gathering input from different 

stakeholders to inform other stakeholder engagements. What’s common across the groups 

is that there are different mechanisms employed by the organisations when it comes to 

engagements with multiple stakeholders. An insight shared by a participant in the green 
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group referred to the importance of knowing what platform to use for which types of 

engagements in order to get the most out of the engagements with stakeholders, whether 

it be one-on-one engagements or public forums. Another interesting mention by another 

participant in the green group was the use of consultants to do community engagements to 

assess the needs of those communities. HeavI2 in the blue group highlighted the 

prevalence of community engagements in the heavy industry, which aligns with Consul3's 

insights. Consul3 frequently engages with clients in the heavy industry, mentioning the use 

of consultants to conduct on-the-ground engagements with communities on behalf of the 

organisation. In contrast to community engagements, the financial sector (orange) group 

mentioned regular engagements and roundtable discussions with government.  

5.2.5.4. Conclusion of the analysis of evidence on Multi-stakeholder engagements 

Based on the researcher’s analysis of the evidence, the organisations are using different 

avenues and mechanisms to engage stakeholders, such as workshops, surveys, one-on-

one engagements, forums, and roundtable discussions. There are many mentions of all the 

groups using integrated reporting as an engagement tool, except for the orange group.  

Whereas community engagements are important within the Heavy Industry (blue) group, 

government engagements are important in the Financial Sector (orange) group. While 

HeavI2 in the blue group suggests that a multi-stakeholder forum could potentially reduce 

the number of different engagement sessions an organisation needs with different 

stakeholders, Consul1 in the green group highlights the importance of utilising various 

engagement tactics to maximise the effectiveness of these sessions. While group 

engagements may be necessary in certain situations, one-on-one engagements may prove 

more beneficial in others. As pointed out by Consul2, it is also important for organisations 

to engage groups that may seemingly be opposed to the organisation to get an alternative 

viewpoint from stakeholders looking from the outside in. This, according to Consul2, helps 

with alignment early on. An insight shared by the Purple Group highlighted that 

engagements at industry forums are used for collaboration purposes with other 

organisations on non-competitive matters, such as reviewing or commenting on legislation. 

The orange group's insight differs, suggesting that they invite the government to roundtable 

discussions to deliberate on specific aspects of legislation that the organisation may not find 

acceptable. An insight shared by the green group highlighted the importance of engaging 

stakeholders across the organisation’s value chain to ensure that the organisation 
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understands the level of impact it is likely to achieve, as that would be measured across the 

organisation’s value chain. A unique insight shared by a participant in the green group 

(Consul1) refers to the importance of looking at stakeholder engagement as an opportunity, 

rather than a tick-box exercise, to build good relations with stakeholders.   

5.2.6. RQ1: Theme 6 – Internal Stakeholder Buy-In 

5.2.6.1. Evidence of Internal Stakeholder Buy-In 

Table 17: Evidence of Internal Stakeholder Buy-in 

HeavI1 “There is a sustainability framework that I developed” 60:18 ¶ 26 in HeavI1 

“So, the framework is, I think the most important thing because without it, and you wouldn't have this 
aligned thinking across the whole of the organisation.” 60:27 ¶ 32 in HeavI1 

“So very important that it was formalized as part of our governance.” 60:30 ¶ 36 in HeavI1 

Consul2 “Internal stakeholder engagement hasn't evolved sufficiently enough for sustainability to make the 
impact that it can potentially make.” 62:8 ¶ 56 in Consul2 
“They are focused on their KPI and for their division, and that is unfortunately yielding very little in terms of 
progress and positive results.” 62:10 ¶ 64 in Consul2 

Consul4 “Within that the other elements to consider is how do you get your various stakeholders internally 
aligned?” 64:5 ¶ 22 in Consul4 
“How do you ensure that your stakeholders, whether that is your executives or your various functional 
executives as well as your board, are behind what you're looking to do?” 64:6 ¶ 24 in Consul4 

“For our partners, given that we are a partnership, it's that how do I take the owners of the business along 
on the journey of seeing how a sustainable business can be created while ensuring that we remain 
responsible in terms of our duties from a sustainability perspective and what are some of the choices that 
we actually make.” 64:25 ¶ 29 in Consul4 
“Annually we have a partner summit where all the partners across Africa come together, we often also have 
our global chair and a few other senior executives globally that join us, and there a big focus of it is around 
sustainability. You know, the choices we make, the organisations we work with, as well as the way in which 
we procure services from the local vendors that are there. 64:26 ¶ 29 in Consul4 

Consul3 “Also, we're seeing that there's the understanding with the boards themselves is not fully there. 
So a lot of training and awareness sessions, not only in South Africa but in rest of Africa as well.” 74:3 ¶ 42 
in Consul3 
“Sometimes it's creating the awareness, sometimes it's creating the knowledge, I think, within the 
organisation there as well. The challenge with your internal stakeholders like your boards, your employees, 
whoever it is that again that knowledge barrier, so you have to train them to understand what do you mean 
by sustainability.” 74:13 ¶ 90 in Consul3 

Serv1 “So it's about getting buy in from all levels” 67:2 ¶ 29 in Serv1 
“Having a board that's knowledgeable on this space and can actually say to you, yes, the direction you're 
taking is right” 67:3 ¶ 29 in Serv1 
“So, we’ve done a lot of like meetings with our SESCOM committee, which is our social ethics and 
Sustainability Committee to bring them on board to get their independent feedback and then obviously the 
directors and the management, I had to bring along.” 67:4 ¶ 29 in Serv1 
“Buy in from leadership and EXCO members is always a challenge.” 67:13 ¶ 53 in Serv1 

Serv3 “Had a lot of internal discussion as you can imagine, a lot of feathers ruffled. So there's still ruffled 
feathers from those discussions, but that was the most important.” 68:4 ¶ 27 in Serv3 
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“It's been a case of educating people as to why we're doing it, why we're needing this information and why 
it's so critical. And it's a continual journey.” 68:5 ¶ 27 in Serv3 

Serv3 “From internal stakeholders, so our own staff, we do training sessions with them on a regular basis.” 
68:7 ¶ 39 in Serv3 
“A lot of training on the board with board members.” 68:8 ¶ 39 in Serv3 
“It really starts with making sure that our own staff understand, so that is the big thing. We do a lot of 
internal training.” 68:25 ¶ 81 in Serv3 
“But if we don't have that buy in from Manco, we don't have that buy in from EXCO, then we're hitting our 
head against a brick wall” 68:27 ¶ 89 in Serv3 

FinServ3 “Board buy-in, executive level buy-in and understanding of why sustainable development is 
important. Then it's more, it's less of an argument about why this is important and more of well, how do we 
implement and what makes sense for us as an organisation. So it'll feature in, especially if your CEO and 
your board gets it.” 69:1 ¶ 16 in FinServ3 

FinServ3 “I have a conversation with the procurement team to say, OK, not just the supplier mapping, but 
do we need responsible sourcing strategy as an example?” 69:18 ¶ 42 in FinServ3 
“You have to sensitize and engage internally because not everybody understands the space. Even you 
know, they are like this has nothing to do with me…” 69:19 ¶ 42 in FinServ3 
“There's a lot of education and awareness.” 69:20 ¶ 42 in FinServ3 
“External engagements are helping with internal engagements.” 69:21 ¶ 42 in FinServ3 

FinServ2 “So without our employee force buying into these two things, I think we're dead in the water.” 
72:6 ¶ 13 in FinServ2 

FinServ1 “You always have a few people who are very interested in the topic but you need to drag the 
organisation along and it may take a long time for them to actually get to a point where they understand 
what you're trying to achieve and they understand the importance thereof and they start to participate” 76:2 
¶ 23 in FinServ1 

 

5.2.6.2. In-case analysis of evidence 

In the analysis of the evidence by the researcher, there were many mentions of internal 

stakeholder buy-in from the participants across the various groups, indicating leadership 

support and buy-in from staff being crucial in the implementation of sustainable strategies.  

Blue Group – Heavy Industry 

HeavI1 mentioned the use of a governance framework within their organisation that has 

been developed to create alignment across the organisation, indicating that without the 

framework, it would be difficult to get any alignment from a sustainability perspective. 

Green Group – Consultancy 

There were varying insights shared by the participants within this group. Speaking of ways 

to get leadership support, Consul4 points to the importance of taking the leaders on a 

journey of how a sustainable business can be created in order to get buy-in.  However, this 
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is done in conjunction with ensuring that the organisation continues to be seen as a 

responsible corporate citizen from a sustainability perspective, i.e., the current choices 

being made by the leaders while they are on this journey. There was mention, by Consul3, 

of a lack of understanding by boards and employees, requiring a lot of training and 

awareness. Consul2 made a similar statement, emphasising that internal stakeholder 

engagements have not evolved to produce the necessary sustainability-related impacts that 

the organisation can potentially achieve.  This is again a result of misaligned KPIs, which 

are hindering the advancement of sustainable initiatives. 

Grey Group – Services 

There was a strong emphasis on getting buy-in across all levels within the organisation from 

Serv1, further expressing challenges with buy-in from leadership. Serv3 mentioned how the 

implementation of sustainable strategies is a continual journey within their organisation, 

expressing the extent of internal discussions they’ve already been through as an 

organisation. There was further mention of training at the board and staff levels to ensure 

alignment across the organisation. Similar to the insights shared by Serv1, Serv3 noted the 

significance of leadership buy-in, noting that without it, there wouldn’t be any progress in 

implementing sustainable strategies. 

 Orange Group – Financial Sector 

There were a lot of similarities in the insights shared by the participants within this group. 

The participants highlighted the importance of executive and employee buy-in in achieving 

the desired outcomes from a sustainable strategy implementation perspective. A unique 

insight shared by FinServ3 is how external engagements have influenced internal 

engagements. FinServ1 placed a strong emphasis on education and awareness, 

emphasising the importance of ensuring that employees have a sufficient understanding of 

the organisation's objectives. Once they have a sufficient appreciation of these objectives, 

they will begin to participate. Similarly, FinServ2 noted that without staff buy-in, there 

wouldn’t be any progress. 

5.2.6.3. Cross-case analysis of evidence 

There was a particular emphasis by all groups, except blue and purple, on the importance 

of leadership support in the implementation of sustainable strategies. The green group's 
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insight suggests that leadership at the board and executive level lacks the necessary 

understanding of sustainability, necessitating extensive training and awareness at these 

levels. This could potentially explain the challenges with leadership buy-in, as expressed 

by Serv1 in the grey group. There was also an emphasis on employee buy-in by the 

participants across the various groups, highlighting the importance of education, training, 

and awareness. While Serv3 in the grey group pointed out that organisations would not 

progress in implementing sustainable strategies without leadership buy-in, FinServ2 in the 

orange group echoed this sentiment, albeit with a focus on staff buy-in. Whilst the blue 

group mentioned the use of governance frameworks as a useful tool to get 

interorganisational alignment, the orange group emphasised the importance of ensuring 

that there is sufficient understanding by internal stakeholders of what the organisation seeks 

to achieve, and once that understanding is realised, employees begin to participate willingly. 

A unique insight shared by a participant in the orange group highlighted how external 

engagements have assisted in making internal engagements easier. 

5.2.6.4. Conclusion of analysis of evidence on Internal stakeholder buy-in 

The groups mentioned the importance of leadership support and buy-in in the 

implementation of sustainable strategies. The green group identified a lack of 

understanding of sustainability at the board and executive level, which, according to the 

researcher's analysis of the evidence, could potentially explain the lack of leadership 

support and buy-in expressed by the grey group. An insight shared by the green group 

highlights the importance of taking leaders along a journey, demonstrating how a 

sustainable business can be created to achieve alignment.  

The orange group highlights the importance of employee buy-in, which is why various 

groups emphasise education, training, and awareness. This is to ensure that employees 

and leaders gain the necessary knowledge and understanding of the organisation's goals, 

enabling them to buy into the vision and participate in its realisation, as mentioned by 

FinServ1.  

Based on the researcher’s analysis of the evidence, internal stakeholder buy-in at all levels 

across the organisation is crucial in the implementation of sustainable strategies. This 

requires education, training, and awareness, as highlighted by the participants, to ensure 

that there is enough understanding of the impact that the organisation can achieve. 

Frameworks can also be useful in creating intra-organisational alignment, as mentioned by 
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the blue group; however, ensuring that staff have adequate understanding is important, as 

indicated by the green and orange groups. 

5.2.7. RQ1: Theme 7 – Balancing environmental and social impact 

5.2.7.1. Evidence of Balancing environmental and social impact 

Table 18: Evidence of Balancing environmental and social impact 

HeavI1 “So, when you asking for a decision, you have to explain relative to the framework what's the 
tradeoff between, how does it impact the people, whether it's our own people or broader stakeholders? Yes. 
What's the cost benefit analysis? What's the environmental impact?... And then on the back of that, what's 
the purpose?” 60:24 ¶ 30 in HeavI1 

“I think it comes down to being honest about available capital.” 60:51 ¶ 65 in HeavI1 

Consul2 “Targets are set at a global level, and we are expected to partner and join in on this movement.” 
62:13 ¶ 70 – 71 in Consul2 
“I think now one of the challenges is now we've got carbon markets. So they are continuing with their own 
bad behavior and want to come and leverage off of us and expect us to now reduce our carbon footprint in 
order to tow the line in achieving those 2050 targets” 62:15 ¶ 77 in Consul2 
“I think leaders are struggling with trying to balance what they need to achieve from a KPI perspective…, as 
well as some of the targets I think particularly on the environmental perspective” 62:16 ¶ 79 in Consul2 

Consul4 “I believe to truly be sustainable; you can't address environmental without addressing social 
elements. So the two have to go hand in hand” 64:8 ¶ 25 in Consul4 

“My challenge as the Chief Sustainability Officer is to find a way to bring these two elements together so 
that we continue to progress from an environmental perspective, while ensuring that we bring our suppliers 
and society along with us to create opportunity.” 64:10 ¶ 25 in Consul4 

“There is concerns in terms of how do you take all these competing things? And often the big challenge is 
how do we balance the E in the environmental aspects with the S of the social, especially from a global 
South perspective and that's where helping the stakeholders to understand that it's not about doing 
everything like the North or doing nothing because that's irresponsible. It's about finding that right pace of 
implementation and the right cadence to allow us to get there.” 64:29 ¶ 31 in Consul4 

Consul5 “Because you also have to take into consideration the local context. There is no use of saying, 
you're gonna be net zero by 2030, in South Africa that does not make any sense. It's not gonna happen 
because you have to look at the context and what is the local realities and what are the developmental 
aspects in the country that you're operating in.” 66:2 ¶ 14 in Consul5 
“But you have to be willing to make tradeoffs” 66:34 ¶ 100 in Consul5 
“What is the impact that you're gonna have, what is the social aspect that you need to consider, is the 
environmental aspects greater than the social needs within that community?” 66:38 ¶ 124 in Consul5 
“If the social impact is going to be more and I may have a negative impact on the environment, then be 
aware of that.” 66:48 ¶ 179 in Consul5 

Serv1 “Prioritize the things that are gonna make the difference.” 67:12 ¶ 51 in Serv1 

Serv2 “We've got more social issues that are pressing compared to other first world countries” 70:25 ¶ 237 
in Serv2 

FinServ2 “I think it's a lot easier for us than probably other organisations just given, if you look at the 
genesis of Company G and we're X years old this year … The genesis of who we are has always been 
sustainability and making social impact.” 72:3 ¶ 11 in FinServ2 
“Our moral compass is about, you know, creating jobs. Decreasing inequality, decreasing poverty, getting 
more people involved in the economy. Lifting. So that's who we are. We can't be anything other than that. If 
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you, if that's not good enough for a specific Member body that you're part of, then pull out of that body and 
continue to be who we are and continue to try and reach those ideals.” 72:26 ¶ 26 in FinServ2 

 

5.2.7.2. In-case analysis of evidence 

Blue Group – Heavy Industry 

A participant in the blue group mentioned that due to limited available capital, every decision 

taken within their organisation is done so taking into consideration the trade-off between its 

social and environmental impact, including the purpose of such a decision. These trade-

offs need to be articulated based on an established framework to guide the decision-making 

process. 

Green Group – Consultancy 

Most participants within this group pointed out that environmental targets are set at a global 

level following global standards and often do not take into consideration the needs of South 

Africa. Consul2 highlighted some of the challenges experienced by leaders when trying to 

balance environmental targets with their own organisational KPIs. Similarly, Consul4 

discussed their challenges as a chief sustainability officer in advancing environmental 

aspects while addressing social aspects, emphasising that these elements should be taken 

into account in the context of South Africa. Furthermore, Consul4 highlighted the importance 

of finding a balance in the implementation of sustainable strategies without compromising 

the social aspects applicable to the “global South”. Consul5 also underscored the 

significance of considering the local context. Consul5 mentioned that organisations need to 

be willing to make trade-offs to address the social aspects and be fully aware of the cost of 

these trade-offs from an environment perspective. 

Grey Group – Services 

Serv2 mentioned that South Africa has more critical social issues compared to developed 

countries. On the other hand, Serv1 mentioned the importance of prioritising things that are 

going to make a difference. 

Orange Group – Financial Sector 
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 In the orange group, FinServ2 mentioned that their organisation was born out of 

sustainability and making a social impact. The participant underscored the significance of 

their organisation's affiliation with international alliance organisations, emphasising that 

their membership in such organisations does not hinder their commitment to making a social 

impact, which forms the foundation of their existence. 

5.2.7.3. Cross-case analysis of evidence 

The groups mentioned the importance of their organisations making trade-offs between 

environmental and social impacts. There was a strong emphasis in the green group on the 

importance for organisations to consider South Africa’s context when addressing 

environmental issues, with participants highlighting the need to balance this with the social 

needs and aspects relevant to South Africa. This insight was also shared in the grey group, 

emphasising the importance of prioritising actions that will have a significant impact, given 

that South Africa faces more social issues than developed countries. A unique insight 

mentioned in the orange group referred to organisations being prepared to pull out of global 

alliance bodies where the member body is not flexible enough to adjust their targets relative 

to the local contexts within which their member organisations operate. This is similar to what 

was mentioned by Consul4 in the green group who mentioned that it shouldn’t be about 

doing everything like the “North”, i.e. developed economies like Europe, but it’s about finding 

the right balance given the conflicting priorities and moving at a pace relevant for the “global 

South”, i.e. Africa. 

5.2.7.4. Conclusion of analysis of evidence on balancing environmental and social 

impact 

Based on the researcher’s analysis of the evidence, in the implementation of sustainable 

strategies, organisations are needing to balance conflicting priorities given the limitation of 

funds available. Moreover, consideration needs to be given to local context in order to 

prioritise the things that are going to make a difference, as mentioned in the grey group. 

Most participants mentioned that South Africa has more social issues compared to other 

developed countries, which often set these global targets from an environmental 

perspective; therefore, organisations need to be willing to make trade-offs in order to 

address the social needs of the communities within which they operate, as indicated by 

Consul5. FinServ2 in the orange group stated that their organisation places fundamental 

importance on addressing inequality, creating jobs, and reducing poverty, necessitating 
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adjustments to globally set targets to fit this context.  Finding the right balance will be crucial, 

as mentioned in the green group. In instances where achieving greater social impact may 

have a negative environmental impact, organisations must be aware of this and be willing 

to make this trade-off.  Therefore, when implementing sustainable strategies, it is crucial to 

consider the local context in order to address and balance both environmental and social 

issues within a South African context, as highlighted by the green group. 

5.3. Research Sub-Question 1: Multi Stakeholder Alignment 

The themes related to the sub-research question of how boundary work leads to multi-
stakeholder alignment will be discussed in this section.  

Three (3) themes emerged from the data analysis. Table 19 presents each of the themes 

for Research Sub-Q1 and the key topics discussed by each group within each theme. The 

frequency of mentions of each topic is represented in the form of a heat map, with light 

green representing low to no mention of the topics by the group, medium green representing 

some mention of the topics by the group, and bright green representing multiple mentions 

of the topics by the group. 

Table 19: Frequency of topics by participant group on Research Sub-Question 1 

Themes Blue Group: 
Heavy 
Industry 

Green Group: 
Consultancy 

Grey 
Group: 
Services 

Orange 
Group: 
Financial 
Sector 

Purple Group: 
Manufacturing 

Interdependency Interdependent 

relationships, 

part of an 

ecosystem 

Interdependency 

between business 

and society, 

interconnectedness 

 Interdependent 

relationships 

 

Shared goals Partnerships Aligned interests  Aligned interests, 

value alignment, 

partnerships 

 

Stakeholder 

relationships 

Dedicated 

resources, 

listening, 

transparency, 

consistency, 

clear 

communication, 

remaining 

relevant to the 

community 

Explaining the 

“why”, partnerships, 

communication, 

regular interactions, 

dedicated 

resources, trust 

building, 

understanding 

cultural nuances, 

Dedicated 

resources, 

regular 

interaction 

Explaining the 

“why”, 

communication, 

remaining 

relevant to the 

community, pro-

active 

engagements, 

transparency, 

trust, dedicated 
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listening, pro-active 

engagements 

resources, 

listening, trust 

 

5.3.1. Research Sub-Q1:  Theme 1: Interdependency 

5.3.1.1. Evidence of Interdependency 

Table 20: Evidence of Interdependency 

HeavI1 “I think the multi-stakeholder one is something that Company C got quite good at from the get go 
because of dependencies” 60:1 ¶ 17 in HeavI1 
“The people who worked for Company C lived in the area, and the people who supported Company C were 
in the area. So, I think Company C learned very quickly that it wasn't an island.” 60:3 ¶ 17 in HeavI1 
“It was part of an ecosystem, and I must say it paid off, so it wasn't.” 60:4 ¶ 17 in HeavI1 

HeavI1 “We're going to look after our stakeholders because we want something. It was more. These 
stakeholders are our employees” 60:6 ¶ 17 in HeavI1 
“They're gonna look after us and we've seen very, very tangible results” 60:16 ¶ 18 in HeavI1 

HeavI2 “I think there's a common understanding now that a business cannot exist outside its surrounding 
environment, both in terms of the natural world as well as the social space” 65:24 ¶ 118 in HeavI2 

Consul2 “Sustainability requires you to look at not just how you do business and but who you engage with, 
how they do business and what impact you have on society and how society impacts you as well” 62:25 ¶ 
114 in Consul2 
“So what's come up quite a lot now is having a systems thinking approach because you almost have to 
understand how everything is interconnected and also anticipate any possible unintended consequences of 
an activity or a an expectation from another area. So anyone that's responsible for sustainability within the 
organisation needs to look at the whole system, both internally and externally, and in order to create 
alignment and otherwise you could be doing something like I said, where you end up with unintended 
consequences and/ or it creates another layer of expense. 62:35 ¶ 172 in Consul2 

Consul5 “You're part of the community that you contribute towards.” 66:46 ¶ 157 in Consul5 

FinServ1 “We don't operate in a vacuum, that's the point. We have external influences, we have an impact 
on the environment and the environment has an impact on us and we need to be open and receptive to that 
and I think that's the reason that we are reviewing our strategy on an annual basis, it's the reason that we 
are looking at our policies atleast every second year, if not annually, and that's an indication that we need to 
look at how things are changing externally and how we need to adapt to it and we wouldn't know often how 
they change unless we actually engage with these stakeholders. They certainly have an influence on us 
and help shape how we think about the world and sustainability and similarly we do the same with them 
and I think that's how you get to the best outcome.” 76:24 ¶ 116 in FinServ1 

 

5.3.1.2. In-case analysis of evidence 

Blue Group – Heavy Industry 
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There were similarities in the insights gathered from the participants within this group. The 

participants mentioned the interdependencies that exist between the organisation and its 

external environment. HeavI1 stated that by acknowledging their role as a part of an eco-

system and their reliance on other stakeholders for survival, they were able to act 

responsibly towards their stakeholders, including their employees, leading to positive 

outcomes. 

Green Group – Consultancy 

Consul2 highlighted the need for organisations to take a systems-thinking approach to 

sustainability, given the interdependent relationship that exists between them and society. 

According to the participant, this allows the organisation to avoid any unintended 

consequences that may arise from disregarding any internal or external stakeholder that 

has an impact on it. Consul 5 pointed out that organisations are part of the communities to 

which they contribute. 

Orange Group – Financial Sector 

FinServ1 also referred to their organisation as being part of an ecosystem, highlighting the 

impact it has on the environment and vice versa. As a result, and to achieve the greatest 

impact or outcome, the participant noted the importance of engaging external stakeholders 

in order to adapt their strategies to the changing environment given the influence these 

stakeholders have on their organisation and the influence they have as an organisation on 

these stakeholders. 

5.3.1.3. Cross-case analysis of evidence 

Only the blue, green, and orange groups shared insights on the interdependent nature of 

the relationships that exist between the organisation and its stakeholders, including the 

environment. There were similarities in the insights shared by the participants in these 

groups. The blue and orange groups mentioned that organisations are part of an ecosystem 

and therefore dependent on their stakeholders for survival. The orange group further 

highlighted the importance of engaging stakeholders to adapt the strategies of the 

organisation given this interdependent relationship. The green group, on the other hand, 

advocated for a systems thinking approach, arguing that it would assist the organisation in 

reducing the risk of any unintended consequences that might arise if some stakeholder 

groups were to be ignored.   



87 
 

5.3.1.4. Conclusion of analysis of evidence on Interdependency 

Based on the researcher’s analysis of the evidence, there is an interdependent relationship 

that exists between organisations and their stakeholders, including the environment. 

Whereas the orange and blue groups mentioned that organisations are part of an 

ecosystem and do not operate in a vacuum, the green group highlighted the importance of 

applying a systems approach to stakeholder relationships to mitigate the risk of unintended 

consequences. As mentioned in the blue group, the organisation does good for its 

community and employees because it wants something in return, which indicates the 

reciprocal nature of stakeholder relationships. The orange group also highlights this point, 

emphasising the impact the organisation exerts on its stakeholders and the impact the 

stakeholders exert on the organisation. Organisations therefore need to acknowledge this 

interdependent relationship that exists in the implementation of their sustainable strategies.  

5.3.2. Research Sub-Q1:  Theme 2 – Shared Goals 

5.3.2.1. Evidence of Shared goals 

Table 21: Evidence of Shared goals 

HeavI3 “It could be via, you know, sort of partnerships with NGOs and stuff when you do social impact” 
77:6 ¶ 28 in HeavI3 

Consul5 “But even in partnerships, you sometimes have to be very careful in terms of who you partner 
with” 66:14 ¶ 51 in Consul5 
“you have to make sure are these people representing the communities that are impacted” 66:15 ¶ 51 in 
Consul5 
“That's why it's to at the outset identify which of those relationships where our interests are not aligned.” 
66:31 ¶ 82 in Consul5 

Consul5 “If you know the interest of your stakeholders, and you know your interests, you know which ones 
are negotiable and which ones are not negotiable” 66:32 ¶ 84 in Consul5 

FinServ2 “But we certainly can bring together in our value chain, you know, partners and stakeholders who 
have beneficial interests who are aligned with our values.” 72:10 ¶ 18 in FinServ2 
“That value alignment between partnerships, we've seen it where you partner with people who are not 
aligned in values and it's just a recipe for disaster.” 72:11 ¶ 18 in FinServ2 

FinServ2 “We try and find strategic alignment as much as possible and we do that a lot, particularly with 
companies where we align business interests right” 72:27 ¶ 34 in FinServ2 
“An example for instance is our partnership with Company X, where the first thing was to align business 
interests.” 72:28 ¶ 34 in FinServ2 
“What's also important from an alignment perspective is as we mentioned before, where we don't have 
skills and capabilities or don't desire to be leaders in that space, we identify partners again partners of like 
mind who can buy into our strategy and whose strategy we buy into. And then we say, OK, let's do this. 
Let's do this together.” 72:29 ¶ 34 in FinServ2 

FinServ1 “I think that it is important for us to actually understand how they think about sustainability and 
the principles that they're driving from a sustainability point of view. And if it's not aligned with ours and our 
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strategy, then it's very difficult to actually have them as a service provider or as a partner in order to deliver 
on our strategy at the end of the day.” 76:6 ¶ 32 in FinServ1 

 

5.3.2.2. In-case analysis of evidence 

Blue group – Heavy Industry 

Only one participant within this group shared insights on shared goals between the 

organisation and relevant stakeholders. Speaking about collaborative projects, the 

participant mentioned partnering with organisations, such as NGOs, to achieve greater 

social impact.  

Green group – Consultancy 

Within the consultancy group, only one participant provided insights on shared goals. The 

participant highlighted the importance of choosing partners whose interests aligned with 

those of the organisation. Furthermore, the participant noted how important it is for the 

organisation to be clear on what their interests are, be clear on the interests of its 

stakeholders, and be clear on which of those interests (be it the organisation’s or the 

stakeholders’) are negotiable and which aren’t.  Knowing this will assist the organisation in 

choosing suitable partners to partner with for social impact. 

Orange group – Financial services 

There was an emphasis on value and strategic alignment from the participants within this 

group. FinServ2 mentioned that, for their organisation, value alignment is an important 

factor to consider when choosing partners. The participant further mentioned that their 

organisation will try to find partners whose business interests are aligned to theirs, noting 

that they are often aware of the skills and capabilities that are lacking within their 

organisation and will find partners who possess those skills and capabilities, who are willing 

to support the objectives of the organisation, and likewise the organisation is willing to 

support theirs. Although FinServ1 shared a similar insight, they also highlighted the 

importance of their organisation's understanding of how their potential partners consider 

sustainability. It is then based on this assessment that the organisation will select providers 

or partners who will assist the organisation to ultimately deliver on its sustainable strategy.  
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5.3.2.3. Cross-case analysis of evidence 

There were no insights on this theme from the grey and purple groups. 

There were similarities in the insights shared by the participants in the green and orange 

groups. There was a strong emphasis on partnering with stakeholders whose interests were 

aligned with those of the organisation. The green group highlighted the risks associated 

with collaborating with stakeholders whose interests do not align with the organisation's. 

Similarly, a participant in the orange group shared a negative experience of partnering with 

a stakeholder whose values were not aligned with those of the organisation. The green 

group also highlighted the importance of organisations clearly defining their negotiable and 

non-negotiable interests, as well as those of their stakeholders, to ensure better alignment. 

This can be compared to a comment shared in the orange group regarding the importance 

of understanding how potential partners consider sustainability for organisations. Unlike the 

other groups, the blue group participant shared a unique perspective; instead of 

emphasising the alignment of business interests, their organisation collaborates with NGOs 

on projects primarily focused on generating social impact.  

5.3.2.4. Conclusion of analysis of evidence on Shared goals 

Based on the researcher’s analysis of the evidence, it is important for organisations to 

partner with other organisations/stakeholders whose interests and values are aligned to 

their own to achieve on their sustainable strategies.   The orange group primarily focused 

on aligning business interests, whereas the blue group suggested collaborating with NGOs 

on social impact projects. The green group highlighted the importance of being clear as an 

organisation on which interests of the organisation and other stakeholders are negotiable 

and which interests aren’t negotiable for better alignment. This was echoed by a participant 

in the orange group emphasising the need to understand how potential partners think of 

sustainability. As the orange group pointed out, this ensures the formation of partnerships 

where values align and there is strategic alignment. In the absence of strategic alignment, 

the partnership is unlikely to derive the desired outcome. FinServ2 also pointed out that 

partnerships can also be formed between organisations that complement each other’s skills 

and capabilities. 

5.3.3. Research Sub-Q1:  Theme 3 – Stakeholder relationships 

5.3.3.1. Evidence of Stakeholder relationships 

Table 22: Evidence of Stakeholder relationships 
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HeavI1 “Our people let workers go to work, so the Community buffered workers wanting to come to work 
on site because the community said we are Company C, we're part of Company C 60:8 ¶ 17 in HeavI1 
“We built the clinics and we staffed them.. we built the schools” 60:11 ¶ 17 in HeavI1 
“So again all the jobs at our CPF they were from local people on site” 60:14 ¶ 17 – 18 in HeavI1 
“It's an organic relationship and if we are good to the people that we're doing business amongst, they're 
gonna be good to us.” 60:15 ¶ 18 in HeavI1 
“There's a very different mindset when you're working with a Company C, because a Company C’s looked 
after you or your family.” 60:17 ¶ 18 in HeavI1 

HeavI1 “So, we have quite a large stakeholder community. All the way from government all the way through 
to a lot of very interested and active NGO's, …we have a lot of resources dedicated to. 60:37 ¶ 44 in 
HeavI1 
“So that stakeholder relationship is crucial to everything, and it's one that you have to be 100% transparent, 
100% honest...” 60:41 ¶ 46 in HeavI1 

HeavI2 “Just by being clear in what you communicate, being transparent and consistent.” 65:15 ¶ 92 in 
HeavI2 
“So Company F’s CEO was always very clear on whatever I say to the investors is what I'll say to the 
communities” 65:16 ¶ 92 in HeavI2 

HeavI3 “Relevant people that are engaging with these stakeholders because it's quite important to have 
someone who's engaging with stakeholders who actually understands the needs of the stakeholders” 77:13 
¶ 66 in HeavI3 
“The liaison person essentially is one of the critical people, you know, this person can make or break your 
relationship.” 77:14 ¶ 66 in HeavI3 

HeavI3 “So it might not be, you know a financial value as such. But we are able to foster relationships with 
the value in partnership with the communities in which we operate in” 77:16 ¶ 70 in HeavI3 

Consul5 “With more vulnerable communities it's basically where you actively…have to go out to the village 
elders or …leaders in that community. …you continuously have to formally consult the people within that 
community and have regular discussions with them.” 66:16 ¶ 51 – 52 in Consul5 
“You set up structures in terms of having the regular interaction and communication and also having a 
process that you document all of the stuff that is of concern to them and that you give feedback towards 
them… but in a developing country, the informal aspect is sometimes more important than the formal 
aspects.” 66:17 ¶ 52 in Consul5 

Consul5 “I think the ultimate objective is about trust and that is not something that you're gonna build up 
automatically” 66:18 ¶ 54 in Consul5 
“So you have to at the outset ensure that you build trust, identify the right people that you have long term 
relationships” 66:20 ¶ 54 in Consul5 
“You should have dedicated people that interact with the people that the people can trust and on a 
consistent basis communicate with the community.” 66:21 ¶ 56 in Consul5 
“I can tell you that that's gonna build over time, but you can also lose it very, very quickly if you put in the 
wrong people, that doesn't listen to the community because they will take the grievances elsewhere”  66:22 
¶ 56 in Consul5 
“it takes a lot of time, effort and resources to do that and building it up with all of the different stakeholders.” 
66:29 ¶ 76 in Consul5 

Consul5 “The power relationships are also fundamentally different.” 66:42 ¶ 145 in Consul5 
If you go into less developed areas, the power relationships are fundamentally different. You're probably 
gonna have more power because these people are of much lower social development and sometimes, they 
don't see it, but you also have, that's why you have to be honest. That's actually where you have to be 
more honest and open with them” 66:43 ¶ 145 in Consul5 
“Context is absolutely important. And absolutely important because like I said, your alignment and 
stakeholder relationship will differ because of the power. Because the power differentials between you and 
the stakeholders is also fundamentally important. Is that where you're more powerful, you're likely to abuse 
it more, and where you're less powerful, you'll actually get more objections.” 66:44 ¶ 151 in Consul5 
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Consul3 “South Africa is also different because it's not only engaging with the community itself, but you 
need to understand the whole tribal authority that goes along with that community… So it's understanding 
those relationships…” 74:19 ¶ 108 in Consul3 

Consul3 “If you're saying you're opening a trust, they need to see that flow of funds. So from your side you 
need to show the governance and transparency on that flow of funds. So it becomes very important.”  74:21 
¶ 114 in Consul3 

Consul1 “But then also working on the relationship and not waiting until you got a problem and then 
wanting to engage your stakeholder.” 75:16 ¶ 25 in Consul1 
“It's really finding common ground.” 75:17 ¶ 25 in Consul1 
“But then definitely listening to them and coming back with some solutions so they hear they're listened to.” 
75:18 ¶ 25 in Consul1 

Consul1 “If you build a trust relationship, when you say I can't do this, they trust you and they don't think 
you’re just stonewalling them, you know? So it's about building those levels of trust between you and the 
organisation that you are dealing with.” 75:20 ¶ 27 in Consul1 
“It really is about being authentic and being honest and transparent.” 75:27 ¶ 29 in Consul1 
“But engage them on their specific issues where necessary, I think then you start building up this level of 
trust and really having more of a dialogue with… It's really about that listening and understanding and then 
being honest and saying well, we can't do this because of this.” 75:28 ¶ 29 in Consul1 

Serv3 “And so from a stakeholder point of view, we'd get whoever's done the negotiations to start with, your 
top guys and your people within procurement, etcetera. And then a lot of the actual interactions are 
between the people on, you know, on the ground and it's making sure that those relationships continue and 
really work. So that's one of the main things is that bond.” 68:16 ¶ 59 in Serv3 

Serv3 “The big thing is we've developed in those relationships specifically when something goes wrong 
that you have the right person to contact, you know exactly who you're talking to. You can get hold of them 
without the problems and have those difficult conversations without it being starting from scratch. Umm. 
And being able to get to that sort of a relationship is exactly what's needed.” 68:19 ¶ 59 in Serv3 
“There’ll be a lot more interaction with stakeholders where it's that weekly interaction, that one on one 
weekly interaction, and that is really where that relationship build is.” 68:20 ¶ 63 in Serv3 

Serv2 “Trust is a very important component to any relationship.” 70:11 ¶ 33 in Serv2 

Serv2 “Do you engage with stakeholders only when an issue arises, or do you build the relationship upfront 
and deliberately so that whether it's a, it's a rainy day or not, you are engaging, co-creating, finding 
solutions even when issues arise and you tackle those solutions together” 70:13 ¶ 37 in Serv2 

FinServ3 “We had a lot of requests coming through and now you have to engage with everyone and say as 
much as we'd like to, we can't because this is the direction and explaining the direction and the reasoning 
and the rationale behind why we were taking a specific route” 69:10 ¶ 32 in FinServ3 
“Making sure that even though you draw the line in the sand, that you still try and maintain those 
relationships, because we're all working for the same thing at the end of the day” 69:15 ¶ 32 in FinServ3 

FinServ2 “The biggest, I think the most important relationship is between us and our customers.” 72:12 ¶ 
20 in FinServ2 
“We try and cultivate those relationships with our customers very, very carefully.” 72:13 ¶ 20 in FinServ2 

FinServ2 “Our agents are part of the communities. So, from a stakeholder relationship perspective, that 
remains key. I don't care how much technology changes, we've got to remain relevant to the communities 
in which we operate in.” 72:17 ¶ 20 in FinServ2 

FinServ2 “Making representations to the regulator about how we think you know, risk mitigation and 
opportunity sets in the space can be used very well and trying to start a relationship were the regulator can 
see that we're actually here for our consumers as much as we are for the business” 72:18 ¶ 20 in FinServ2 
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FinServ2 “So what we'll do is we'll engage with them throughout the year before the AGM so that AGM 
doesn't become an event that can blow up. Now you've got to have a very fine balance between giving 
them too much time and having them drain your resources, but also not seeming like you’re just paying 
them lip service and actually giving them proper opportunities to engage you.” 72:20 ¶ 20 in FinServ2 

FinServ2 “I think making sure that you were transparent about the targets and metrics we're setting, we're 
transparent about the links that they have to you know, executive remuneration, we're transparent around 
the impacts that are being seen in communities and on the environment and where they feel that we're not 
doing enough, that we are engaging.” 72:21 ¶ 20 in FinServ2 
“I think we manage different stakeholders in different ways, but always in, in very proactive terms. We try to 
be proactive.” 72:23 ¶ 20 in FinServ2 

FinServ1 “Very often we have an advocacy division and they engage on a regular basis with government.” 
76:9 ¶ 38 in FinServ1 
“We try and retain really good relationships with the various government departments and our advocacy 
office in particular is really very good at that.” 76:11 ¶ 40 in FinServ1 
“Many of the people currently working in the division came from the public sector, so they worked in those 
departments before and they know how they operate and we normally take their steer in terms of how we 
need to navigate certain things in order to get sort of the outcomes that we believe are the right outcomes.” 
76:12 ¶ 42 in FinServ1 

FinServ1 “These are really teams that are experts in their endless respective fields and they engage and 
make contact and reach out to the stakeholders and vice versa. The stakeholders reach out to them with a 
mutual understanding that they want to get something out of that relationship that will be of benefit to both 
organisations, I think that is the key thing.” 76:16 ¶ 66 in FinServ1 
“The biggest challenge for us would be to make sure that we actually have the right team of people, 
individuals in the organisation that talk to the right stakeholders and that we don't actually start talking cross 
purposes” 76:17 ¶ 68 in FinServ1 

FinServ1 “You need to build the reputation as a responsible corporate citizen that's trusted by the various 
stakeholders because we're doing the right business the right way.” 76:25 ¶ 150 in FinServ1 
“To be trusted in what we're doing and do the right thing. I think that is quite key.” 76:28 ¶ 154 in FinServ1 

 

5.3.3.2. In-case analysis of evidence 

Blue Group – Heavy Industry 

There were diverse insights shared by the participants within this group. Speaking of 

relationships with communities, HeavI1 mentioned that their organisation built schools and 

clinics in the communities within which they operate, and this contributed to the strong 

relationships that exist between the organisation and its workforce and communities. Other 

elements highlighted by the participant in maintaining good relationships with other 

stakeholder groupings were transparency and honesty. HeavI1 echoed these elements, 

emphasising the importance of clear communication, transparency, and consistency in their 

stakeholder relationships. While HeavI1 mentioned that their organisation dedicates a lot of 

resources towards managing stakeholder relationships, HeavI3 highlighted the importance 

of having dedicated personnel resources who understand stakeholder needs to manage 

stakeholder relationships, mentioning how this can either make or break the relationship. 
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Another different insight shared by HeavI3 was their organisation partnering with 

communities on initiatives that deliver value to the community, which may not necessarily 

yield financial value for the organisation, as a mechanism of fostering relationships between 

the organisation and stakeholders within the communities in which they operate.   

Green Group – Consultancy 

There were some similarities in the evidence presented within this group. Both Consul5 and 

Consul1 mentioned the significance of trust in stakeholder relationships, and both 

participants highlighted honesty and transparency as key drivers of a trusting relationship. 

Consul3 shared a unique insight, highlighting the importance of understanding cultural 

nuances in building relationships with communities in South Africa, where engagement 

often starts with the tribal authority.  This is similar to Consul5, who emphasises the 

importance of consulting village elders or community leaders and regularly engaging and 

interacting with them when conducting business within their communities, highlighting this 

aspect in the context of South Africa as a developing country. There was also an emphasis 

on the importance of dedicated personnel to manage relationships with communities 

through regular interactions, which are essential for building trust.  

Grey Group – Services 

Trust was again an element that was raised as a key component of stakeholder 

relationships. There was an emphasis on regular and proactive engagements with 

stakeholders to build a relationship with them. Serv3 mentioned that, within their 

organisation, the relationship owner is generally the person who started the negotiations 

with a stakeholder. There is a continuous nurturing of the relationship by the organisation 

to make it easier to manage any difficult conversation that may need to take place in the 

future. Serv2 highlighted the importance of the organisation being deliberate in its efforts to 

build good relationships with stakeholders, as this would ensure collaboration between the 

organisation and its stakeholders in finding solutions to potential issues. 

Orange Group – Financial Sector 

There were diverse insights shared by the participants in this group. FinServ2 pointed out 

that for their organisation, their relationships with their customers are probably the most 

important of relationships. Given that their organisation has appointed agents to transact on 
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their behalf at a community level, it is important for them to maintain relevance in these 

communities, thereby simplifying the agent's job.  Despite the organisation's inability to meet 

all stakeholder demands, FinServ3 emphasised the importance of engaging with all 

stakeholders. They highlighted that the key to maintaining these relationships is being open 

and transparent about the organisation's priorities and why it cannot accommodate their 

demands. FinServ1 emphasised the importance of having dedicated personnel within their 

organisation who have experience dealing with specific stakeholder groups.  Furthermore, 

the participant mentioned that their organisation has an advocacy division that deals with 

government engagements. This division often employs individuals with prior public sector 

experience, indicating a deliberate strategy by the organisation to manage its relationships 

with government organisations effectively. Trust was also a key component of stakeholder 

relationships mentioned in this group. FinServ2 noted the importance of transparency in 

stakeholder engagements, highlighting that for their organisation, the strategy around 

stakeholder management is different for each stakeholder group.  

Speaking of interest groups/ NGOs, FinServ2 said the following:  

So what we'll do is we'll engage with them throughout the year before the AGM so 

that the AGM doesn't become an event that can blow up. Now you've got to have a 

very fine balance between giving them too much time and having them drain your 

resources, but also not seeming like you’re just paying them lip service and actually 

giving them proper opportunities to engage you. 

 This points to proactive stakeholder management being used as a risk mitigation tool. 

5.3.3.3. Cross-case analysis of evidence 

There were no insights relating to stakeholder relationships from the purple group.  

Trust was highlighted as a key component of stakeholder relationships across the various 

groups. Other similarities in the insights shared by the groups included the importance of 

honesty and transparency in stakeholder relationships, having dedicated personnel within 

the organisations to manage stakeholder relationships, and having consistent and regular 

interactions with stakeholders in order to build good relationships proactively. 

The blue and orange groups both mentioned the importance of remaining relevant to the 

communities within which they operate. However, the blue group mentioned that this is done 

through building schools and clinics within the communities and employing local residents, 
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while the orange group was referring to their product/service offerings to the communities. 

This highlights how being relevant to the community would differ for each organisation 

depending on its industry.   

Organisations in the orange group emphasised the importance of relationships with the 

government, while the blue group highlighted the importance of relationships with local 

communities. This is also evident in the statement made by HeavI3 in the blue group, who 

emphasised the importance of partnering with communities on projects that not only benefit 

the community but also foster good relationships, even if there is no financial benefit to the 

organisation. Conversely, the orange group asserts that building strong relationships with 

the government/regulator empowers their organisation to articulate identified risks and 

opportunities in their business environment and convince the regulator that their product 

addresses these issues for the customer, not just the business. 

Interest groups were also mentioned as important stakeholder groups by the orange group, 

emphasising the need to have regular interactions throughout the year in order to mitigate 

the risk of disruptions at the annual general meetings (AGM) of the organisation.  

A unique insight shared by the green group pertains to the importance of understanding 

cultural nuances and tribal authorities that exist in the communities within which the 

organisation operates. This is highlighted as being important in the context of South Africa, 

where in certain communities, community leaders need to be engaged on a regular basis 

in order to foster positive relationships with those communities. Power was another unique 

component that was mentioned in the green group where Consul5 noted that in instances 

where the organisation has more power given the social status of that community, the 

organisation needs to be more open and honest in that context in order to create better 

alignment and good relationships, which also mitigates risks of social unrests as illustrated 

in Consul5’s comment stating that if the community feels they aren’t listened to, “they will 

take their grievances elsewhere”.  

5.3.3.4. Conclusion of analysis of evidence on Stakeholder relationships 

Based on the researcher’s analysis of the evidence, the organisations are dedicating 

resources towards managing stakeholder relationships. Participants in the groups 

highlighted the importance of trust in stakeholder relationships, which was said to be 

achieved through consistent, transparent, and honest interactions between the 

organisations and multiple stakeholders.  
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Listening and understanding were other key components in building good stakeholder 

relationships, as highlighted by the green group and blue group. 

Communities are an important stakeholder group for organisations in the heavy industry 

(blue) group, whereas relationships with the government and regulators are crucial for 

organisations in the financial sector (orange) group. Both groups highlighted the importance 

of assigning the right people to manage these relationships, emphasising the need for 

dedicated resources.  

As mentioned in the blue group, doing things that benefit the community fosters good 

relationships between the organisation and its community stakeholders, as the organisation 

continues to remain relevant within that community and remains a part of that community. 

Interest groups were also highlighted as an important stakeholder group by the orange 

group, requiring regular engagements throughout the year to manage those relationships 

and mitigate the risk of disruptions at the AGM as mentioned by FinServ2. 

A unique insight into stakeholder relationships shared in the green group pertained to the 

South African context, where understanding cultural nuances and tribal authorities is crucial 

for organisations doing business in certain communities. This understanding enables 

organisations to formulate an appropriate engagement strategy relevant to that community. 

In all of the groups, there was a lot of mention of how important it is to have a deliberate 

engagement strategy in which the organisation constantly interacts with its stakeholders in 

order to build good relationships with them. This helps with stakeholder alignment even 

when there are disagreements or when the organisation can't meet its stakeholders' needs. 

Serv3 illustrates this as being able to have difficult conversations with stakeholders without 

having to start from scratch. 

5.4. Research Sub-Question 2: Value Creation 

The themes related to the sub-research question of how multi-stakeholder alignment leads 

to value creation will be discussed in this section.  

Of the two (2) themes identified in the original conceptual framework (see Chapter 2), only 

evidence relating to the theme “value creation and delivery” emerged from the data. As 

such, this section will only discuss this one theme. Table 23 presents the key topics 

discussed by each group in relation to the theme. The frequency of mentions of each topic 
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is represented in the form of a heat map, with light green representing low to no mention of 

the topics by the group, medium green representing some mention of the topics by the 

group, and bright green representing multiple mentions of the topics by the group. 

Table 23: Frequency of topics by participant group on Research Sub-Question 2 

Themes Blue Group: 
Heavy 
Industry 

Green Group: 
Consultancy 

Grey Group: 
Services 

Orange 
Group: 
Financial 
Sector 

Purple Group: 
Manufacturing 

Value 

Creation and 

Delivery 

Staying in 

business, mutual 

benefit, 

collaborations 

Collaborations, 

being relevant to 

the community, 

mutual benefit, 

co-creation 

Collaborations, 

co-creation 

Collaboration, 

joining alliance 

bodies, positive 

impact 

 

 

5.4.1. Research Sub-Q2:  Theme 1 – Value creation and Delivery 

5.4.1.1. Evidence of Value creation and Delivery 

Table 24: Evidence of Value creation and delivery 

HeavI1 “Company C's in business to be altruistic. Company C's in business to make money. But Company 
C understands that it's got to tick all the benefit boxes because then it's going to stay in business longer, it's 
going to have a bit of business and then it's value proposition.” 60:66 ¶ 106 in HeavI1 

HeavI2 “I would argue that as long as Company F remains a viable business and the communities are 
benefiting from, say, your CSI spend or your social and labour plan spend, as well as just purely benefiting 
from being employed by Company F, there's value creation for that group. As long as the value of Company 
F continues to grow, there is value creation for the Investors Stakeholder group” 65:22 ¶ 108 in HeavI2 
“So, striking that balance is obviously challenging, …there's value creation for all the parties as follows: 
Jobs and business opportunities for the communities, good return for the investors, the suppliers continue 
to supply Company F, the labour Union guys get to keep their members happy by virtue of being employed 
by Company F. So as long as the business keeps growing then there is value creation.” 65:23 ¶ 108 in 
HeavI2 

HeavI3 “There are partnerships in which you know, we partnered with like your UNICEF and created like 
Safe Parks” 77:15 ¶ 68 in HeavI3 

Consul1 “Quite a good mechanism for us to engage with international stakeholders and the how we did 
that was by participating in committees.” 75:11 ¶ 23 in Consul1 
“It's about collaboration and for me, the power of co-creation working because everybody likes their own 
ideas. So if you go and tell a stakeholder something, they will probably just try and find a way to disagree 
with you. If you go to them and say let's collaborate on how we solve this problem and let's co-create 
something, it's a completely different story.” 75:13 ¶ 25 in Consul1 

Consul2 “I'm starting to see that there is a lot more multi stakeholder positive impact than shareholder 
value that's just been created.” 62:38 ¶ 190 in Consul2 
“I can clearly see where the value is going to right and it is going to multiple stakeholders.  There are 
employees, there are youth that are impacted and some of the investments have gone into the health 
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space and infrastructure development and so society is being impacted positively in all of these value 
creation strategies” 62:39 ¶ 188 in Consul2 

Consul3 “By taking this sustainability lens through, you actually say you know you have to put it as part of 
your strategy to say what is happening within our business model around this pollution. How do we divert 
it? How do we make sure there’s clean water? So it's all integrated and it can be mutually beneficial for 
both the community communities, the business, regulators, public sector, etc.” 74:23 ¶ 124 in Consul3 

Consul4 “What I've also done is working with organisations at a national level, for example in South Africa, 
who focuses on these things to create opportunities you know, for greater levels of alignment and thinking 
behind it because it's not just a Company M issue, this is a country issue.” 64:17 ¶ 27 in Consul4 
“This is a continent issue, so working with those other stakeholders and other business associations is 
quite a useful thing to do because if we all working together to address this, it is important to ensure that we 
remain competitive as a country and that means we all need to move in the same direction.” 64:18 ¶ 27 in 
Consul4 

Consul5 “Where you have good stakeholder relationships, uh, because the objective if you start an 
enterprise, is for you to create value. But to also ensure that the value being created is created in a 
sustainable manner” 66:45 ¶ 153 in Consul5 

“People can see the differences that you make within the community. You're not flying in, building 
something, exploit the area and then you disappear because you don't have any value in any aspect 66:47 
¶ 157 in Consul5 

Consul5 “We have to navigate putting basic constraints of what we can and what we cannot do, and what 
we have to do, do it as a partnership to tackle these things because we are very small from a global 
economic impact perspective and how you wanna drive these things and if we don't come together, it's 
either gonna be each one for himself but we're not gonna solve societies issues” 66:53 ¶ 281 in Consul5 

Serv1 “It's also something that we all need to contribute to you know, we need to be addressing the 
sustainable development goals, for example. So we've collaborated with one of our clients” 67:20 ¶ 73 in 
Serv1 

Serv2 “What's material to our business to our customers, to our stakeholders, we then can be able to 
adjust what's of importance to them and what's a priority to them. And then when we develop the particular 
program, so you have your overarching strategy and then when you develop each program, you also take 
stakeholder feedback into consideration.” 70:4 ¶ 19 in Serv2 
“A lot of our programs are co-created with different stakeholders.” 70:5 ¶ 19 in Serv2 
“We work closely with other corporates because the only way you can execute is to be able to co-create 
programs with others, is to involve them in it and to also recognize that you can't do everything alone.” 70:6 
¶ 21 in Serv2 
“You need to deliver through others.” 70:7 ¶ 23 in Serv2 

FinServ3 “Sustainability and positive impact is only going to happen if everybody works as a collective and 
that's why it's not about you.” 69:14 ¶ 32 in FinServ3 

FinServ2 “So, we joined the net zero asset owners’ alliance in 2022. Now what they do is they give you the 
opportunity, they give you a year to meet their targets, so they've got minimum targets that as alliance 
members you should be meeting from a like a decarbonization perspective. Now we looked at those 
targets… We looked at the target to say we can't meet these targets just from the way our economy is 
structured… So, what we said is we set lower targets, and we submitted those. Obviously, we then got a 
red letter to say these targets are not ambitious enough and what we did is the CEO and myself, we sat 
down, we wrote a letter to the alliance to say there are things that you don't understand about working on 
the African context that actually make our targets not unambitious. They're actually probably more 
ambitious than the targets you've set, but it means we need to look at other things other than your focus, 
which is on the E of ESG. For us, the S is far more pressing from an African perspective. Here's why. Here 
are some of the systemic things that make our target actually very ambitious, even though it's lower than 
yours from your perspective. And the response was great, the response was maybe we need this kind of 
thinking, we need this kind of insight because we're all, you know dealing with alliances and the X's and the 
whatever that is. We're all still in Europe, we're not really worried about, you know, bringing more people 
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into the economy and improving standards of living, they're pretty good. We're worried about the 
environment the most…”72:24 ¶ 22 in FinServ2 
“Joining the alliance for example has led to direct flows of international funds into projects on the African 
continent in some of the markets that we operate in.” 72:30 ¶ 36 in FinServ2 

FinServ1 “Be very clear on how we believe we can make a positive impact and then reach out to the 
appropriate stakeholders.” 76:4 ¶ 31 in FinServ1 
“We do not operate in a vacuum, and I don't think that we can be successful as an organisation or that the 
country can be successful if we do not work together with our respective stakeholders.” 76:26 ¶ 152 in 
FinServ1 

 

5.4.1.2. In-case analysis of evidence 

Blue Group – Heavy Industry 

There were diverse insights from the participants within this group. Value creation is noted 

as an outcome of a sustainable business as indicated in HeavI2’s statement which says: 

“So as long as the business keeps growing then there is value creation.”  

HeavI3, on the other hand, mentioned the co-creation of value through partnerships with 

global organisations to deliver value to the communities within which the organisation 

operates. HeavI1 mentioned that their organisation is in business to make money as well 

as to be altruistic; the latter will ensure that they remain in business for longer. This indicates 

the vested interests that exist between the organisation and its stakeholders where the 

organisation benefits from benefiting the communities within which it operates. 

Green Group – Consultancy 

There were varying insights within the green group. Consul2 gave examples of where the 

value being created by an organisation was an outcome of the implementation of its 

strategies, mentioning the positive impact the organisation’s activities have had on multiple 

stakeholders. Similarly, Consul 3 pointed out that where organisations apply a sustainability 

lens to their business models, the outcome tends to be mutually beneficial to the 

organisation and multiple stakeholders. Consul1 and Consul4 emphasised the importance 

of collaborating with other organisations to achieve greater impact. Consul5 highlighted the 

importance of partnering with other organisations to solve societal and social issues. 

Grey Group – Services 
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There were similarities in the insights shared by the participants in this group. Serv1 

mentioned that all organisations need to contribute towards the sustainable development 

goals; as a result, their organisation collaborates with clients for greater impact. Similarly, 

Serv2 mentioned that within their organisation, a lot of their programmes are co-created 

with different stakeholders. The participant further expressed the need to collaborate with 

organisations to deliver value, saying “We work closely with other corporates because the 

only way you can execute is to be able to co-create programs with others, is to involve them 

in it and to also recognize that you can't do everything alone.”      

Orange Group – Financial Sector 

FinServ3 started off by pointing out that sustainability and making a positive impact require 

a collective effort. Similarly, FinServ1 mentioned that their organisation collaborates with 

other stakeholders to make a positive impact. The participant said the following statement: 

“We do not operate in a vacuum, and I don't think that we can be successful as an 

organisation or that the country can be successful if we do not work together with our 

respective stakeholders”, highlighting the importance of multi stakeholder collaborations for 

greater impact.  

Insights shared by FinServ2 highlighted the importance of advocating for the needs of Africa 

as a member of a global alliance body, saying that often the global targets are focused on 

the environmental aspects, while from an African context the social aspects are far more 

pressing. Therefore, for their organisation, it was crucial to adjust the global targets to 

account for the local context, and to explain to the alliance body why these targets were 

appropriate relative to the alliance body's set targets. The participant also mentioned that 

for their organisation, joining the global alliance body has resulted in direct capital flows 

from international funds into projects in markets within which they operate on the African 

continent, indicating the value created through joining the global alliance body. 

5.4.1.3. Cross-case analysis of evidence 

Except for the purple group, all the groups mentioned the importance of collaborating with 

other stakeholders for greater impact.  

The blue group mentioned that as long as the organisation keeps growing, value will be 

created for multiple stakeholders. Similarly, the green group mentioned that the ultimate 
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objective of an enterprise is value creation. Value creation is therefore seen as an outcome 

of an organisation's business. 

FinServ2 in the orange group had a unique point of view. They said that as a member of a 

global alliance body, it was important for their organisation to speak up for the needs of the 

African continent by changing globally set goals to include things that are more important 

for Africa, such as the social issues that are far more pressing for Africa. The participant 

mentioned that being a member of the alliance body has resulted in direct investments on 

the African continent, indicating value creation for multiple stakeholders.  

5.4.1.4. Conclusion of analysis of evidence on Value creation and delivery 

According to the researcher's analysis of the evidence, addressing sustainability-related 

aspects necessitates interorganisational and multi-stakeholder collaboration, as the groups 

mentioned.  

Value creation for multiple stakeholders is therefore an outcome of a sustainable business 

model, as illustrated in the following statement from Consul3:  

By taking this sustainability lens through, you actually say you know you have to put 

it as part of your strategy to say what is happening within our business model around 

this pollution. How do we divert it? How do we make sure there’s clean water? So, 

it's all integrated and it can be mutually beneficial for both the community 

communities, the business, regulators, public sector, etc. 

A unique insight shared in the orange group highlights the importance of organisations 

joining global alliances in order to influence the direction of globally set targets and make 

them adaptable to the African context. As mentioned by FinServ2, global alliance bodies 

often place more emphasis on the environmental aspects, whereas the social aspects are 

far more pressing for the African continent. Furthermore, being a member of such alliances 

can channel direct investments into projects on the African continent, as mentioned by 

FinServ2, thus creating value for multiple stakeholders. 
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5.5. Conclusion  

In conclusion, several subthemes emerged from the findings. Table 25 provides a summary 

of the sub-themes identified under each of the themes. These have been grouped by 

research question or construct.  

Table 25: Summary of sub-themes emerging from the findings 

Constructs Themes Sub-themes 
Boundary Work Exploring boundaries (Existing) • Understanding stakeholder landscape 

• Stakeholder mapping and double 

materiality assessment 

• Stakeholder prioritisation 

• Identification of risks and opportunities 

Barriers and Enablers (New) • Limited resources 

• Organisational Design – Silos and 

fragmented reporting  

• Misalignment between short term KPIs and 

long term organisational objectives 

• Culture transformation and mindset change 

• Organisational design – Integration of key 
Governance framework  

• Global Standards and Listing requirements  

Identifying (Brokering) boundaries 

(Existing)  

• Understanding stakeholder needs 

• Trade-offs 

• Leadership driven 

Implementing boundary change 

(Existing) 

• Embedding sustainability 

• Engaging stakeholders 

• Aligning functions internally 

• Integration into remuneration structures 

and KPIs 

SBMI Multi stakeholder engagement 

(Existing) 

• Enhance stakeholder relations 

• Engagements across value chain 

• Distinct relationships across different 

sectors 

• Promote collaborative partnerships 

• Collaboration purposes 

• Engagement tactics  
• Engagement tools 

Internal Stakeholder buy-in (New) • Leadership support 

• Employee buy-in 

• Education, training and awareness 
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• Frameworks for intra-organisational 

alignment 

• Demonstration of value 

Balancing environmental and 

social impact (Existing) 

• Balancing conflicting priorities - trade-offs 

• Localisation of global targets 

• Local context is key 

Multi Stakeholder 

Alignment 

Interdependence (Existing) • Interdependent stakeholder relationships 

• Systems thinking and approach 

Shared goals (Existing) • Interests and values alignment 

• Clarity on Negotiable and non-negotiable 

interests 

Stakeholder relationships 

(Existing) 

• Trust 

• Listening and understanding 

• Proactive and continuous engagements 

• Consistency, transparency and honesty 

• Dedicated resources 

• Understanding of cultural nuances and 

tribal authorities 

Value Creation Value creation and delivery 

(Existing) 

• Outcome of a sustainable business model 

• Collaboration and Co-creation 

• Mutual benefit 

Value Capture (Existing) Not discussed as no finding in empirical 

data 
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6. Chapter 6: Discussion of findings 

6.1. Introduction 

This chapter discusses the findings from Chapter 5 by comparing them to the literature. The 

sections of this chapter have been organised by research question as per Chapter 5. Each 

of the themes for each research question or sub-question is discussed and compared with 

the literature reviewed in Chapter 2. Each section begins with a recap of the findings from 

Chapter 5 and the literature from Chapter 2 for ease of reference, followed by a presentation 

of the discussion of the findings with the literature in order to conclude on each theme. 

 

An additional process is followed for the new themes that emerged from the data analysis. 

This process is a systematic, consistent, and replicable process, as described below, to 

ensure the research rigour and internal validity of the findings. Each section concludes with 

the research question outcomes, and a revised conceptual framework included at the end 

of the chapter. 

 

In Chapter 5, the findings identified both new and existing themes. For each of the existing 

themes, the findings are discussed in comparison to the literature reviewed in Chapter 2 

and a conclusion drawn on the comparative analysis for each theme. In instances where 

the findings presented differences or nuances of difference in relation to the literature 

reviewed, the researcher conducted a three-step process to actively search for additional 

scholarly sources and to confirm the validity of these differences in relation to the extant 

literature. By following this systematic process, which is not exhaustive but indicates that 

the researcher conducted a systematic search, the researcher can verify whether the 

findings from the preceding chapter were already discussed in the existing literature or 

whether these findings can be claimed as a potential refinement to the existing body of 

knowledge.  

The three steps followed by the researcher are as follows: 

Step 1: 
Selected three articles used in the literature review in Chapter 2 and conducted key word 

searches of the theme to identify if the subject was covered in one of these sources but not 

included in the literature review.  

Step 2: 
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Where no mention of the theme could be found under Step 1, the researcher selected three 

top scholars from the literature already reviewed. The researcher searched for relevant and 

recently published (in the last 5 years) articles written by these scholars on the topic to 

identify sources from top scholars that had not already been discussed in the literature 

review. A key word search was then conducted on the theme. In instances where literature 

was found on the theme following the word search, the researcher analysed the findings 

with this literature further to determine whether any differences or similarities existed. In 

instances where no literature could be found after conducting this step, the researcher 

proceeded to conduct Step 3. 

Step 3: 
The researcher conducted a key word search for each of the relevant constructs and 

themes in three current top journals. Where the search returned relevant literature, like in 

Step 2, the researcher analysed the findings with this literature further to identify any 

differences or similarities. Where the search returned no results, the researcher considered 

this to be indicative of a potential difference and potential contribution to the existing body 

of knowledge. 

The words used for the key word searches in each of the above steps have been declared. 

If any of the previously mentioned steps introduced new literature, this literature was only 

discussed in this chapter and the references included in the reference list. This is over and 

above the literature already reviewed in Chapter 2.  

6.2. Research Question 1: Boundary Work and SBMI 

6.2.1. RQ1: Theme 1 – Exploring Boundaries 

6.2.1.1. Recap of findings on Exploring Boundaries 

The findings indicated that organisations are spending time understanding the stakeholder 

landscape relative to their organisation. Organisations engage with different stakeholders 

across organisational boundaries to understand the organisation’s impacts on these 

stakeholders and the impact these stakeholders have on the organisation.  

While the groups shared similar experiences in double materiality assessments and 

stakeholder mapping, the findings highlight the diversity of their stakeholder communities 

and the varying impacts of different stakeholder groupings. Consequently, the prioritisation 



106 
 

of stakeholders varies across organisations/ groups. The findings revealed a strong 

emphasis on consumers and regulators for the financial sector, and communities and 

unions for the heavy industry.  

The consulting group's feedback emphasised that the stakeholder mapping exercise should 

not only focus on key stakeholders, but also consider potential stakeholders who the 

organisation may impact. This insight highlights how broad the stakeholder mapping 

exercise should be in order to ensure that the organisation understands the various impacts.  

The Financial Sector (orange) group also provided unique insights pertaining to exploring 

boundaries, seeing this as an opportunity to identify both risks and opportunities. This was 

different from the Heavy Industry (blue) group, which viewed exploring boundaries as a risk 

mitigation exercise. 

There is an emphasis on upfront stakeholder engagements by the blue group prior to the 

implementation of sustainable strategies. Similarly, the grey group stated that they gather 

feedback from all stakeholders during engagements to inform the development of 

sustainable strategies. 

6.2.1.2. Recap of literature on Exploring Boundaries 

While organisational boundaries are not always explicit, scholars such as Velter et al. (2020) 

and Ziaee Bigdeli et al. (2021) consider them crucial for understanding how relationships 

within and without the organisation are perceived, regulated and managed.  

Scholars Velter et al. (2020, 2021) and Cevera & Freeman (2020) have revealed that 

organisational boundaries are dynamic, evolving through interactions with other 

stakeholders, a trend that has persisted since the emergence of corporate social 

responsibility.  

According to Velter et al. (2020), exploring boundaries entails “exploring the current state of 

boundaries in the value network” in order to understand the external context better, as well 

as to understand crucial areas of potential conflict between the focal organisation and its 

stakeholders (Velter et al., 2020). 

Insights from scholars Freudenreich et al. (2019) propose a categorisation of different 

stakeholders into stakeholder groupings as a way of simplifying complex stakeholder 

networks. Additionally, the scholars propose that an organisation should conduct an in-
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depth analysis of its stakeholder network before conducting a sustainability analysis of its 

business model. This stakeholder network can be categorised into five general categories, 

namely customers, business partners, employees, societal stakeholders, and financial 

stakeholders. Freudenreich et al. (2019) further mention that mapping stakeholders in this 

way allows for a more comprehensive analysis of an organisation's business model for 

sustainability. 

6.2.1.3. Discussion of the findings with the literature on Exploring Boundaries 

The research findings reveal that organisations are spending time understanding their 

stakeholder landscape as they consider this important for implementing sustainable 

strategies. This is done through engagements with different stakeholders across the 

boundaries of the organisation to understand how the organisation impacts these 

stakeholders and how these stakeholders impact the organisation. This insight was similar 

to how scholars Velter et al. (2020) and Ziaee Bigdeli et al. (2021) consider the process of 

exploring organisational boundaries crucial in understanding internal and external 

organisational relationships and how these relationships are perceived, regulated and 

managed. The findings further confirm insights from Velter et al. (2021) and Cevera & 

Freeman (2020) who refer to the nature of organisational boundaries as not being static 

and how these boundaries surface and change through stakeholder interactions. 

Scholars Freudenreich et al. (2019) propose categorising different stakeholders into 

stakeholder groupings to simplify complex stakeholder networks, and the findings regarding 

double materiality assessments and stakeholder mapping confirm this proposal. 

While Freudenreich et al. (2019) only referred to the five categories of stakeholders who 

already have a relationship with the organisation, they alluded to the importance of including 

all relevant stakeholder groups, including those that may be considered to inconvenience 

the organisation and do not fall within the five categories mentioned above. The findings 

confirmed this insight that emphasised that the stakeholder mapping exercise should not 

only look at key stakeholders but should also consider potential stakeholders who may be 

impacted by the organisation, indicating the possibility of more stakeholder categories than 

the ones mentioned above. 

The findings further identified consumers/ customers, and regulators as key stakeholders 

for the financial sector, and unions and communities as key stakeholders for the heavy 

industry. The findings confirm the discussion in literature where Velter et al. (2020) referred 
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to the process of exploring boundaries, noting that it entails understanding the external 

context better. By understanding the external context better, organisations are able to 

determine which stakeholder groups are more crucial to their business. Furthermore, the 

findings where the process of exploring boundaries is seen as an opportunity to identify 

risks and opportunities can be compared to what Velter et al. (2020) refer to as 

understanding the external context better to understand potential areas of conflict. 

The findings illustrated the importance of engaging stakeholders upfront prior to the 

implementation of sustainable strategies to incorporate any feedback obtained during the 

engagements in the development of sustainable strategies. This is similar to what is 

mentioned in literature by Freudenreich et al. (2019) noting that an organisation's 

stakeholder network should undergo an in-depth analysis before its business model for 

sustainability, underscoring the significance of upfront stakeholder engagement before the 

innovation of an organisation's business model for sustainability.    

6.2.1.4. Conclusion of the discussion of findings for RQ1 – Theme 1 

There were similarities between the findings and the literature on exploring boundaries. 

The research findings confirmed the literature pertaining to exploring boundaries. In 

exploring organisational boundaries, the research findings confirmed that organisations are 

interacting with multiple stakeholders to understand how the organisation impacts and is 

impacted by these stakeholders as referenced in literature where exploring organisational 

boundaries is crucial in understanding stakeholder relationships (Velter et al., 2020 and 

Ziaee Bigdeli et al.,2021). This also confirms that organisational boundaries are not static 

(Velter et al., 2021 and Cevera & Freeman, 2020). They surface and change through 

stakeholder interactions as highlighted in the double materiality assessments conducted by 

the organisations through which certain stakeholder groups are identified as more important 

than others, and this being different for each organisation or industry. In line with the 

discussion in the literature, the research findings confirmed the importance of upfront 

stakeholder engagements preceding the implementation of sustainable strategies 

(Freudenreich et al., 2019).  

There were no differences noted between the research findings and the literature on 

exploring boundaries in the context of SBMI. The findings therefore add to the existing body 

of knowledge. 
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6.2.2. RQ1: Theme 2 – Barriers and Enablers of Boundary work 

6.2.2.1. Recap of findings on Barriers and Enablers 

The findings indicated that there are certain barriers and enablers to boundary work. While 

different groups highlighted different things in this regard, reference to the limitation of 

resources, both human and financial, was highlighted as a barrier across the groups. 

Organisational design can either enable or hinder boundary work. On the one hand, a siloed 

and fragmented organisational design can compromise innovation opportunities and lead 

to inefficient resource allocation. On the other hand, an organisational design that integrates 

relevant departments such as strategy, risk, and sustainability, all reporting to the same 

manager, can effectively promote sustainability by ensuring seamless integration and clear 

visibility of the overall picture. 

The results highlighted that when leaders' short-term KPIs are not in line with the 

organisation's long-term sustainability goals, it leads to shortsightedness. This makes 

leaders less likely to think about the long term when making decisions right now, which acts 

as a barrier.  

The findings further indicated that governance frameworks are useful for ensuring internal 

alignment, i.e., enabling intra-organisational alignment. Global standards and listing 

requirements were also regarded as enablers to boundary work, both internally and 

externally.  

The findings also highlighted the importance of transforming the culture within the 

organisation to ensure that all employees buy into and commit to what the organisation 

seeks to achieve, with this culture change starting with the leadership of the organisation. 

Furthermore, the findings indicated how important it is for leaders to change their perception 

of sustainability being a cost activity, as this acts as a barrier to boundary work. 

In summary, the findings revealed the following as barriers and enablers to boundary work: 

Barriers 

• Limited Resources 

• Organisational Design – Silos and Fragmented Reporting 

• Misalignment between short-term KPIs and long-term organisational objectives 
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Enablers 

• Culture Transformation and mindset change 

• Organisational Design – Integration of key departments 

• Governance Frameworks 

• Global Standards and Listing requirements 

6.2.2.2. Recap of literature on Barriers and Enablers to Boundary work 

There was no evidence of the theme “barriers and enablers to boundary work” in the 

literature reviewed in Chapter 2 at this stage. As such, the three-step process described 

under 6.1 above was followed.  

Three-step process 

Step 1 

The following three articles already used in the literature reviewed in Chapter 2 were 

selected for conducting the key word search: Ziaee Bigdeli et al. (2021); Velter et al. (2020); 

and Langley (2019).  

The words used for the key word search to search for barriers were: “barrier”; “limit*”; 

“challenge”; “restrict*”; “hinder”; “hindrance”; “difficult”; “inhibit”; “prevent”; “interfere”; and 

“obstacle”.  

The words used for the key word search to search for enablers were: “enabler”, “enable”, 

“facilitate”, “promote”, “driver” 

There were several matches for the key words in the three selected articles. Upon analysing 

the literature further, the researcher found that the discussions in the literature were not 

quite relevant to the theme “barriers and enablers to boundary work” in the context of SBMI.  

However, in their discussion of exploring servitization challenges through an organisational 

boundary perspective, scholars Ziaee Bigdeli et al. (2021) highlighted the necessity for 

organisations, specifically manufacturers, to modify their organisational structure to 

facilitate the transformation of their product-service business model. While this corresponds 

to the finding that refers to organisational design being either an enabler or a barrier to 

boundary work, Ziaee Bigdeli et al. (2021) did not elaborate further on this point. 

Given that the search did not result in any mention of the theme, the researcher proceeded 

to conduct Step 2 of the process. 
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Step 2 

The following scholars, from the literature already reviewed, were selected for the key word 

search: Nancy Bocken, Martin Geissdoerfer, and Ann Langley. The researcher searched 

for articles that were published by these scholars in the last five years on the topic.  

The search returned the following recent articles: 

Scholar Article Title Article Authors 
Ann Langley The Interplay of Inter- and Intraprofessional 

Boundary Work in Multidisciplinary Teams 

Comeau-Vallée & 

Langley (2020) 

Nancy Bocken Barriers and drivers to sustainable business 

model innovation: Organisation design and 

dynamic capabilities 

Bocken & Geradts 

(2020) 

Martin 

Geissdoerfer 

Drivers and barriers for circular business 

model innovation 

Geissdoerfer et al. 

(2023) 

 

There were several matches of the key word search in all three articles. Upon closer 

inspection, the researcher found that out of the three articles, only one was relevant to the 

theme. Comeau-Vallée & Langley (2020), while they discuss boundaries and boundary 

work, their focus is on inter and intra-professional boundaries within multidisciplinary teams, 

looking at relationships across different professional levels within professional groups and 

how these relationships interplay between competitive and collaborative boundary work. 

Geissdoerfer et al. (2023) on the other hand discuss the drivers and barriers for circular 

business model innovations. These drivers and barriers are classified under five categories 

(financial, legal, market, technical and organisational) and focused more on the product, i.e. 

product innovation. Geissdoerfer et al. (2023) and Comeau-Vallée & Langley (2020) were 

found to be unrelated to the theme and therefore irrelevant for this discussion. The only 

literature that was found to be relevant for this discussion was Bocken & Geradts (2020). A 

deeper analysis of the literature was therefore only conducted on Bocken & Geradts (2020).  

The analysis indicated some similarities as well as some nuances of difference when 

comparing the findings to the literature. The discussion will unpack the findings related to 

barriers and enablers separately. 
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Discussion on Barriers 

Scholars Bocken & Geradts (2020) discuss barriers (and drivers) to SBMI with a focus on 

organisational design and dynamic capabilities. The literature aggregates barriers into three 

dimensions: institutional, strategic, and organisational. In their discussion of institutional 

barriers, the scholars discuss how focusing on maximising shareholder value can negatively 

impact on SBMI. This is similar to the research findings that indicated that the misalignment 

between short-term KPIs and the long-term objectives of the organisation can impact on 

how leaders navigate boundary work in the context of SBMI. In other words, if the leaders’ 

short term KPIs are linked to the achievement of certain financial performance targets, the 

leaders would focus on these KPIs at the expense of SBMI. The findings on the 

misalignment between short-term KPIs and long-term organisational objectives can also be 

compared to the findings in the literature that identify short-termism as another barrier to 

SBMI. Similar to the research findings, scholars Bocken & Geradts (2020) found that SBMI 

requires long-term thinking. 

Another finding in the literature Bocken & Geradts (2020) pertained to the strategic barrier 

of functional strategy. Here the scholars identified how silos and restrictive functional 

strategies can negatively impact on SBMI. This was similar to the research findings where 

a siloed and fragmented organisational design was seen as a barrier to boundary work. This 

prevented intra-organisational collaboration as seen in both the research findings and the 

findings in the literature. 

Scholars Bocken & Geradts (2020) also discussed the lack of financial and human 

resources as an operational barrier to the SBMI process. This was similar to what was 

indicated in the research findings where limited resources were considered to have an 

impact on the boundary work process.  

Discussion on Enablers 

Like the barriers, the scholars aggregate drivers [enablers] into three dimensions – 

institutional, strategic, and operational. Despite the literature's focus on drivers and enablers 

for dynamic capabilities in SBMI, there were some similarities with the research findings.  

Bocken & Geradts (2020) indicate the need for organisations to have a balanced focus on 

shareholder and stakeholder value; embrace ambiguity by moving beyond the perception 

of sustainability being a trade-off between social and business needs; alignment of social 

and shareholder needs; the need to co-create with external stakeholders; strategically 
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focusing on SBMI; being patient when investing in SBMI initiatives; developing employees 

and exposing them to stakeholders; top management’s involvement in sustainability 

projects; autonomous structures; dedicated resources for SBMI; and having performance 

metrics that are geared toward sustainability.  

In the research findings, organisational culture transformation and mindset change was 

identified as an enabler to boundary work in the context of SBMI. The findings indicated the 

importance of transforming the culture within the organisation to ensure that all employees 

buy into and commit to what the organisation seeks to achieve. Furthermore, the findings 

indicated how important it is for leaders to change their perception of sustainability being a 

cost activity. This was similar to Bocken & Geradts (2020) where they referred to moving 

beyond the perception of sustainability being a trade-off between social and business 

needs. Additionally, the scholars indicated the need to develop employees through training 

and development programs to create like-mindedness within the organisation. 

There were also differences noted. The findings regarded an organisational design that 

integrated key departments as an enabler to boundary work in the context of SBMI, while 

the literature emphasised the importance of structurally separated autonomous units as an 

enabler to dynamic capabilities in SBMI.  

The literature review made no mention of governance frameworks, global standards, or 

listing requirements.  

Upon finding literature on the theme during Step 2, the researcher decided not to proceed 

with Step 3. 

6.2.2.3. Conclusion of the discussion of findings for RQ1 – Theme 2 

On the basis of the search, there was literature on the theme of barriers and enablers. While 

there was no specific mention of boundary work, the barriers and enablers identified in the 

literature were also in the context of SBMI. The researcher could therefore draw similarities 

between the research findings and the literature.  

There were similarities between the findings on barriers when compared to the literature. 

Despite the references in the literature being in the context of the SBMI process itself, these 

barriers could be translated to the boundary work process in SBMI. There were therefore 

no differences noted between the research findings and the extant literature. The findings 

add to the existing body of knowledge 
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On the drivers/ enablers, only the finding on organisational culture transformation and 

mindset change was similar to the literature. Again, while the research found this to be 

relevant for enabling boundary work, the literature considered this a driver for dynamic 

capabilities in SBMI (Bocken & Geradts, 2020). Similar to the barriers, this enabler could 

also be translated to the boundary work process in SBMI. There were therefore no 

differences noted between this finding and the extant literature. The finding adds to the 

existing body of knowledge. 

Based on the work conducted, nuances of difference emerged when comparing the findings 

to the literature. The findings identified an integrated organisational design as an enabler. 

This was different from the literature, which identified structurally separated autonomous 

units as enablers. The difference could be attributed to the literature's application of a 

different lens, i.e., dynamic capabilities in SBMI versus boundary work in SBMI.  

Another nuance of difference pertained to governance frameworks, global standards and 

listing requirements. There is no evidence of these subthemes in the literature.  

On this basis, these nuances of difference and differences identified will therefore be 

considered as potential sub-themes and included in the revised conceptual framework that 

will be included at the end of this chapter. 

6.2.3. RQ1: Theme 3 – Identifying (brokering) Boundaries 

6.2.3.1. Recap of findings on Identifying Boundaries 

The findings indicated that understanding stakeholders’ needs is crucial for implementing 

sustainable innovations. When stakeholders are engaged and can recognise the value the 

organisation brings, they typically share a common understanding with the organisation on 

what is feasible and achievable by the organisation.  

The findings identified unions (labour groups) as a significant stakeholder group in the 

heavy industry, emphasising the need for organisations in this sector to regularly engage 

with this group to foster positive relationships. The financial sector highlighted customers 

as an important stakeholder group, underscoring the importance of regularly engaging them 

to ensure the provision of relevant products and services. 

The findings also indicated how important it is to carefully manage the various needs of 

stakeholders, highlighting the need for a compromise (give and take) given that it cannot 

always be a win-win relationship. Organisations need to be open, honest, and clear about 
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their capabilities and limitations to meet the demands of multiple stakeholders, especially 

with external stakeholders. 

Furthermore, the research found that when fostering intra-organisational alignment, leaders 

needed to understand the tangible value of adopting sustainable business practices. 

Additionally, the initiative of identifying boundaries was considered leader driven. If the 

leaders believe in the importance of engaging and involving stakeholders in the 

implementation of sustainable innovations, it is likely to cascade down to the rest of the 

organisation.  

6.2.3.2. Recap of literature on Identifying (brokering) Boundaries 

In the literature, boundary negotiation, which is also referred to as boundary brokering 

(Velter et al., 2020), is identified as one of the most common practices for collaboration, 

especially in instances where there is interdependence amongst the various actors (Langley 

et al., 2019). Insights from Langley et al. (2019) indicate that despite the boundary work of 

negotiation being an enabler for collaboration, it is important to recognise that how the 

“ongoing negotiations play out” is influenced by power relations and require an ongoing 

“give and take” to make collaboration possible.  

Boundary brokering is one of three iterative boundary work activities essential for multi-

stakeholder engagement and alignment indicated in the literature by Velter et al. (2020). 

Furthermore, insights from Velter et al. (2020) indicate that it is essential that all 

stakeholders be represented in boundary arrangements for brokering boundaries, failing 

which may result in the SBMI process being jeopardised (Velter et al., 2020). This is required 

for discussing interests as well as trade-offs, and “understandings of value” in order to 

“create willingness for boundary change” (Velter et al., 2020). 

In boundary negotiation, insights from Langley et al. (2019) indicate how managers play an 

important role in reshaping the boundary landscape, creating different spaces for 

interaction. 

6.2.3.3. Discussion of the findings with the literature on Identifying (brokering) 

Boundaries 

The findings indicated that understanding stakeholders’ needs is key to ensure that those 

needs are taken into consideration when implementing sustainable innovations. 

Additionally, the findings indicated that when organisations engage stakeholders, 

stakeholders can see the value the organisation brings, creating some level of 
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understanding between the organisations and its multiple stakeholders on what is feasible 

and achievable by the organisation. This confirmed what was found by scholars Velter et al. 

(2020) who mentioned that all stakeholders should be represented in boundary 

arrangements for brokering boundaries to discuss interest and trade-offs, as well 

understandings of value, thus “creating willingness for boundary change”. 

The findings also indicated the importance of carefully managing various stakeholder 

needs, highlighting the need for a compromise (give and take) given that it cannot always 

be a win-win relationship. This is similar to what was found by Langley et al. (2019) who 

indicated that despite the boundary work of negotiation being an enabler for collaboration, 

it is important to recognise that how the “ongoing negotiations play out” is influenced by 

power relations and require an ongoing “give and take” to make collaboration possible. This 

was also similar to Velter et al. (2020) who mentioned this in relation to boundary 

arrangements for brokering boundaries as already highlighted above.  

Both the findings and the literature reviewed identified boundary brokering to be crucial in 

fostering alignment and understanding, particularly with external stakeholders.  

The findings identified the initiative of identifying boundaries as leader driven. This is similar 

to insights from Langley et al. (2019) who highlighted the important role managers play in 

reshaping the boundary landscape, creating different spaces for interaction. According to 

the research findings, if leaders believe in the importance of engaging and involving 

stakeholders in the implementation of sustainable innovations, this is likely to cascade down 

to the rest of the organisation.  

Although not explicitly mentioned in the literature, the findings emphasised honesty and 

transparency as key components in the boundary negotiation/brokering process.  

6.2.3.4. Conclusion of the discussion of findings for RQ1 – Theme 3 

The research findings confirmed the literature on identifying (brokering) boundaries. In 

brokering boundaries, the findings confirmed that organisations are engaging different 

stakeholders in their innovation processes to ensure that various stakeholder needs are 

taken into consideration. These engagements were found to be crucial in fostering 

alignment and understanding on what can and cannot be achieved by the organisation, 

therefore confirming what was indicated by scholars Langley et al. (2019) when they 

referred to the need for ongoing give and take to make collaboration possible. The findings 

also confirmed what was indicated by Velter et al. (2020) who highlighted the importance of 
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ensuring that all stakeholders are represented when brokering boundaries to discuss 

interests and trade-offs, and understandings of value. Here, the findings emphasised 

honesty and transparency as key components in the boundary negotiation/ brokering 

process. 

The findings also confirmed the important role leaders play in initiating boundary brokering 

activities as indicated by Langley et al. (2019) who mentioned that leaders play an important 

role in reshaping the boundary landscape. The research also found that when leaders of 

the organisation believe in the importance of stakeholder engagement for SBMI, and are 

actively involved in brokering boundaries, this is likely to cascade down to the rest of the 

organisation, further confirming what was indicated in the literature. 

There were no differences noted between the research findings and the literature on 

identifying (brokering) boundaries. The findings therefore add to the existing body of 

knowledge. 

6.2.4. RQ1: Theme 4 – Implementing Boundary Change 

6.2.4.1. Recap of findings on Implementing Boundary change 

The findings indicate that organisations are embedding sustainability into their business 

strategies, operations, and processes to ensure that they consider it in their decision-

making. To drive the correct behaviour internally, sustainability is integrated into the 

organisations’ remuneration structures and executives’ KPIs. Failure to do so negatively 

impacts the implementation of sustainable strategies.  

The findings also indicated that organisations are embedding sustainability-related clauses 

into supplier and client contracts in order to achieve greater outcomes through the value 

chain.  Additionally, the findings revealed that some organisations are actively engaging 

and evaluating their suppliers within their value/supply chain to determine their current 

position in the sustainability journey. This approach enables them to incorporate their 

suppliers into their strategy, potentially resulting in a greater impact across the value chain.  

Furthermore, the findings highlighted the importance of ensuring that functions within the 

organisation are brought together and structured in a way that supports the organisation to 

act on opportunities identified in line with the organisation's overall vision. In addition to this, 

the findings highlighted the importance of engaging different stakeholders to ensure that 

their inputs are considered when shaping the strategic direction of the organisation. The 

findings suggest that organisations that fail to incorporate sustainability into their core 
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strategy either face difficulties in implementing sustainability initiatives or see a reduction in 

their impact.  

6.2.4.2. Recap of literature on Implementing Boundary change 

Bocken et al. (2019) indicated that as organisations experiment with sustainable business 

models, they need to follow an inclusive approach whereby broader stakeholder 

involvement is considered. Velter et al. (2020) emphasised that stakeholders have a 

contribution to make in SBMI. 

Velter et al. (2020) also found that boundary change provides network actors with the 

opportunity to either leverage or hinder value creation depending on how the actors 

“maintain, create and adapt organisational boundaries” in the SBMI process. Additionally, 

Velter et al. (2020) found that boundary change is required “throughout the value network, 

including forms of partner contracting” as well as the roles of actors in circular economy 

models. 

Insights from scholars Velter et al. (2021) indicate that implementing boundary changes 

requires an agreement on boundary reconfigurations, an experimentation with boundary 

reconfigurations, and an embedding of these changes within the organisation. This could 

either happen through formal or informal agreement, as found in the literature. Additionally, 

the scholars indicate that these changes of organisational boundaries could take shape 

through changes in organisational activities, changes in the identity of the organisation, or 

through changes in external relations. 

6.2.4.3. Discussion of the findings with the literature on Implementing Boundary 

change 

To implement boundary changes, organisations are embedding sustainability into their 

business strategies, operations, and processes to ensure that they consider sustainability 

in their decision-making as indicated by the findings. This is similar to what scholars Velter 

et al. (2021) indicate: that implementing boundary change requires agreeing on the 

boundary reconfigurations and embedding these changes within the organisation. 

The findings also indicated that organisations are embedding sustainability related clauses 

into supplier and client contracts to achieve greater outcomes through the value chain. This 

confirms what was found by Velter et al. (2020) indicating that boundary change is required 

“throughout the value network, including forms of partner contracting”.  



119 
 

The findings further highlighted the importance of engaging different stakeholders to ensure 

that their inputs are considered in shaping the strategic direction of the organisation. 

Additionally, the findings indicated that some organisations engage and assess suppliers 

within their value/ supply chain to ascertain where in the sustainability journey each of their 

suppliers are to ensure that they bring them along as part of their strategy, which is likely to 

deliver greater impact across the value chain. These findings were similar to what was 

posited by scholars Bocken et al. (2019) and Velter et al. (2020), highlighting the importance 

of following an inclusive approach when experimenting with sustainable business models, 

and emphasising that stakeholder inclusivity is not because stakeholders may be impacted 

by the SBMI process but also because they have something to contribute towards the SBMI 

process. Furthermore, these findings on engagements across the value chain confirmed 

insights from Velter et al. (2021) who indicated that there must be agreement across the 

value network for boundary reconfiguration. This becomes crucial given the 

interdependencies that exist between actors within the value network as already pointed 

out in the literature. 

The findings also highlighted the importance of ensuring that functions within the 

organisation are brought together and structured in a way that supports the organisation's 

ability to act on opportunities identified in line with its overall vision. This finding again 

confirms what Velter et al. (2021) found: that implementing boundary change includes 

changing activities within the organisation. 

The finding on integrating sustainability into the organisations’ remuneration structures and 

executives’ KPIs to drive the correct behaviour internally was not found in the literature 

reviewed.  

6.2.4.4. Conclusion of the discussion of findings for RQ1 – Theme 4 

The were similarities between the research findings and the literature on implementing 

boundary change. When implementing boundary change, the findings confirmed that 

organisations are embedding these changes in their business strategies, operations and 

processes. The findings also indicated that organisations are embedding sustainability 

related clauses in supplier and client contracts, confirming what was found in the literature 

wherein implementing boundary change could happen through formal or informal 

agreements (Velter et al., 2021). The research findings also confirmed the findings in the 

literature pertaining to multi-stakeholder inclusivity (Bocken et al., 2019 & Velter et al., 

2020). The findings confirmed that stakeholders have a contribution to make towards the 
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experimentation with sustainable business models as found in the literature. In line with the 

findings in the literature (Velter et al., 2021), the process of implementing boundary change 

requires an agreement and engagement across the value chain as indicated in the research 

findings. Lastly, the findings pertaining to functions within the organisation being structured 

in a way that supports the organisation to act on opportunities identified confirmed the 

literature by Velter et al. (2021). 

There were no differences noted between the above research findings and the literature on 

implementing boundary change. The findings therefore add to the existing body of 

knowledge. 

The nuance of difference noted by the researcher pertained to the integration of 

sustainability into the organisations’ remuneration structures and executives’ KPIs to drive 

the correct behaviour internally when implementing boundary change. This was considered 

to be a potential refinement to the existing body of knowledge and will be added as a sub-

theme in the revised conceptual framework 

6.2.5. RQ1: Theme 5 – Multi-stakeholder Engagement 

6.2.5.1. Recap of findings on Multi-stakeholder Engagement 

The findings indicated that stakeholder engagement is an opportunity—rather than a tick-

box exercise—to build good relations with stakeholders. Furthermore, the findings 

highlighted the importance of engaging stakeholders across the organisation’s value chain 

to ensure that the organisation understands the level of impact it is likely to achieve. This 

includes engaging stakeholder groups that may seemingly be opposed to the organisation 

(to get other viewpoints from stakeholders who are looking from the outside in).  

Organisations in the heavy industry found community engagements important, while the 

financial sector found government engagements important. Additionally, the findings 

revealed that organisations in the financial sector frequently invite the government to 

roundtable discussions to discuss specific aspects of legislation. Findings from the purple 

group highlighted that engagements at industry forums are useful for collaboration 

purposes, such as providing input to new legislation impacting the industry. 

Although multi-stakeholder forums are assumed to reduce the number of different 

engagement sessions an organisation would have to have with different stakeholders, the 

findings also indicated the importance of having different engagement tactics to get more 
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out of the engagement sessions. In some instances, group engagements may be 

necessary, but in other instances, one-on-one engagements may be more useful, according 

to the findings.  

Lastly, the findings indicated that organisations are using different avenues and 

mechanisms to engage stakeholders, such as workshops, surveys, one-on-one 

engagements, forums, roundtable discussions, and integrated reporting. This finding 

indicated that integrated reporting is used as an engagement tool and not just a reporting 

tool. 

6.2.5.2. Recap of literature on Multi-stakeholder Engagement 

The literature posits that stakeholder engagement is antecedent to the establishment of a 

value creation process, thus highlighting how critical stakeholder engagement and 

collaboration is for SBMI (Velter et al., 2020). Similarly, Civera & Freeman (2020) refer to 

stakeholder engagement as a precursor to the establishment of joint value creation 

processes amongst stakeholders.  

These stakeholder engagements occur within a ‘value network’, highlighting the potential 

for reciprocal value exchanges (Velter et al., 2020). In this context, central organisations 

examine and explore value creation aspects together with stakeholders (Velter et al., 2020).  

The interdependence of stakeholder interests within a value network is also highlighted by 

Civera & Freeman (2020) who argue that relationships between stakeholders should also 

be seen as interdependent.  

Velter et al. (2020) refer to the nature of sustainable business models as boundary 

spanning, which refers to incorporating “proactive multi-stakeholder management” into the 

business model for value creation. Civera & Freeman (2020) however refer to stakeholder 

engagement as a process of enhancing interactions with stakeholders given its bilateral 

nature, indicating that it promotes collaborative partnerships with stakeholders, allowing 

stakeholders “to become active partners in the value creation process” for the industry and 

society’s overall benefit (Civera & Freeman, 2020).  

6.2.5.3. Discussion of the findings with the literature on Multi-stakeholder 

Engagement 

The findings indicated stakeholder engagement as an opportunity to build good relations 

with stakeholders. This was similar to scholars Civera & Freeman (2020) who found that 
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stakeholder engagements enhance interactions with stakeholders and promote 

collaborative partnerships with stakeholders. 

The findings highlighted the importance of engaging stakeholders across the organisation’s 

value chain, including engaging stakeholder groups that may seemingly be opposed to the 

organisation, to ensure that the organisation understands the level of impact it is likely to 

achieve and to get other viewpoints from stakeholders who are looking from the outside in. 

This finding was similar to Velter et al. (2020) who found that stakeholder engagements 

occur within a ‘value network’, highlighting the potential for reciprocal value exchanges. A 

value network is much broader than a value chain (Velter et al., 2020), however the 

reference to other stakeholder groups in the findings indicates that the engagements go 

beyond customers and suppliers thus confirming that engagements happen across the 

value network.  

Organisations in the heavy industry found community engagements important, while the 

financial sector found government engagements important.  The literature does not explicitly 

discuss these distinct relationships that exist within different industries. 

The findings also highlighted the usefulness of engagements at industry forums for 

collaboration purposes. This can be compared to scholars Civera & Freeman (2020) who 

indicated that stakeholder engagements and interactions promote collaborative 

partnerships, allowing stakeholders “to become active partners in the value creation 

process” for the industry and society’s overall benefit. Through these collaborative efforts at 

industry forums, it can be argued that the organisations become active partners in the value 

creation process as indicated in the literature.  

The findings also indicated the importance of having different engagement tactics to get 

more out of the engagement sessions. In some instances, group engagements may be 

necessary, but in other instances, one-on-one engagements may be more useful. 

Engagement tactics were not discussed in the literature. 

Lastly, the findings indicated that organisations are using different avenues and 

mechanisms to engage stakeholders, such as workshops, surveys, one-on-one 

engagements, forums, roundtable discussions, and integrated reporting. This finding 

indicated that integrated reporting is used as an engagement tool and not just as a reporting 

tool. Engagement tools were also not explicitly discussed in the literature. 
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6.2.5.4. Conclusion of the discussion of findings for RQ1 – Theme 5 

On the basis of the work conducted, there were some similarities and nuances of difference 

identified when comparing the findings to the literature on multi-stakeholder engagement. 

The findings confirmed the literature regarding the importance of stakeholder engagements 

in the value creation process. The findings also confirmed the literature with respect to 

engaging stakeholders across the value network. There being no differences identified 

between these findings and the literature, these findings therefore add to the existing body 

of knowledge. 

The findings presented a nuance of difference from the literature regarding distinct 

stakeholder relationships within different industries or sectors.  The findings indicated that 

organisations in the heavy industry found community engagements important, while the 

financial sector found government engagements important. This finding is therefore 

considered a potential refinement to the literature and will be included as a sub-theme in 

the revised conceptual framework. 

Other notable differences no discussed in the literature related to engagement tactics and 

engagement tools. These findings are also considered potential refinements to the literature 

and will therefore be included as sub-themes in the revised conceptual framework. 

6.2.6. RQ1: Theme 6 – Internal Stakeholder Buy-In 

6.2.6.1. Recap of findings on Internal Stakeholder Buy-In 

The findings indicated the importance of leadership support and buy-in in the 

implementation of sustainable strategies. The green group pointed to the lack of 

understanding of sustainability at the board and executive level, which is possibly the 

reason for the lack of leadership support and buy-in as expressed by the grey group. The 

findings highlighted the importance of taking leaders along a journey and demonstrating 

how a sustainable business can be created to achieve alignment.  

The findings revealed the importance of employee buy-in, leading to a focus on education, 

training, and awareness to equip employees and leaders with the necessary knowledge 

and understanding of the organisation's goals, enabling them to embrace the vision and 

actively participate in its realisation.  
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The findings indicate that the implementation of sustainable strategies requires internal 

stakeholder buy-in at all levels across the organisation, necessitating education, training, 

and awareness to ensure a sufficient understanding of the impact the organisation can 

achieve. Furthermore, the findings indicated that the use of frameworks would be beneficial 

in creating intra-organisational alignment. However, several groups pointed out the 

importance of ensuring that staff have an adequate understanding of what the organisation 

seeks to achieve. 

6.2.6.2. Recap of literature on Internal Stakeholder Buy-In 

There was no evidence of the theme “internal stakeholder buy-in” in the literature reviewed 

in Chapter 2 at this stage. As such, the three-step process described under 6.1 above was 

followed.  

Three-step process 

Step 1 

The following three articles already used in the literature reviewed in Chapter 2 were 

selected for conducting the key word search: Freudenreich et al. (2019); Velter et al. (2020); 

and Parmar et al. (2022).  

The words or phrases used for the key word search were: “internal stakeholder buy-in” 

“internal stakeholder”; “internal buy-in”; “employee”; “employee support”; “manager”; 

“manager support”; “internal stakeholder support”. 

There was no match for the theme in Velter et al. (2020). There were matches identified in 

Freudenreich et al. (2019) and Parmar et al. (2022). The researcher conducted a deeper 

analysis of the literature on these two articles, and did not proceed with steps 2 and 3. 

Freudenreich et al. (2019) point out that in business model literature, employees are 

generally not considered a stakeholder group in the value creation process, despite their 

knowledge and capabilities being crucial. However, the scholars contend that employees 

are "stakeholders in their own right," necessitating their own motivation to contribute value 

to the SBMI process.  

Parmar et al. (2022) discuss a human-centred corporate objective, emphasising how crucial 

it is for organisations to guarantee that all individuals within the organisation comprehend 

the strategy and its impact on their thinking and behaviour, specifically understanding what 

they need to change and what they need to stop doing. This requires more than a 
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comprehension of what the strategy is but also requires constant motivation for them to 

continue with the newly developed behaviour (Parmar et al., 2022). Additionally, employees 

who have bought into the ‘new direction’ should be enlisted to inspire others (Parmar et al., 

2022). 

There needs to be a clear demonstration of the benefits to stakeholders of adopting a new 

strategic focus (Parmar et al., 2022).  And generally, when people see how they are better 

off, they are likely to commit to the new strategy and want to see it work (Parmar et al., 

2022). 

Parmar et al. (2022) advocate for purpose driven strategies, indicating that “purpose unifies 

management, employees, and communities” (p. 572). Furthermore, the scholars indicate 

that purpose “provides a framework for consistent decision-making” (p.572).  

6.2.6.3. Discussion of the findings with the literature on Internal Stakeholder Buy-in 

The findings indicated the importance of leadership support and buy-in as well as employee 

buy-in in the implementation of sustainable strategies. The lack of understanding of 

sustainability at the board and executive level was identified as a potential reason for the 

lack of leadership support and buy-in.  Along with emphasising the need for buy-in from all 

stakeholders within the organisation, the findings also emphasised the significance of 

educating, training, and raising awareness to make sure that leaders and employees alike 

get the knowledge and understanding required to support the organisation's goals and play 

a part in making them come true. The findings confirm the literature that emphasises the 

significance of ensuring that all individuals within the organisation, including boards, 

executives, and employees, comprehend the strategy and its implications (Parmar et al., 

2022). The findings further confirm what scholars Parmar et al. (2022) and Freudenreich et 

al. (2019) indicated regarding employees requiring constant motivation to continue with 

newly developed behaviours and to add value to the SBMI process. 

A nuance of difference was identified between the findings and the literature. The findings 

made an explicit reference to leadership support being crucial for the implementation of 

sustainable strategies, and there was no evidence of such a reference in the literature.  

Scholars Parmar et al. (2022) suggest that organisations should enlist employees who have 

embraced the 'new direction' to inspire others, yet the literature lacks evidence on the 

significance of education, training, and awareness in fostering buy-in. 
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The findings further highlighted the importance of taking leaders along a journey, 

demonstrating how a sustainable business can be created to achieve alignment. This was 

similar to scholars Parmar et al. (2022) who indicated that there needs to be a clear 

demonstration of the benefits to stakeholders of adopting a new strategic focus. In addition 

to this, generally when people see how they are better off, and see the business as a “force 

for good”, they are likely to commit to the new strategy and want to see it work (Parmar et 

al., 2022). The findings therefore confirmed the literature with respect to the demonstration 

of benefits to stakeholders to inspire commitment. 

Lastly, the findings indicated that using frameworks can be beneficial in creating intra-

organisational alignment. There was no evidence of this finding in the literature. 

6.2.6.4. Conclusion of the discussion of findings for RQ1 – Theme 6 

On the basis of the work conducted, there were some similarities and nuances of difference 

identified when comparing the findings to the literature on stakeholder buy-in. 

The findings confirmed the literature referring to the importance of ensuring that all 

stakeholders within the organisation understand the strategy and understand its 

implications (Parmar et al., 2022). The findings also confirmed the literature regarding 

employees requiring constant motivation to add value to the SBMI process (Parmar et al., 

2022; Freudenreich et al., 2019). Lastly, the findings confirmed the literature regarding the 

demonstration of benefits to stakeholders in order to inspire commitment (Parmar et al., 

2022). There being no differences identified between these findings and the literature, these 

findings therefore add to the existing body of knowledge. 

A nuance of difference was identified pertaining to the explicit reference to leadership 

support in the findings, where no evidence of such could be found in the literature. This 

indicates a potential refinement to the literature and will be included as a sub-theme in the 

revised conceptual framework.  

The literature did not provide any evidence regarding the significance of education, training, 

and awareness in inspiring buy-in. Based on the work conducted, this also indicates a 

potential refinement to the literature and will be included as a subtheme in the revised 

conceptual framework. 

Lastly, there was no reference to frameworks being beneficial in creating intra-

organisational alignment in the literature. Based on the work conducted, this also indicates 
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a potential refinement to the literature and will be included as a sub-theme in the revised 

conceptual framework. 

6.2.7. RQ1: Theme 7 – Balancing environmental and social impact 

6.2.7.1. Recap of findings on Balancing environmental and social impact 

The findings indicated that when organisations implement sustainable strategies, they need 

to balance conflicting priorities given the limited funds available. Moreover, the findings 

indicated that consideration needs to be given to local context to prioritise the things that 

are going to make a difference.  

The findings indicated that South Africa has more social issues compared to the other 

developed countries, which often set global targets from an environmental perspective. As 

a result, organisations need to be willing to make trade-offs in order to address the social 

needs of the communities within which they operate, as indicated in the findings. In addition, 

a finding from FinServ2 in the orange group revealed that, as an organisation, addressing 

inequality, creating jobs, and decreasing poverty is fundamentally important, necessitating 

the adjustment of globally set targets to suit this context.  

The findings further underscored the importance of striking the right balance, suggesting 

that when organisations have the potential to negatively impact the environment in order to 

achieve greater social impact, they must acknowledge this potential negative impact and 

be prepared to make the necessary trade-offs. Therefore, as indicated in the findings, local 

context needs to be considered when implementing sustainable strategies in order to 

address or balance both environmental and social issues within a South African context. 

6.2.7.2. Recap of literature on Balancing environmental and social impact 

Sustainable business models integrate to sustainability, concepts, goals and principles in a 

systematic manner with the aim of maximising benefits while reducing negative economic, 

social and environmental impacts (Silvestre et al., 2022).  

Sustainable business model innovation can therefore be defined as having a significantly 

positive, or reducing a significantly negative, impact on the environment and society (Sousa-

Zomer & Cauchick-Miguel, 2019). It involves changing the way in which organisations do 

business to tackle environmental and social challenges (Velter et al., 2021, 2022).  
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When developing and planning sustainability strategies, the competing balances between 

economic, social, and environmental dimensions need to be managed (Silvestre et al., 

2022). 

Although a win-win can sometimes be an obvious outcome, it may not be so in other cases 

therefore requiring trade-off solutions in managing these dimensions (Silvestre et al., 2022). 

These tensions have created opportunities and challenges, serving as a stimulus to 

innovation (Silvestre et al., 2022). 

6.2.7.3. Discussion of the findings with the literature on Balancing environmental and 

social impact 

The findings indicated that when organisations implement sustainable strategies, they are 

needing to balance conflicting priorities given the limitation of funds available. The findings 

further indicated that finding the right balance is going to be crucial, indicating that in 

instance where there is a likelihood of organisations having a negative impact on the 

environment to realise greater social impact, the organisations should be aware of this 

negative impact and be willing to make these trade-offs. This confirmed what scholars 

Silvestre et al. (2022) found, recognising the tensions between the environmental, social 

and economic dimensions. Silvestre et al. (2022) indicated the importance of managing the 

competing balances between economic, social, and environmental dimensions in the 

planning and development of sustainability strategies. What this means is that while the aim 

of sustainable business models is to maximise benefits while reducing negative economic, 

social and environmental impacts in a systematic manner (Silvestre et al., 2022), both the 

findings and the literature acknowledge that trade-offs may be required given that a win-win 

outcome may not always be possible. 

There were references to taking local context into consideration in the findings. The findings 

indicated that South Africa has more social issues compared to the other developed 

countries. As a result, organisations need to be willing to make trade-offs in order to address 

the social needs of the communities within which they operate. The findings further 

emphasised that when organisations implement sustainable strategies, the balancing of 

environmental and social issues needs to be considered within a South African context. 

There was no evidence of this finding in the literature; therefore, this finding represents a 

nuance of difference when compared to the literature based on the work conducted. 
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Another nuance of difference identified is related to the localisation of globally set targets. 

The findings revealed that some organisations, despite being members of global alliance 

bodies, have had to modify the targets set by these bodies to fit their specific contexts while 

still maintaining the ambition of these localised or revised targets. There was no evidence 

of this in the literature. 

6.2.7.4. Conclusion of the discussion of findings for RQ1 – Theme 7 

The findings confirmed the literature related to the need to find trade-off solutions when 

planning and developing sustainability strategies (Silvestre et al., 2022). The findings also 

confirmed the literature regarding the importance of managing the competing balances 

between economic, social, and environmental dimensions given the tensions that exist 

between these dimensions (Silvestre et al., 2022). There being no differences identified 

between these findings and the literature, these findings therefore add to the existing body 

of knowledge. 

On the basis of the work conducted, there were nuances of difference noted between the 

research findings and the literature. One of the identified differences was the emphasis on 

South Africa's greater social issues compared to other developed countries, highlighting the 

need to consider the South African context when balancing environmental and social 

issues. This finding specifically referred to the prioritisation of addressing social issues, 

which were considered in the findings to be more relevant within the South African context. 

This nuance of difference represents a potential refinement to the literature and will 

therefore be included as a sub-theme in the revised conceptual framework. 

The other difference identified was related to the localisation of globally set targets in order 

to prioritise social needs that are more prevalent within a South African context. This nuance 

of difference represents a potential refinement to the literature and will therefore be included 

as a sub-theme in the revised conceptual framework. 

6.3. Research Sub-Question 1: Multi Stakeholder Alignment  

6.3.1. Research Sub-Q1: Theme 1 – Interdependency 

6.3.1.1. Recap of findings on Interdependency 

The findings indicated that there is an interdependent relationship between organisations 

and their stakeholders, including the environment. The groups indicated that their 

organisations are part of an ecosystem and do not operate in a vacuum; therefore, they 



130 
 

highlighted the importance of applying a systems approach to stakeholder relationships to 

mitigate the risk of unintended consequences.  

The findings further indicated the reciprocal nature of stakeholder relationships, pointing out 

that organisations do good for their stakeholders (employees and communities) because 

they want something in return. Additionally, the orange group highlighted the influence that 

the organisation has on its stakeholders and, likewise, the influence the stakeholders have 

on the organisation. Lastly, the findings emphasised the need for organisations to 

acknowledge this interdependent relationship in the implementation of sustainable 

strategies.  

6.3.1.2. Recap of literature on Interdependency 

The interests of stakeholders within a value network are interdependent (Civera & Freeman, 

2020). Several scholars confirm that stakeholder relationships are based on mutual 

influence and impact (Civera & Freeman, 2020). The value therefore flows bi-directionally, 

“from the company to the stakeholder, and from the stakeholder to the company” 

(Freudenreich et al., 2020, p. 8) 

Businesses, as systems in and of themselves, operate within a larger system where there 

is an interdependence and interconnectedness between all players and each contributing 

towards the success of the system, and for the benefit of all players within that system 

(Freeman et al., 2020).  As such, the ability of the leadership of the organisation to take “all” 

stakeholders is reflective of a higher level of consciousness, as they are able to recognise 

the interconnectedness and interdependence of the system actors (Freeman et al., 2020). 

6.3.1.3. Discussion of the findings with the literature on Interdependency 

The findings indicated that there is an interdependent relationship that exists between 

organisations and their stakeholders, including the environment. The findings also pointed 

out the reciprocal nature of stakeholder relationships, where organisations do good for their 

stakeholders (employees and communities) because they want something in return. This 

confirms the findings by Civera & Freeman (2020) which indicated that stakeholder 

relationships are based on mutual influence and impact. The findings also confirmed what 

Freudenreich et al., (2020) indicated, referring to the value flows being bi-directional. The 

influence that the organisation has on its stakeholders and the influence the stakeholders 

have on the organisation as indicated in the research findings further supports the findings 
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in the literature regarding the mutual influence and impact that exists in stakeholder 

relationships.  

There was a recognition in the findings that the organisations are part of an ecosystem and 

do not operate in a vacuum, therefore highlighting the importance of applying a systems 

approach to stakeholder relationships to mitigate the risk of unintended consequences. This 

is similar to scholars Freeman et al. (2020) who referred to businesses as systems in and 

of themselves. The scholars indicated that businesses operate within a larger system where 

there is an interdependence and interconnectedness between all players and each 

contributing towards the success of the system, and for the benefit of all players within that 

system.   

The emphasis in the findings regarding the need for organisations to acknowledge this 

interdependent relationship that exists in the implementation of sustainable strategies is 

similar to what Freeman et al. (2020) highlighted regarding the ability of the leadership of 

the organisation to take “all” stakeholders being reflective of a higher level of consciousness 

given that they can recognise the interconnectedness and interdependence of system 

actors. The reference to organisations needing to recognise this interdependent relationship 

that exists is in essence referring to the leadership of the organisation, and thus confirming 

the findings in the literature. 

6.3.1.4. Conclusion of the discussion of findings for Research Sub-Q1 – Theme 1 

There were similarities between the findings and the literature on the interdependent nature 

of stakeholder relationships. The findings confirmed the literature regarding the 

interdependent nature of stakeholder relationships.  

The findings referred to stakeholder relationships being reciprocal in nature, highlighting the 

influence that the organisation has on its stakeholders and the influence the stakeholders 

have on the organisation. This confirmed the literature regarding the mutual influence and 

impact that exists within stakeholder relationships. 

The findings also confirmed the literature regarding businesses being systems operating 

within larger systems that are interdependent and interconnected. In relation to this point, 

the findings highlighted the importance of applying a systems approach to stakeholder 

relationships to mitigate the risk of unintended consequences.  
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The reference to organisations needing to recognise this interdependent relationship that 

exists with stakeholders in the implementation of sustainable strategies is in essence 

referring to the leadership of the organisation. This finding also confirmed the literature. 

There were no differences noted between the research findings and the literature on theme 

of interdependency. The findings therefore add to the existing body of knowledge. 

6.3.2. Research Sub-Q1: Theme 2 – Shared goals 

6.3.2.1. Recap of findings on Shared goals 

The findings underscored the significance of organisations collaborating with other 

organisations/stakeholders who share their interests and values, in order to effectively 

implement their sustainable strategies. While the Financial Sector group’s main emphasis 

was on the alignment of business interests, the Heavy Industry group mentioned partnering 

with NGOs on projects that are aimed at social impact.  

The findings also highlighted the importance of being clear as an organisation regarding 

which interests of the organisation and other stakeholders are negotiable and which 

interests aren’t negotiable for better alignment. In addition to this, the findings highlighted 

the need to understand how potential partners think about sustainability. According to the 

findings, this ensures that partnerships are formed where values are aligned and where 

there is strategic alignment. In the absence of strategic alignment, the findings pointed out 

that the partnership is unlikely to derive the desired outcome. Furthermore, the findings 

pointed out that partnerships can also be formed between organisations that complement 

each other’s skills and capabilities. 

6.3.2.2. Recap of literature on Shared goals 

The system should have a shared purpose, which serves as a compass for decision making 

and to unify the system actors (Freeman et al., 2020; Parmar et al., 2022).  

Pache et al., (2022) refers to this as having a shared goal which contributes towards building 

common ground (one of the boundary activities identified). Building common ground 

happens through defining shared goals, which is crucial for successful collaborations as it 

assists in creating alignment and managing tensions between the actors at an early stage 

of the collaboration (Pache et al., 2022).  
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The absence of a shared purpose, or shared goal, runs the risk of the system failing and 

the actors operating at “cross-purposes” resulting in failed collaborations (Freeman et al., 

2020; Pache et al., 2022; Parmar et al., 2022). 

6.3.2.3. Discussion of the findings with the literature on Shared goals 

The findings referred to the importance of forming partnerships where there is an alignment 

of interests and values to deliver on sustainable strategies. This is similar to scholars Pache 

et al., (2022) who indicated that having shared goals is crucial for successful collaborations 

as it assists in creating alignment and managing tensions between the actors. 

The findings indicate that in the absence of strategic alignment, the partnership is unlikely 

to derive the desired outcome. This was similar to the findings in the literature which 

indicated that the absence of a shared purpose, or shared goal, results in failed 

collaborations (Freeman et al., 2020; Pache et al., 2022; Parmar et al., 2022).  

There was an emphasis in the findings regarding negotiable and non-negotiable interests, 

wherein the findings indicated the importance of being clear as an organisation on which of 

your and stakeholder interests are negotiable and which aren’t. This was seen as a way to 

create better alignment between the organisation and its stakeholders. While the literature 

emphasised the importance of having a shared goal in collaborative stakeholder 

relationships for purposes of creating alignment, there was no evidence of clarity regarding 

negotiable and non-negotiable interests. 

6.3.2.4. Conclusion of the discussion of findings for Research Sub-Q1 – Theme 2 

There were similarities between the findings and the literature regarding the importance of 

interest and value alignment in collaborative stakeholder relationships. The findings and the 

literature both suggest that the lack of interest alignment or shared goals, as mentioned in 

the literature, does not lead to the desired outcomes, which in turn leads to failed 

collaborations. There were no differences noted when comparing this finding to the 

literature; therefore, this finding adds to the existing body of knowledge. 

Based on the work conducted, a nuance of difference was identified between the findings 

and the literature regarding the emphasis in the findings on organisations being clear on 

negotiable and non-negotiable interests. This nuance of difference represents a potential 

refinement to the literature and will therefore be included as a sub-theme in the revised 

conceptual framework. 
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6.3.3. Research Sub-Q1: Theme 3 – Stakeholder relationships 

6.3.3.1. Recap of findings on Stakeholder relationships 

The findings identified trust as a crucial component of stakeholder relationships, 

emphasising that organisations achieve this through consistent, transparent, and honest 

interactions with multiple stakeholders. In addition to this, listening and understanding were 

also highlighted as key components in building good stakeholder relationships. 

The research found that communities are an important stakeholder group for organisations 

in the heavy industry, whereas relationships with the government and regulators are crucial 

for organisations in the financial sector. The findings further highlighted the risks of 

assigning the wrong people to manage these relationships, emphasising the need for 

dedicated resources. 

The findings shed light on stakeholder relationships in the South African context, 

emphasising the importance of understanding cultural nuances and tribal authorities for 

organisations operating in specific communities. 

The findings also indicated that doing things that benefit the community fosters good 

relationships between the organisation and its community stakeholders, as doing so 

ensures that the organisation continues to remain relevant within the community in which it 

operates. 

Lastly, the findings underscored the significance of implementing a deliberate engagement 

strategy, wherein organisations actively engage with stakeholders on a continuous basis to 

foster positive relationships. This approach proves beneficial when resolving conflicts or 

engaging in difficult conversations. The research also found that managing relationships 

with interest groups (e.g. NGOs) through regular engagements mitigates the risk of 

disruptions at the organisations’ annual general meetings. 

6.3.3.2. Recap of literature on Stakeholder relationships 

For collaborations to be successful requires trust and understanding among the actors as 

this facilitates the success of the relationship (Pache et al., 2022).  Parmar et al. (2022, p. 

547) adds to this by stating that “long-term (stakeholder) orientation is enabled by strong 

relationships featuring trust and mutual inter-dependence”. Similarly, Jones et al. (2018) 
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refers to the development of stakeholder relationships as being governed by “norms of 

traditional ethics” such as trust, fairness, respect.  

Having strong relationships with stakeholders, especially when those relationships are 

underpinned by trust, can cushion the organisation against the broader implications of a 

negative incident (Parmar et al., 2022). In addition to this, the strength of the interpersonal 

relationships tends to foster trust (Jones et al., 2018; Pache et al., 2022). Similarly, Civera 

& Freeman (2020) point out that the activities and practices undertaken by the organisation 

to create a collaborative environment where stakeholders feel heard, where there is trust in 

the system and each stakeholder’s contribution is valued, results in stakeholders having a 

strong affinity towards the organisation. Furthermore, continuously engaging stakeholders 

can enable higher transparency (Civera & Freeman, 2020). 

Top management plays a vital role in bringing stakeholders together and are central in the 

creation of a shared purpose that unites the different interests of stakeholders (Mignon & 

Bankel, 2023; Parmar et al., 2022). Managers are thus considered boundary spanners, and 

their role is also regarded crucial in the context of cross sector collaborations (Pache et al., 

2022). Managers assist the partners in finding common ground and play a crucial role in 

mobilising resources and developing interactions that promote “multivocality”, where every 

actor’s voice is heard regardless of power asymmetry (Pache et al., 2022).  

6.3.3.3. Discussion of the findings with the literature on Stakeholder relationships 

The findings identified trust as a big component in stakeholder relationships. In addition to 

this, listening and understanding were also highlighted as key components in building good 

stakeholder relationships. This was similar to Pache et al. (2022) who also indicated that 

trust and understanding were essential in facilitating successful stakeholder relationships. 

This was also similar to Jones et al. (2018) who referred to the development of stakeholder 

relationships as being governed by “norms of traditional ethics” such as trust, fairness, and 

respect.  

The findings emphasised the importance of organisations proactively and continuously 

interacting with stakeholders for purposes of building good relationships with stakeholders 

as this becomes useful when there are differences or when difficult conversations are 

required to take place. This was similar to scholars Parmar et al. (2022) who indicated that 

having strong relationships with stakeholders can cushion the organisation against the 
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broader implications of a negative incident. Parmar et al. (2022) added that strong 

relationships underpinned by trust and mutual interdependence enable long-term 

(stakeholder) orientation.  

These proactive and continuous interactions highlighted in the findings strengthen 

interpersonal relationships, fostering trust and enabling long-term stakeholder orientation. 

The findings highlighted that trust is achieved through consistency, transparency and 

honesty in stakeholder interactions. This can be compared to Civera & Freeman (2020) who 

indicated that continuously engaging stakeholders can enable higher transparency.  

While all stakeholder relationships were regarded as important, the findings suggested that 

some relationships could be regarded as relatively more important than others. This point 

is illustrated in the findings where communities were indicated as an important stakeholder 

group for organisations in the heavy industry, and the government/ regulators for 

organisations in the financial sector. The findings emphasised the need for having a 

dedicated team to manage these relationships, further highlighting the risks related to 

assigning the wrong people to managing these relationships. Although the literature 

highlighted the important role managers play in mobilising resources and developing 

interactions where every actor’s voice is heard (Pache et al., 2022), there was no evidence 

in the literature of the need to assign human resources specifically dedicated to managing 

stakeholder relationships nor was there evidence that indicated that some stakeholder 

relationships were relatively more important than others thus requiring a dedicated team. 

Lastly, the findings shed light on stakeholder relationships in the South African context, 

emphasising the importance of understanding cultural nuances and tribal authorities for 

organisations operating in specific communities. In addition to this, it was noted in the 

findings that organisations needed to ensure that they remain relevant in the communities 

within which they operate in order to enhance their stakeholder relationships. There was no 

evidence of this finding in the literature. 

6.3.3.4. Conclusion of the discussion of findings for Research Sub-Q1 – Theme 3 

There were some similarities and nuances of difference identified when comparing the 

findings to the literature on stakeholder relationships. 

The findings confirmed the literature regarding trust and understanding being key 

components in stakeholder relationships.  



137 
 

The findings supported what was already known in the literature: having strong relationships 

with stakeholders enables long-term (stakeholder) orientation and can protect the 

organisation from the bigger effects of a bad event. 

The findings further demonstrated that consistent, transparent, and honest stakeholder 

interactions foster trust, in line with the literature's suggestion that ongoing stakeholder 

engagement can foster greater transparency. 

There were no differences noted when comparing these findings to the literature; these 

findings therefore add to the existing body of knowledge. 

A nuance of difference in the comparison was the recognition of some stakeholder 

relationships as more significant than others, necessitating the deployment of dedicated 

human resources to manage these relationships. On the basis of the work conducted, the 

lack of evidence in the literature presents this finding as a potential refinement to the 

literature and will also be added as a sub-theme in the revised conceptual framework. 

Lastly, based on the work conducted, the findings highlighting the importance of 

understanding cultural nuances and tribal authorities when doing business in certain 

communities were not found in the literature. This finding also presents as a potential 

refinement to the literature and will also be added as a sub-theme in the revised conceptual 

framework. 

6.4. Research Sub-Question 2: Value Creation  

6.4.1. Research Sub-Q2: Theme 1 – Value creation and delivery 

6.4.1.1. Recap of findings on Value creation and delivery 

The findings indicated that addressing sustainability-related aspects requires 

interorganisational and multi-stakeholder collaboration.  

Value creation for multiple stakeholders is an outcome of a sustainable business model, as 

indicated in the findings. Additionally, the findings indicated that, as long as the organisation 

keeps growing, there is value being created for multiple stakeholders. 

Findings in the orange group highlighted the importance of organisations joining global 

alliance bodies in order to channel direct investments into projects on the African continent, 

thus creating value for multiple stakeholders. 
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6.4.1.2. Recap of literature on Value creation and delivery 

Sustainable business models extend beyond the boundaries of the focal organisation and 

have to do with proactive multi-stakeholder management. Sustainable business models 

carry a long term perspective, and involve value creation, both monetary and non-monetary, 

for a wide range of stakeholders (Velter et al., 2020).  

Value is co-created with and for multiple stakeholders (Freudenreich et al., 2020; Velter et 

al., 2020) and requires stakeholder cooperation and building stakeholder relationships 

(Parmar et al., 2022). In other words, stakeholders not only receive value but also 

collaborate to co-create this value (Freudenreich et al., 2020).  

Stakeholder relationships are therefore foundational to an effective value network and 

should be framed from the perspective of joint value creation for broader impact (Civera & 

Freeman, 2020; Freudenreich et al., 2020). The absence of stakeholder cooperation 

hinders value creation (Parmar et al., 2022). 

The process of value creation in SBMI results in different outcomes for different 

stakeholders (Freudenreich et al., 2020). 

Whilst organisations may primarily be responsible for engaging stakeholders, the argument 

raised by Civera & Freeman, (2020) denotes that consideration should be given to a broader 

stakeholder responsibility where reference is made to “cooperation for joint value creation 

or in multi-stakeholder initiatives conducted globally” (p. 9). 

6.4.1.3. Discussion of the findings with the literature on Value creation and delivery 

The findings indicated that tackling sustainability related aspects requires 

interorganisational and multi-stakeholder collaboration. This was similar to the findings in 

the literature which indicated that sustainable business models involve value creation for a 

wide range of stakeholders where stakeholders not only receive value but also collaborate 

to co-create this value (Freudenreich et al., 2020; Velter et al., 2020). 

Value creation for multiple stakeholders was indicated as an outcome of a sustainable 

business model. This was similar to the findings in the literature referring to the process of 

value creation in SBMI resulting in different outcomes for different stakeholders 

(Freudenreich et al., 2020). This was also indicated by scholars Velter et al., 2020 who 

found that sustainable business models involve value creation. 
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Whilst the findings indicated that for as long as the organisation keeps growing, there is 

value being created for multiple stakeholders, the implication of the interdependent nature 

of stakeholder relationships discussed under 6.2.8 implies that the organisation can only 

keep growing because of the interdependent nature of the relationship it has with its 

stakeholders. This can be compared to findings in the literature that indicate that value flows 

are bi-directional thus making stakeholder relationships foundational to an effective value 

network and should be framed from the perspective of joint value creation for broader 

impact (Civera & Freeman, 2020; Freudenreich et al., 2020). 

The findings also highlighted the importance of organisations joining global alliance bodies 

in order to channel direct investments into projects on the African continent thus creating 

value for multiple stakeholders. This effectively requires cooperation and understanding at 

a global level where, by being members of the global alliance, organisations can influence 

globally set targets by ensuring that these targets take into consideration aspects that are 

far more pressing for Africa. This was similar to the argument raised by scholars Civera & 

Freeman, (2020) denoting that consideration should be given to a broader stakeholder 

responsibility where reference is made to “multi-stakeholder initiatives conducted globally”. 

6.4.1.4. Conclusion of the discussion of findings for Research Sub-Q2 – Theme 1 

There were similarities between the findings and the literature on value creation and 

delivery. 

The findings confirmed the literature, which indicated that the process of value creation 

involves collaboration and cooperation between multiple stakeholders. The findings further 

confirmed the literature, which indicated that value creation is an outcome of a sustainable 

business model, where the value created results in different outcomes for different 

stakeholders.  

The findings also confirmed the literature regarding broader stakeholder responsibility 

where reference is made to “multi-stakeholder initiatives conducted globally”. 

Lastly, the findings confirmed the literature regarding the bi-directional flow of value in 

stakeholder relationships, with the findings indicating that for as long as the business keeps 

growing, there is value for multiple stakeholders. 
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There were no differences noted between the findings and the literature on the value 

creation theme. The findings therefore add to the existing body of knowledge. 

6.5. Conclusion 

In conclusion, Table 26 summarises the outcomes of the discussion of the findings with the 

literature. The themes and subthemes are grouped by construct. For each sub-theme 

identified in Chapter 5 (see Table 25), the below table indicates whether this theme was 

similar or presented or nuance of difference when compared to the literature. Further 

analysis of the literature has led to the appropriate renaming of some of the subthemes. All 

renamed subthemes are highlighted in yellow and will be presented as such in the revised 

conceptual framework. 
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Table 26: Summary of the outcomes of the discussion of the findings with the 
literature  

 

Construct Theme Sub-theme Similarity or nuance 
of difference Outcome Renamed sub-theme

Understanding stakeholder 
landscape Similarity Adds to existing 

body of knowledge
Understanding stakeholder 
landscape

Stakeholder mapping Similarity Adds to existing 
body of knowledge Stakeholder categorisation

Stakeholder prioritisation Similarity Adds to existing 
body of knowledge

Sector specific stakeholder 
prioritisation

Identifying risks and 
opportunities Similarity Adds to existing 

body of knowledge
Identifying risks and 
opportunities

Limited resources – Barrier Similarity Adds to existing 
body of knowledge Limited resources – Barrier

Organisational Design – Silos 
and fragmented reporting – 
Barrier

Similarity Adds to existing 
body of knowledge

Organisational Design – 
Silos and fragmented 
reporting – Barrier

Misalignment between short 
term KPIs and long term 
organisational objectives – 
Barriers

Similarity Adds to existing 
body of knowledge Short termism – Barriers

Culture transformation and 
mindset change – Enabler Similarity Adds to existing 

body of knowledge
Culture transformation and 
mindset change – Enabler 

Organisational design – 
Integration of key departments 
- Enabler

Nuance of difference Potential refinement 
to extant literature

Organisational design – 
Integration of key 
departments - Enabler

Governance framework – 
Enabler Nuance of difference Potential refinement 

to extant literature
Governance framework – 
Enabler

Global Standards and Listing 
requirements – Enabler Nuance of difference Potential refinement 

to extant literature

Global Standards and 
Listing requirements – 
Enabler 

Understanding stakeholder 
needs Similarity Adds to existing 

body of knowledge
Understanding stakeholder 
needs

Trade-offs Similarity Adds to existing 
body of knowledge Trade-offs

Leadership driven Similarity Adds to existing 
body of knowledge Leadership driven

Embedding sustainability Similarity Adds to existing 
body of knowledge Embedding sustainability

Engaging stakeholders Similarity Adds to existing 
body of knowledge Stakeholder Inclusivity

Aligning functions internally Similarity Adds to existing 
body of knowledge

Changing intra-
organisational activities

Integration into remuneration 
structures and KPIs Nuance of difference Potential refinement 

to extant literature

Integration into 
remuneration structures 
and KPIs

Implementing 
boundary change

Boundary work

Exploring 
boundaries

Barriers and 
Enablers

Identifying 
(brokering) 
boundaries
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6.5.1. Revised Conceptual Framework 

Figure 8 presents the revised conceptual framework based on the outcomes of the 

comparative analysis of the findings with the literature. The themes “Barriers and Enablers 

to boundary work” and “Internal Stakeholder Buy-in” were initially identified as potential new 

themes in the adapted conceptual framework of Chapter 5. Further analysis of the literature 

revealed that these themes already existed in the extant literature. Therefore, no new 

themes emerged from the research. Based on the work conducted, 15 new sub-themes 

emerged from the research findings. These sub-themes are presented as nuances of 

Enhance stakeholder relations Similarity Adds to existing 
body of knowledge

Enhance stakeholder 
relations

Engagements across value 
chain Similarity Adds to existing 

body of knowledge
Engagements across value 
network

Distinct relationships across 
different sectors Nuance of difference Potential refinement 

to extant literature
Sector specific distinct 
relationships

Collaboration purposes Similarity Adds to existing 
body of knowledge

Promote collaborative 
partnerships

Engagement tactics Nuance of difference Potential refinement 
to extant literature Engagement tactics

Engagement tools Nuance of difference Potential refinement 
to extant literature Engagement tools

Leadership support Nuance of difference Potential refinement 
to extant literature Leadership support 

Employee buy-in Similarity Adds to existing 
body of knowledge Employee motivation

Education, training and 
awareness Nuance of difference Potential refinement 

to extant literature
Education, training and 
awareness

Frameworks for intra-
organisational alignment Nuance of difference Potential refinement 

to extant literature
Frameworks for intra-
organisational alignment

Demonstration of value Similarity Adds to existing 
body of knowledge

Demonstration of the 
benefits 

Balancing conflicting priorities - 
trade-offs Similarity Adds to existing 

body of knowledge
Balancing conflicting 
priorities - trade-offs

Localisation of global targets Nuance of difference Potential refinement 
to extant literature

Localisation of global 
targets

Local context is key Nuance of difference Potential refinement 
to extant literature Local context is key

Interdependent stakeholder 
relationships Similarity Adds to existing 

body of knowledge
Interdependent stakeholder 
relationships

Systems thinking and 
approach Similarity Adds to existing 

body of knowledge
Systems thinking and 
approach

Interest and values alignment Similarity Adds to existing 
body of knowledge Shared goals

Clarity on Negotiable and non-
negotiable interests Nuance of difference Potential refinement 

to extant literature
Clarity on Negotiable and 
non-negotiable interests

Trust Similarity Adds to existing 
body of knowledge Trust

Listening and understanding Similarity Adds to existing 
body of knowledge Norms of traditional ethics

Proactive and continuous 
engagements Similarity Adds to existing 

body of knowledge Long term orientation

Consistency, transparency 
and honesty Similarity Adds to existing 

body of knowledge Transparency

Dedicated resources Nuance of difference Potential refinement 
to extant literature Dedicated human resouces

Understanding of cultural 
nuances and tribal authorities Nuance of difference Potential refinement 

to extant literature

Understanding of cultural 
nuances and tribal 
authorities - sector specific

Outcome of a sustainable 
business model Similarity Adds to existing 

body of knowledge
Outcome of a sustainable 
business model

Collaboration and Co-creation Similarity Adds to existing 
body of knowledge

Collaboration and Co-
creation

Mutual benefit Similarity Adds to existing 
body of knowledge Bi-directional value flows

Value Capure

Multi Stakeholder 
Alignment

SBMI

Value Creation 
and DeliveryValue Creation

Not discussed

Interdependency

Shared goals

Stakeholder 
relationships

Multi stakeholder 
engagement

Internal 
stakeholder buy-
in

Balancing 
environmental 
and social impact
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difference between the research findings and the literature and are considered potential 

refinements to the existing body of knowledge. These sub-themes are highlighted in bright 

green in the revised conceptual framework as presented in Figure 8. 

Figure 8: Revised Conceptual Framework 

 

Source: Author's Own   
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7. Chapter 7: Conclusion 

7.1. Introduction 

This chapter presents the research outcomes derived from the discussion of the research 

findings with the literature in Chapter 6.  

The research set out to explore how organisations navigate boundary work (to explore, 

identify and change boundaries) in the context of sustainable business model innovation 

(SBMI) for multi-stakeholder alignment.  

The research setting included organisations based in South Africa, primarily those listed on 

the Johannesburg Stock Exchange (JSE), some of which are multinational corporations 

with operations in several locations outside of South Africa. Included in the research setting 

were 5 groups of participants in the Heavy Industry, Financial Sector, Services Sector, 

Manufacturing Sector, and Consultants with a broad range of experience across various 

industries. The participants were executives or senior managers who are key decision-

makers with knowledge and experience in implementing sustainable strategies and in multi-

stakeholder interactions.   

The study set out to answer the following research questions: 

Main Research Question: How do organisations navigate boundary work (to explore, 

identify and change boundaries) in the context of SBMI? (Velter et al., 2020) 

Sub-question 1: How does the boundary work approach impact multi-stakeholder 

alignment? (Velter et al., 2020) 

Sub-question 2: How does multi-stakeholder alignment lead to value creation for multiple 

stakeholders? (Civera & Freeman, 2020) 

This chapter therefore presents the research outcomes for each of the research questions 

it set out to answer.  

The research outcomes are organised by research question. The theoretical conclusions 

for each research question are derived from the comparative analysis of the research 

findings with the literature. The theoretical conclusions will talk about areas where the 

findings are similar to existing literature (potential additions to the existing body of 

knowledge), and areas where nuances of difference were found based on the work done in 

this study (potential refinements to the existing body of knowledge). No distinct differences 
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in the themes were identified. Each section of the theoretical conclusions will end with a 

table summarising the similarities and differences identified relative to the current literature. 

This is then followed by a final conceptual framework based on the research outcomes. The 

chapter will then present the research contributions, followed by recommendations for 

management and other stakeholders. This will be followed by a discussion of the limitations 

of the research study as a whole, ending with suggestions for future research.  

7.2. Principal theoretical conclusions 

7.2.1. Research Question 1: Boundary Work and SBMI 

The research outcomes on boundary work and SBMI had seven main themes: exploring 

boundaries; barriers and enablers to boundary work; identifying (brokering) boundaries; 

implementing boundary change; multi-stakeholder engagement; internal stakeholder buy-

in; and balancing environmental and social impact.  

7.2.1.1. Similarities with the extant literature for RQ1 

On the theme exploring boundaries, the research outcomes were consistent with the 

literature, highlighting the importance of understanding the stakeholder landscape and 

engaging stakeholders upfront prior to the implementation of sustainable strategies as 

indicated by Freudenreich et al. (2019).  The research outcomes were also consistent with 

the literature where exploring organisational boundaries was identified as crucial in 

understanding stakeholder relationships (Velter et al., 2020 and Ziaee Bigdeli et al.,2021). 

The research outcomes also confirmed that organisational boundaries are not static, they 

surface and change through stakeholder interactions as indicated in the literature by Velter 

et al. (2021) and Cevera & Freeman (2020). This was highlighted in the research outcomes 

on the double materiality assessments conducted by the organisations through which 

certain stakeholder groups are identified as more important than others, and this being 

different for each organisation or industry. The research outcomes were also consistent with 

the literature regarding the process of exploring boundaries presenting an opportunity to 

identify risks and opportunities where Velter et al. (2020) referred to understanding the 

external context better to understand potential areas of conflict. 

On the theme barriers and enablers, the research outcomes where consistent with the 

literature. Several sub-themes emerging from the research such as limited resources; 

organisational design; short termism; culture transformation and mindset change were 

consistent with the findings in the literature by Bocken & Geradts (2020). Whilst the framing 
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of the literature was on barriers and drivers for dynamic capabilities in SBMI, the research 

found that these barriers and drivers (only where similarities were identified) could be 

translated to the boundary work process in the context of SBMI as the research outcomes 

indicated that these were also barriers and enablers to the boundary work process.  

Regarding identifying (brokering boundaries), the research outcomes where consistent with 

the findings by scholars Langley et al. (2019) regarding the need for ongoing give and take 

to make collaboration possible. The research outcomes were also consistent with the 

literature by Velter et al. (2020), highlighting the importance of ensuring that all stakeholders 

are represented when brokering boundaries to discuss interests and trade-offs, and 

understandings of value. The research outcomes where also consistent with the literature 

by Langley et al. (2019) regarding the important role leaders play in reshaping the boundary 

landscape, i.e. in initiating boundary brokering activities. 

With regards to implementing boundary change, the research outcomes were found to be 

consistent with the findings in the literature. The research outcomes indicated that 

organisations are embedding sustainability related changes in their business strategies, 

operations and processes, and even contracts when implementing boundary change. This 

was consistent with the literature by Velter et al. (2021) referring to the implementation of 

boundary changes happening through formal or informal agreements. The research 

outcomes also confirmed the importance of multi-stakeholder inclusivity when 

experimenting with sustainable business models as found in the literature by Bocken et al., 

(2019) & Velter et al. (2020). The research outcomes were also found to be consistent with 

the literature by Velter et al. (2021) pertaining to functions within the organisation being 

structured in a way that supports the organisation to act on opportunities identified. 

Regarding multi-stakeholder engagement, the research outcomes were found to be 

consistent with the literature by Civera & Freeman (2020) regarding the importance of 

stakeholder engagements in the value creation process. The research outcomes were also 

consistent with the findings in the literature by Velter et al. (2020) with respect to engaging 

stakeholders across the value network.  

Regarding the theme internal stakeholder buy-in, the research outcomes were consistent 

with the findings in the literature regarding employees requiring constant motivation to add 

value to the SBMI process (Parmar et al., 2022; Freudenreich et al., 2019). The research 
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outcomes were also consistent with the literature by Parmar et al. (2022) regarding the 

demonstration of benefits to stakeholders to inspire commitment. 

On the theme balancing environmental and social impact, the research outcomes confirmed 

the literature related to the need to find trade-off solutions when planning and developing 

sustainability strategies (Silvestre et al., 2022). The research outcomes were also 

consistent with the findings in the literature regarding the importance of managing the 

competing balances between economic, social, and environmental dimensions given the 

tensions that exist between these dimensions (Silvestre et al., 2022). 

On the basis of the work conducted in this study, these areas of similarities identified confirm 

the existing literature, therefore adding to the existing body of knowledge. 

7.2.1.2. Nuances of difference with the extant literature for RQ1 

On the theme barriers and enablers, the research outcomes identified an integrated 

organisational design as an enabler. This was different from the literature by Bocken & 

Geradts (2020) which identified structurally separated autonomous units as enablers. The 

reason for the difference might be due to the literature applying a different lens, i.e., dynamic 

capabilities in SBMI, versus boundary work in SBMI. Another nuance of difference pertained 

to governance frameworks, and global standards and listing requirements where no 

evidence of these sub-themes was found in the literature reviewed. The research outcomes 

indicated that governance frameworks are useful for ensuring internal alignment, i.e., 

enabled intra-organisational alignment. The research outcomes also indicated that global 

standards and listing requirements made the boundary work process easier, both internally 

and externally.  

Regarding the theme implementing boundary change, the research outcomes emphasised 

the integration of sustainability into the organisations’ remuneration structures and 

executives’ KPIs to drive the correct behaviour internally when implementing boundary 

change. The literature review did not provide any evidence of this. 

Regarding multi-stakeholder engagement, the research outcomes indicated that community 

engagements were important for organisations in the heavy industry whereas government 

engagements were important in the financial sector. This pointed out distinct stakeholder 

relationships that are more important within different industries or sectors requiring carefully 

curated engagement strategies. There was no evidence of this in the literature reviewed, 

instead the literature appeared to suggest that all stakeholder groups are of equal 
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importance as found in Civera & Freeman (2020); Velter et al. (2020); and others. The other 

differences noted between the research outcomes and the literature was on the emphasis 

on applying different engagement tactics where in some instances, group engagements 

may be necessary but in other instances one-on-one engagements may be more useful in 

order to get more out of the engagement sessions.  The research outcomes also referred 

to different avenues and mechanisms to engage stakeholders, such as workshops; surveys; 

one-on-one engagements; forums; round table discussions and integrated reporting. 

Engagement tactics and engagement tools appeared to not have been explicitly discussed 

in the literature. 

On the theme of internal stakeholder buy-in, the research outcomes made it clear that 

leadership support is essential for putting sustainable strategies into action.  While scholars 

Parmar et al. (2022) suggest that leaders should enlist employees who have embraced the 

'new direction' to inspire others, the research outcomes underscore the significance of 

education, training, and awareness in fostering buy-in from both leaders and employees. 

The research outcomes also indicated that frameworks can be beneficial in creating intra-

organisational alignment. The literature did not discuss these outcomes, indicating a nuance 

of difference in the context of internal stakeholder buy-in. 

Regarding balancing environmental and social impact, the research outcomes made 

emphasis on South Africa having more social issues compared to other developed countries 

and therefore when balancing environmental and social issues, the South African context 

needs to be taken into consideration. Whilst the literature discussed the importance of 

managing the competing balances between economic, social, and environmental 

dimensions given the tensions that exist between these dimensions (Silvestre et al., 2022), 

the emphasis on social impact was more pronounced in the research outcomes, thus 

presenting a nuance of difference. Another area of difference indicated in the research 

outcomes related to the localisation of globally set targets in order to prioritise the social 

needs that are more prevalent within a South African context. 

On the basis of the work conducted, these nuances of difference between the research 

outcomes and the literature are considered to provide new insights and understandings of 

the relevant themes and are therefore potential refinements to the existing body of 

knowledge. 
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7.2.1.3. Summary of similarities and differences with the extant literature for RQ1 

Table 27 is a summary of the similarities discussed in para. 7.2.1.1 and the differences 
discussed in para. 7.2.1.2. 

Table 27: Summary of similarities and differences for RQ1 

Theme Similarities Differences 
Exploring 
boundaries 

• Understanding stakeholder landscape 

• Stakeholder categorisation 

• Sector specific stakeholder prioritisation 

• Identifying risks and opportunities 

No differences were identified between 

the research outcomes and literature.  

Barriers and 
Enablers 

• Limited resources – Barrier 

• Organisational Design (Silos and 

fragmented reporting) – Barrier 

• Short termism (Misalignment between 

short term KPIs and long term 

organisational objectives) – Barriers 

• Culture transformation and mindset 

change – Enabler 

• Organisational design (Integration 

of key departments) – Enabler 

• Governance framework – Enabler 

• Global Standards and Listing 

requirements – Enabler 

Identifying 
(brokering) 
boundaries 

• Understanding stakeholder needs 

• Trade-offs 

• Leadership driven 

No differences were identified between 

the research outcomes and literature.  

Implementing 
boundary change 

• Embedding sustainability 

• Stakeholder Inclusivity 

• Changing intra-organisational activities 

• Integration into remuneration 

structures and KPIs 

Multi stakeholder 
engagement 

• Enhance stakeholder relations 

• Engagements across value network 

• Promote collaborative partnerships 

• Sector specific distinct relationships 

• Engagement tactics 

• Engagement tools 

Internal 
stakeholder buy-
in 

• Employee motivation 

• Demonstration of the benefits 

• Leadership support 

• Education, training and awareness 

• Frameworks for intra-organisational 

alignment 

Balancing 
environmental 
and social impact 

• Balancing conflicting priorities - trade-

offs 

• Localisation of global targets 

• Local context is key 

 

7.2.2. Research Sub-Question 1: Multi Stakeholder Alignment  

The research outcomes on multi-stakeholder alignment consisted of 3 themes: 

interdependency; shared goals; and stakeholder relationships.  
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7.2.2.1. Similarities with the extant literature for Research Sub-Q1 

Regarding the theme interdependency, the research outcomes were consistent with the 

literature on the interdependent nature of stakeholder relationships. The research outcomes 

highlighted the reciprocal nature of stakeholder relationships which was consistent with the 

findings in the literature by Civera & Freeman (2020) referring to stakeholder relationships 

being based on mutual influence and impact. 

The research outcomes were also consistent with the literature by Freeman et al. (2020) 

indicating that businesses are systems operating within larger systems that are 

interdependent and interconnected. The research outcomes revealed that organisations 

needed to acknowledge this interdependent relationship that exists when implementing 

sustainable strategies, therefore needing to apply a systems approach to stakeholder 

relationships to mitigate the risk of unintended consequences. The research outcomes 

further highlighted that organisations often do good for their stakeholders (employees and 

communities) because they want something in return, again highlighting the reciprocal 

nature of the relationships which was consistent with the findings in the literature by 

Freudenreich et al., (2020) referring to the value flows being bi-directional. 

Regarding shared goals, the research outcomes were consistent with the findings in the 

literature regarding the importance of interest and values alignment in collaborative 

stakeholder relationships. Scholars Pache et al., (2022) indicated that having shared goals 

is crucial for successful collaborations as it assists in creating alignment and managing 

tensions between the actors. The research outcomes referred to the absence of strategic 

alignment resulting in failed partnerships which was consistent with the findings in the 

literature referring to the absence of a shared purpose, or shared goal, resulting in failed 

collaborations (Freeman et al., 2020; Pache et al., 2022; Parmar et al., 2022).  

With regards to stakeholder relationships, the research outcomes were consistent with the 

literature regarding trust and understanding being key components in stakeholder 

relationships (Pache et al., 2022; Jones et al., 2018). The research outcomes also revealed 

that trust is achieved through consistency, transparency and honesty in stakeholder 

interactions, and this was consistent with Civera & Freeman (2020) indicating that 

continuously engaging stakeholders can enable higher transparency, and Jones et al. 

(2018) who referred to the development of stakeholder relationships being governed by 

“norms of traditional ethics”. The research outcomes also showed consistency with the 

literature by Parmar et al. (2022) confirming that having strong relationships with 
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stakeholders enables long-term (stakeholder) orientation and can cushion the organisation 

against the broader implications of a negative incident.  

On the basis of the work conducted in this study, these areas of similarities identified confirm 

the existing literature, therefore adding to the existing body of knowledge. 

7.2.2.2. Nuances of difference with the extant literature for Research Sub-Q1 

On the theme shared goals, there was an emphasis in the research outcomes on negotiable 

and non-negotiable interests, wherein the research outcomes highlighted the importance of 

being clear as an organisation on which of your, and stakeholder interests are negotiable 

and which aren’t. This was seen to create better alignment between the organisation and 

its stakeholders. Whilst the literature emphasised the importance of having a shared goal 

in collaborative stakeholder relationships, for purposes of creating alignment (Freeman et 

al., 2020; Pache et al., 2022; Parmar et al., 2022), there was no evidence of clarity of 

negotiable and non-negotiable interests. 

With regards to stakeholder relationships, the research outcomes revealed that some 

stakeholder relationships were more important than others thus requiring dedicated human 

resources to manage these relationships. This point was illustrated in the research 

outcomes where communities were identified as an important stakeholder group for 

organisations in the heavy industry, and the government/ regulators for organisations in the 

financial sector. The outcomes emphasised the need for having a dedicated team to 

manage these relationships, further highlighting the risks related to assigning the wrong 

people to managing these relationships. Although Pache et al. (2022) highlighted the 

important role managers play in mobilising resources and developing interactions where 

every actor’s voice is heard, there is no evidence of the discussion regarding this particular 

aspect in the literature. The research outcomes also provided an insight into stakeholder 

relationships in the South African context where the understanding of cultural nuances and 

tribal authorities was highlighted as crucial for organisations doing business in certain 

communities. There was no evidence of this in the literature. 

On the basis of the work conducted, these nuances of difference between the research 

outcomes and the literature are considered to provide new insights and understandings of 

the relevant themes and are therefore potential refinements to the existing body of 

knowledge. 
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7.2.2.3. Summary of similarities and differences with the extant literature for 

Research Sub-Q1 

Table 28 is a summary of the similarities discussed in para. 7.2.2.1 and the differences 
discussed in para. 7.2.2.2. 

Table 28: Similarities and differences for Research Sub-Q1 

Theme Similarities Differences 
Interdependency • Interdependent stakeholder 

relationships 

• Systems thinking and approach 

No differences were identified between 

the research outcomes and literature.  

Shared goals • Shared goals 

 

• Clarity on Negotiable and non-

negotiable interests 

Stakeholder 
relationships 

• Trust 

• Norms of traditional ethics 

• Long term orientation 

• Transparency 

• Dedicated human resources 

• Understanding of cultural nuances 

and tribal authorities - sector 

specific 

 

7.2.3. Research Sub-Question 2: Value Creation  

The research outcomes on value creation consisted of 1 theme: value creation and delivery. 

Value capture was not discussed, as there were no findings in the empirical data on this 

theme. This theme, however, still exists in the conceptual framework. 

7.2.3.1. Similarities with the extant literature for Research Sub-Q2 

On the theme value creation and delivery, the research outcome was consistent with the 

literature indicating that the process of value creation involves collaboration and cooperation 

between multiple stakeholders (Freudenreich et al., 2020; Velter et al., 2020). The research 

outcomes were also consistent with the literature indicating that value creation is an 

outcome of a sustainable business model, where the value created results in a different 

outcome for different stakeholders (Freudenreich et al., 2020).  

The research outcomes also highlighted the importance of organisations joining global 

alliance bodies in order to channel direct investments into projects on the African continent 

thus creating value for multiple stakeholders. This effectively requires cooperation and 

understanding at a global level where, by being members of the global alliance, 

organisations can influence globally set targets, ensuring that these targets take into 
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consideration aspects that are far more pressing for Africa. This outcome was consistent 

the argument raised by scholars Civera & Freeman, (2020) denoting that consideration 

should be given to a broader stakeholder responsibility where reference is made to “multi-

stakeholder initiatives conducted globally”.  

The research outcomes further indicated that for as long as the organisation keeps growing, 

there is value being created for multiple stakeholders. The implication of the interdependent 

nature of stakeholder relationships already discussed implies that the organisation can only 

keep growing because of the interdependent nature of the relationship it has with its 

stakeholders. This was consistent with the literature regarding the bi-directional flow of 

value in stakeholder relationships, with stakeholder relationships being foundational to an 

effective value network and should be framed from the perspective of joint value creation 

for broader impact (Civera & Freeman, 2020; Freudenreich et al., 2020). 

On the basis of the work conducted in this study, these areas of similarities identified confirm 

the extant literature, therefore adding to the existing body of knowledge. 

7.2.3.2. Nuances of difference with the extant literature for Research Sub-Q2 

There were no differences noted between the research outcomes and the extant literature 

on the theme of value creation and delivery. 

7.2.3.3. Summary of similarities and differences with the extant literature for 

Research Sub-Q2 

Table 29 is a summary of the similarities discussed in para. 7.2.3.1 and the differences 
discussed in para. 7.2.3.2. 

Table 29: Similarities and differences for Research Sub-Q2 

Theme Similarities Differences 
Value creation 
and delivery 

• Outcome of a sustainable business 

model 

• Collaboration and Co-creation 

• Bi-directional value flows (Mutual 

benefit) 

No differences were identified 

between the research outcomes and 

literature.  

Value capture Not discussed as no findings on this theme in the empirical data 
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7.2.4. Final Conceptual Framework  

Figure 9 is the final conceptual framework presenting the key constructs, themes, and sub-

themes identified in this study. The sub-themes highlighted in yellow represent potential 

refinements to the existing literature based on the research conclusions. 

Figure 9: Final Conceptual Framework 

 

7.3. Research Contribution 

The research aimed to explore how organisations navigate boundary work in the context of 

SBMI in order to achieve multi-stakeholder alignment. The study is intended to contribute 

to the growing yet emerging literature on SBMI, focusing particularly on multi-stakeholder 

alignment. Exploring the practice of boundary work, the study aimed to contribute to the 

practical understanding of the boundary work process in the context of SBMI. The research 

contributions are categorised into two groups: additions to the existing body of knowledge 

and refinements to the existing body of knowledge.   
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7.3.1. Additions to the existing body of knowledge  

On the basis of the work conducted in this study, the following areas of similarities, as 

presented in Table 30, are considered contributions as they potentially add to the existing 

body of knowledge. 

Even though the study's setting, context, and scope (boundary work in SBMI) are different 

from other studies that have been done, these similarities show that the conclusions from 

other studies are also experienced on this study's setting and context. These are therefore 

considered additions to the existing body of knowledge.   

Table 30: Potential additions to the existing body of knowledge 

Theoretical 
construct 

Theme Sub-theme 

Boundary Work Exploring boundaries • Understanding stakeholder 

landscape 

• Stakeholder categorisation 

• Sector specific stakeholder 

prioritisation 

• Identifying risks and 

opportunities 

Barriers and Enablers • Limited resources – Barrier 

• Organisational Design (Silos 

and fragmented reporting) – 

Barrier 

• Short termism (Misalignment 

between short term KPIs and 

long term organisational 

objectives) – Barriers 

• Culture transformation and 

mindset change – Enabler 

Identifying (brokering) boundaries • Understanding stakeholder 

needs 

• Trade-offs 

• Leadership driven 

Implementing boundary change • Embedding sustainability 

• Stakeholder Inclusivity 
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• Changing intra-organisational 

activities 

SBMI Multi stakeholder engagement • Enhance stakeholder relations 

• Engagements across value 

network 

• Promote collaborative 

partnerships 

Internal stakeholder buy-in • Employee motivation 

• Demonstration of the benefits 

Balancing environmental and social 
impact 

• Balancing conflicting priorities - 

trade-offs 
Multi 
Stakeholder 
Alignment 

Interdependency • Interdependent stakeholder 

relationships 

• Systems thinking and approach 

Shared goals • Shared goals 

 
Stakeholder relationships • Trust 

• Norms of traditional ethics 

• Long term orientation 

• Transparency 

Value Creation Value creation and delivery • Outcome of a sustainable 

business model 

• Collaboration and Co-creation 

• Bi-directional value flows 

(Mutual benefit) 

 

7.3.2. Refinements to the existing body of knowledge  

On the basis of the work conducted in this study, the following areas, as presented in Table 

31, appeared to be nuances of difference. According to Crane et al. (2016), a contribution 

can happen at different levels: theory testing and refinement; theory application; and theory 

generation. Theory refinement applies to the testing of existing theory to a “relatively new 

and still emerging empirical setting” (Crane et al., 2016, p. 785). These areas are therefore 

considered contributions, as they are potential refinements to the existing body of 

knowledge in an emerging field. 
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Table 31: Potential refinements to the existing body of knowledge 

Theoretical 
construct 

Theme Sub-theme 

Boundary Work Barriers and Enablers • Organisational design (Integration of key 

departments) – Enabler 

• Governance framework – Enabler 

• Global Standards and Listing 

requirements – Enabler 

Implementing boundary 
change 

• Integration into remuneration structures 

and KPIs 

SBMI Multi stakeholder 
engagement 

• Sector specific distinct relationships 

• Engagement tactics 

• Engagement tools 

Internal stakeholder buy-in • Leadership support 

• Education, training and awareness 

• Frameworks for intra-organisational 

alignment 

Balancing environmental and 
social impact 

• Localisation of global targets 

• Local context is key 
Multi 
Stakeholder 
Alignment 

Shared goals • Clarity on Negotiable and non-negotiable 

interests 

Stakeholder relationships • Dedicated human resources 

• Understanding of cultural nuances and 

tribal authorities - sector specific 

 

7.4. Recommendations for management and other stakeholders 

The theoretical conclusions inform the recommendations for management and other 

stakeholders, especially where nuances of difference were identified between the research 

outcomes and the findings in the literature. These recommendations are targeted at large 

and/or listed organisations; business managers and executives responsible for strategy 

implementation; industry bodies; and educational institutions. There are limited tools to 

assist business leaders with the boundary work process for SBMI. These recommendations, 

together with the conceptual framework, are aimed at providing business leaders with tools 

to navigate boundary work in SBMI. 
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RQ1 - Boundary work 
 

There are several barriers and enablers to inter- and intra-organisational collaborations 

(boundary work) when implementing sustainable strategies. It is therefore important that 

managers understand the barriers and enablers of boundary work in order to respond 

appropriately to them when implementing sustainable strategies. 

o Organisational design can either impede or enable the boundary work process when 

implementing sustainable strategies. An organisational design that is siloed and 

fragmented acts as a barrier to carrying out boundary work, whereas an organisational 

design that integrates key departments enables the boundary work process. An 

organisation's design should therefore be structured in a way that supports the 

implementation of sustainable strategies, including the identification of opportunities and 

the ability to act on them. 

o Organisational culture transformation and mindset change are important for successful 

sustainable business model innovations. It is important to ensure that all employees 

believe in and commit to what the organisation seeks to achieve. This starts with the 

organisation's leadership changing their perception of sustainability as a cost activity.  

o Global Standards and Listing requirements are making it easier to get alignment both 

internally and externally. Managers should therefore leverage these requirements for 

better stakeholder alignment. 

o Frameworks can also serve as tools for creating alignment across the organisation 

(intra-organisational alignment). 

RQ1 – SBMI 
 

It is important for organisations to embed sustainability into their business strategies, 

processes, and operations in order to support the implementation of sustainable strategies. 

Understanding local context is also key in order to maintain the correct balance of all the 

sustainability-related dimensions. 

o To encourage the right behaviour within the organisation, remuneration structures and 

individual scorecards/KPIs should incorporate sustainability-related targets. 

o Leadership support is crucial in inspiring employee motivation and internal stakeholder 

buy-in when implementing sustainable strategies.  
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o Employees require continuous education, training, and awareness to keep them 

motivated and to ensure that they understand the strategy and understand its 

implications on their thinking and behaviour change. It is also important to clearly 

demonstrate to employees the benefits of adopting a new strategic focus. When people 

see how they are better off, they are likely to commit to the new strategy and want to 

see it work. Organisations can also use frameworks to guide behaviour within the 

organisation and to ensure intra-organisational alignment, particularly for multinational 

corporations. 

o Given the prevalence of social issues in South Africa compared to other developed 

countries, it is crucial to consider the South African context when balancing 

environmental and social issues. Organisations and global alliance bodies need to 

consider localising global targets in order to prioritise the social needs that are more 

prevalent within a South African context. This may also be the case for other economies 

in Africa. Organisations and leaders, therefore, need to be willing to make trade-offs in 

order to address the social needs of the communities within which they operate. 

Research Sub-Q1- Multi Stakeholder alignment   
 

Understanding stakeholder relationships will be key for managers when implementing 

sustainable strategies. This will enable managers to carefully curate stakeholder 

engagement strategies that will enhance their stakeholder relationships. Building trusting 

relationships with stakeholders is important for long-term stakeholder orientation. Being 

proactive and constantly interacting with stakeholders builds trust and improves 

interpersonal relationships. 

o Organisations must clearly identify which of their interests and those of their 

stakeholders are negotiable and which are not. This approach fosters improved 

alignment between the organisation and its stakeholders, necessitating open and 

transparent communication about achievable and unachievable goals due to resource 

constraints. 

o While all stakeholder relationships hold significance, organisations prioritise some over 

others based on the sectors or industries they operate in and the risks they must 

manage. Management needs to therefore understand which relationships are more 

crucial for their organisation and have dedicated human resources/teams to manage 

these relationships. 
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o In managing stakeholder relationships in the South African context and depending on 

the sector in which the organisation operates, it is important that organisations are 

aware of and understand the cultural nuances and tribal authorities when doing 

business in certain communities in order to adapt stakeholder engagement strategies 

and make them suitable for each community.  

7.5. Limitations of the research 

The limitations of the research design and methods were discussed in Chapter 4. This 

section will therefore set out the limitations of the research study as a whole.  

o The study was only conducted in South Africa. 

o The study covered multiple sectors at a broad level. The study did not explore each 

sector in depth. 

o The manufacturing industry was not well represented in the study.  

o The study did not explore in detail the nuances of difference that were identified, as 

these were outcomes of the study. 

7.6. Suggestions for future research 

o The study covered multiple sectors at a broad level. The study identified several 

outcomes that were sector-specific, particularly when comparing the heavy industry to 

the financial sector. Further research could therefore be conducted on specific sectors 

to better understand how organisations within those sectors navigate boundary work in 

the context of SBMI for multi-stakeholder alignment.  

o Further research could be conducted in the manufacturing sector, as the sector was not 

well represented in this study. 

o Further research could be conducted in other developing countries to confirm the 

findings that were identified to be specific to South Africa as a developing country.  

o Further research could be conducted to test the various aspects of the nuances of 

difference that were identified to deepen the insights on the boundary work approach in 

SBMI for multi-stakeholder alignment. 
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Appendix 1: Interview Protocol 

Interview Protocol 

1. Please tell me about your role and how you got involved in sustainability.  

2. Please tell me about your understanding of how the organisation implements 

sustainable strategies 

3. Please tell me about your understanding of how the organisation engages with multiple 

stakeholders when implementing sustainable strategies.  

4. This question is in two parts. In your experience,  

a. What kind of relationships exist between the organisation and multiple 

stakeholders? 

b. how do these relationships work? 

5. This question is in two parts. Please could you tell me about 

a. The key challenges that the organisation has encountered with multiple 

stakeholders when implementing sustainable strategies. 

b. How did the organisation navigate these challenges? 

b) Given the relationships and engagements between the organisation and multiple 

stakeholders that you’ve already spoken about, please could you elaborate on how 

these have impacted on multi-stakeholder alignment?  

6. In your experience, how have these relationships with multiple stakeholders led to value 

creation? And for whose benefit?  

7. To wrap up, please tell me how you foresee this going forward?  

 

Questions that will be used as and when required 

1. Probing questions 

a. I wonder if you could tell me more about that 

b. I wonder if you could give me an example of…/ or please could you illustrate 

that with an example 

2. Clarifying questions  

a. In your response, you mentioned XYZ, what does that mean? 
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Appendix 2: Interview Consent Form 
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Appendix 3: Ethical Clearance Approval 

 

  



169 
 

Appendix 4: Code book from ATLAS.ti 

Code 
Activist groups can be a challenge to engage with 
Aim for understanding rather than alignment 
Aligning business processes with vision and goal 
Aligning on the how and the what is important 
Alignment across all functions within the business 
Alignment can be achieved by understanding the issues and knowing what you can and 
can't do 
Alignment entails knowing what is and what is not feasible 
Alignment of business interest in partnerships 
Alignment of stakeholder expectations with the strategy 
Applying a sustainability lens in your strategy and business model creates mutual 
benefit for multiple stakeholders 
Applying globally accepted standards helps with stakeholder alignment 
Assess impact of strategic decisions on multi-stakeholders 
Assessment of each stakeholder's progress 
Associations with the World Economic Forum at a global level 
Balancing the needs of different stakeholders 
Be authentic, honest and transparent 
Be more honest to stakeholders with less power 
Be receptive to the needs and requirements of stakeholders to respond appropriately 
Be willing to make trade-offs 
Being aware of the impacts and trade offs 
Being aware of the power dynamics in multi-stakeholder relationships 
Being careful of who you partner with 
Being clear about what you can and cannot do 
being honest about what you can and can't do when building trust relationships 
being open and honest about any mistakes 
Being open and receptive to hearing the other side 
Being open to explore different ways of addressing conflicting priorities 
Being realistic in managing stakeholder expectations 
Biggest challenge is aligning on the "why" and "what" 
Biggest challenge is growing stakeholder expectations 
Biggest challenge is not the divergent views 
Bringing alliance partners on board on what is important from an African context 
Build good relations with stakeholders 
Build good relations with stakeholders upfront 
Build trust and identify the right people within the communities 
Build trust by doing the right thing 
Building Clinics for the local community 
Building schools within the community 
Buy in and support from the Board is important 
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Buy in from EXCO is important 
Carefully selecting who within the organisation manages which stakeholder 
relationships 
Cat: Align business processes to vision 
Cat: Balance environmental and social elements 
Cat: Balance financial value and social impact 
Cat: Balance Stakeholder needs 
Cat: Business Associations 
Cat: Challenge not divergent views 
Cat: Challenging relationships 
Cat: Co-creation 
Cat: Collaboration 
Cat: Competitive advantage for value delivery 
Cat: Consistency 
Cat: Decentralised management of relationships 
Cat: Dedicated resources 
Cat: Deliberate engagement strategy 
Cat: Demonstrating value 
Cat: Different approaches to stakeholder management 
Cat: Double materiality Assessment 
Cat: Embed in KPIs 
Cat: Embedding sustainability 
Cat: Engage through Industry Forums 
Cat: Engage using Marketing 
Cat: Engage using Surveys 
Cat: Engagement across value chain 
Cat: Engagement Roadshows 
Cat: Engaging informs strategic direction 
Cat: Expectation Management 
Cat: Explaining the "why", the "what" and the "how" 
Cat: External Pressure 
Cat: Fragmentation 
Cat: Frameworks 
Cat: Funding of sustainable growth initiatives 
Cat: Genuine engagements 
Cat: Give and take 
Cat: Global policies help with alignment 
Cat: Global targets create challenges 
Cat: Government support 
Cat: Incorpate multi-stakeholder input into strategy 
Cat: Informal engagement structures 
Cat: Integrated reporting 
Cat: Interdependency 
Cat: Interest Alignment 
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Cat: Internal Stakeholder Buy-in 
Cat: Intra-organisational discussions 
Cat: Intra-organisational stakeholder alignment 
Cat: Investor Pressure 
Cat: Leadership driven 
Cat: Leadership Support 
Cat: Limited Resources 
Cat: Listen and understand 
Cat: Listening 
Cat: Listing requirements help with alignment 
Cat: Maintain good relationships 
Cat: Managing Resources 
Cat: Mindset change 
Cat: Misaligned KPI's 
Cat: Multi-stakeholder Circle 
Cat: Multiple engagement channels 
Cat: On the ground engagements 
Cat: One-on-one engagements 
Cat: Ongoing engagements 
Cat: Organisational Culture transformation 
Cat: Organisational Structure 
Cat: Participation at global alliance bodies 
Cat: Partnerships informed by aligned interests 
Cat: Personalised engagements 
Cat: Power dynamics 
Cat: Pro-active engagement 
Cat: Reaching common ground 
Cat: Regular Interactions 
Cat: Relationships with customers are key 
Cat: Remaining relevant to the community 
Cat: Responsiveness 
Cat: Risk and Opportunities 
Cat: Risk Mitigation 
Cat: Round table discussions 
Cat: Shared value 
Cat: Social Impact 
Cat: Stakeholder capitalism 
Cat: Stakeholder grouping 
Cat: Stakeholder mapping 
Cat: Stakeholder workshops 
Cat: Supply chain management 
Cat: Tactics around how you engage 
Cat: Taking leaders along the journey 
Cat: Trade offs 
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Cat: Training, Education and Awareness 
Cat: Transparency and honesty 
Cat: Trust 
Cat: Understanding cultural nuances 
Cat: Understanding stakeholder needs 
Cat: Vested relationship 
CEO should own the sustainability strategy for greater impact 
Challenge in implementing sustainable strategies when misaligned to the purpose of 
the organisation. 
Challenge is finding a way to merge both environmental and social elements in 
progressing environmental targets whilst creating a win-win for multiple stakeholders 
Challenging when the sustainability strategy is not led by the Board 
Clear management of stakeholder expectations 
Clear, transparent and consistent communication with multi-stakeholders 
co-create with different stakeholders 
co-create with like minded partners 
Collaboration and co-creation 
Collaborative relationships within Business Associations 
collective effort 
conduct materiality assessment and take input from multiple stakeholders 
Conflicting priorities creating a challenge for meeting global targets 
consider the impact of social media 
consistent messaging with multiple stakeholders throughout 
Continuous interactions with stakeholders to maintain relationships 
Contracting to get commitment from customers 
creating different groupings of stakeholders 
Creating jobs has a tangible positive impact for the community within which the 
organisation operates 
Creation of shared value results in better alignment 
Cultivate relationships with customers carefully 
cultural transformation is driven from the top 
Cultural transformation within the organisation is important when implementing 
sustainable strategies 
Cultural transformation within the organisation is important. The organisation needs to 
value stakeholders 
Customer segmentation 
Dedicated resources for engaging with government 
Dedicated resources for multi-stakeholder engagements 
Deliberate multi-stakeholder engagement strategy 
Delivering value to stakeholders results in competitive advantage 
Demostrating the value has yielded great results 
Dependency on multi-stakeholders for support 
Different individuals own different relationships with different stakeholders 
Different individuals own different relationships with different/ multiple stakeholders 
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Double materiality assessment to identify what's material to your organisation 
educating stakeholders 
Educating stakeholders on the "why" 
Education and development programs for the community 
Embedding sustainability clauses in supplier contracts to drive implemention of the 
organisation's strategy 
Embedding sustainability in strategy is critical 
Embedding sustainability in the business model 
Embedding sustainable processes into business strategies 
Employees are an important stakeholder group 
Engage clients to provide funding for sustainable growth initiatives 
Engage through stakeholder workshops 
Engage via surveys 
Engage with international stakeholders by participating in global associations 
Engagement with investor community done via integrated report 
Engagement with stakeholders across the whole value chain 
Engagements with different stakeholders across the value chain 
Engaging customers through marketing 
Engaging global alliance bodies to contextualise and inform global policies 
Engaging stakeholders can also mitigate risk for the business 
Engaging stakeholders can also mitigation risk for the business 
Engaging stakeholders informs strategic direction 
Engaging stakeholders through business associations 
Engaging stakeholders through reporting processes 
Engaging through the annual report 
Engaging to collaborate or reach common ground 
Engaging Unions as Partners 
Engaging with other organisations via industry bodies to influence legislation 
Environmental impact needs to be assessed 
Ethics and Integrity are important in your value creation 
Explain to stakeholders where the biggest impact is for the business 
Explaining the "why" across the whole value chain 
Explaining the "why" is important in getting multi-stakeholder alignment 
external engagement help with internal engagements 
Financial Impact needs to be assessed 
Find interorganisational strategic alignment 
finding common ground 
finding common interest with stakeholders to partner with 
Fragmentation within the organisation inhibits implementation of sustainability 
strategies 
Fragmented reporting lines inhibit implementation of sustainability strategies 
Genuine engagements to build relationships 
Get government buy in to influence and shape policies 
Get people who understand how government works to lead engagements with 
government 
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Getting buy in from employees is important 
Government is an important stakeholder 
Having a champion and leader for sustainability makes implementation easier 
Having a long term view in mind in fundamental 
Having lots of conversations to make sure that stakeholders understand 
Having the right individuals within the organisation to engage with stakeholders 
having workshops with various stakeholder groups to educate 
Help external stakeholders within the supply chain develop policies and frameworks to 
align with the organisation's strategic intent 
Honesty is important in creating alignment 
Identify misaligned interests early on 
Importance of demonstrating value to multi-stakeholders to drive alignment 
Importance of demostrating the value of embedding sustainable practices in the 
business model 
Importance of educating internal stakeholders in the implementation of sustainable 
strategies 
Importance of educating internal stakeholders to reduce negative perceptions 
Importance of engaging with all stakeholders that are impacted by the organisation's 
activities 
Importance of knowing who you are as an organisation and how sustainability forms 
part of your organisational identity 
Importance of sustainability framework for intra-organisational alignment 
Importance of transparency and honesty in stakeholder relationships 
Importance of transparent reporting 
Important to understand the opportunities and map the stakeholders 
Inconsistencies in investor expectations resulting in conflicting expectations 
Incorporate unions in your strategy 
Incorporating stakeholder feedback in programs in line with overarching strategy 
Influencing key decision makers through risk and strategic alignment in order to make 
better decisions 
Influencing procurement to implement responsible sourcing strategy 
Integrate sustainability factors into strategy 
Integrated report as tool for transparent reporting 
Integrating strategy, risk and sustainability within one department makes easier 
implementation 
Integrating sustainability into strategy and KPIs 
Integrating the sustainability approach into the business operations and exec KPIs 
Integration of strategy and sustainability is key 
Interdependency between the organisation and multiple stakeholders 
Intergratedness, stakeholder primacy, double materiality, impact 
intergrating stakeholders is the way we do business 
Internal stakeholder relationships can be challenging if there is no alignment 
Interorganisational collaborations are key in addressing sustainability issues 
Intra organisational stakeholder alignment is paramount when implementing 
sustainable strategies 
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Investing in building good relationships with key stakeholders 
Investor pressure enabled the implementation of sustainable strategies 
Involving multi-stakeholders in strategy development is important for alignment 
Its about finding a middle ground for all parties 
Its much easier to implement sustainable strategies when the company was initially 
formed for making social impact 
Joining the alliance led to direct flows of international funds 
JSE listing requirements make it easier to align 
Keep the regulator informed 
Keep Unions close and inform them as much as possible 
Know interest of your stakeholders, negotiables and non-negotiables 
Know when to engage collectively and when to engage individually 
Lack of internal stakeholder engagements impacts on value potential 
Limited resources 
Limited resources can impact on the implementation of sustainable strategies 
Listen and understand and be honest about what you can and can't do 
Listening and providing feedback is important in stakeholder engagements 
maintain good relationships even when there is no immediate agreement 
Manage different stakeholders in different ways 
Map stakeholders based on your strategic imperative 
Meet the stakeholders where they are and bring them along to where you are to get 
alignment 
Meeting with stakeholders where there could be differences 
Micro strategies must align to greater purpose of the group 
Mindset change within the business 
Misalignment between short term KPIs and long term strategies creates a challenge in 
terms of key focus areas 
Multi-stakeholder alignment 
Multi-stakeholder alignment is impossible when dealing with stakeholders with different 
interest 
Multi-stakeholder circle leading up to engagements with government 
Multi-stakeholder engagement forums for stakeholder engagements 
Multi-stakeholder engagements are key in implementing sustainability strategies 
multiple engagements with stakeholders to reach consensus 
Needs of developing economies need to be considered when setting global targets 
No impact from the implementation of sustainability strategies 
No incentive to meet long term strategic goals 
No one sized approach to stakeholder management 
Not always be a win-win 
Not embedding into KPI's creates a challenge 
on the ground engagement with stakeholders 
One on one engagements with customers 
Ongoing engagements with shareholder activists 
Open and honest conversations of what is achievable 
Opportunities to address social challenges through sustainable practices 
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Organic win-win relationships 
Organisations are still leading conversations with multi-stakeholder groups 
organisations dont operate in a vacuum 
partner with suppliers who are aligned with the organisation's strategy 
Partnering with NGO's for social impact 
Partnering with other organisations for social impact 
Partnering with stakeholders who's interests are aligned to your values 
Partnering with the community on social projects to foster relationships 
Personalised engagements with customers through the use of AI 
Power dynamics are key in creating alignment in stakeholder relationships 
Pro-active stakeholder interactions to manage risk 
Proactive engagements with the regulator 
Pull out of bodies where there is no purpose alignment 
Regular engagements with the government to advocate and influence policies and 
legislation 
Regular interactions to build relationships with stakeholders 
Regulators are becoming key stakeholders 
Relationship with customers is important 
Relationship with regulator is on a control-command approach 
relationship with stakeholder is owned by person who led the negotiation 
Relationship with the community is intertwined 
Relationships are built over time 
Relationships with NGO interest groups can be challenging 
remaining relevant to the community 
remaining relevant to the community in which you operate is key for stakeholder 
relationships 
Revenue and impact 
Round table discussion with government 
Scenario planning is important for managing multi-stakeholder engagements 
Segmented approach to multi-stakeholder engagements for alignment 
Shared value creation for multiple stakeholders 
Shared value creation relies on the organisation remaining a viable business 
Silos impact on efficient resource allocation 
Silos reduce the opportunity to innovate internally 
Stakeholder capitalism is becoming a non-negotiable 
Stakeholder engagement as an opportunity to co-create 
Stakeholder engagement is important in the formulation of sustainable strategies 
stakeholder grouping for engagement purposes 
Stakeholder management within procurement 
Stakeholder mapping and involving stakeholders in strategy 
Stakeholder mapping and prioritisation 
Stakeholder mapping is done to manage resources 
Stakeholder mapping is key 
Stakeholder mapping is key to measure impact 
stakeholder mapping, both direct and indirect stakeholders 
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Stakeholder prioritisation is important 
Stakeholders influence the organisations strategy 
Strategies are shifting towards creating shared value for multi-stakeholders 
Strategy needs to respond to risks and opportunities identified through stakeholder 
engagements 
Supply chain management and mapping 
Sustainability framework is part of governance 
Sustainability is an integral part of the strategy 
Sustainability is integrated in strategy development 
Sustainability is not entity specific 
Sustainability reporting is expensive 
Sustainability strategy is deliberate 
Sustainability strategy is driven by the Board 
Sustainable interventions are expensive initially 
Sustainable strategies are driven by the leadership 
Sustainablity strategy is values based 
Sustained value creation 
Systems thinking approach is required in multi-stakeholder interactions to achieve 
alignment and avoid unintended consequences 
Take into consideration the needs and wants of your stakeholders in your products 
Taking Executives through the journey of sustainable business practices is challenging 
Taking peopele along the journey to create a mindset change is impactful 
Taking people through the journey of sustainable business practices is key and 
impactful 
Targets set at a global level create a challenge 
The community is an important stakeholder 
The importance of contextualising the engagements with different stakeholder 
groupings 
The importance of informal engagement structures in some settings 
The need to balance environmental and social elements in the implementation of 
sustainable strategies 
The need to balance financial value with social impact 
The organisation is part of an ecosystem 
The organisation needs to make a difference in the community 
Trade offs are required from global targets to suite local context 
Training and awareness at Board level 
Training of Board members 
Training of internal stakeholders 
Trust is built over time. 
Trust is demonstrated by how you do business 
Trust is important in stakeholder relationships 
understand the key issue at hand 
Understand the various needs of each stakeholder 
Understanding cultural nuances in stakeholder relationships 
Understanding cultural/ tribal nuances when engaging with different communities 
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Understanding the individual hooks of each stakeholder 
Unions are the most influential stakeholder group 
Unrealistic expectations from other stakeholders 
Use of frameworks for intra-organisational alignment 
Use of frameworks to guide engagements with clients 
Use of frameworks to guide engagements with multiple stakeholders 
Use stakeholder feedback for materiality assessment 
Using industry forums for engagement 
Using KPI's to drive positive engagement with staff 
Using multiple avenues to engage stakeholders 
Using roadshows to engage stakeholders 
Using summits as a way to get alignment and buy in from senior executives across the 
organisation 
Using the SDGs to create alignment 
Using various ways to engage stakeholders to understand their needs 
Value alignment in partnerships is important 
value creation is about give and take 
Value drivers and frameworks to ensure consitent messaging across the organisation 
Value for the business 
Vested relationship between the organisation and employees 
working with stakeholders is a prerequisite for success 
You can't please every stakeholder 
You cant be everything to everyone 
You need interorganisational partnerships to solve for social impacts 
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