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Abstract

Purpose: To reduce the informational noise caused by excessive corporate social respon-
sibility (CSR) disclosures and to enhance the transparency of CSR integration into busi-
ness processes, this paper proposes a framework for integrating CSR into the responsi-
bility accounting and reporting (RAR) process.

Methodology/approach: The study analyses publicly available sustainability reports
and other CSR-related digital content as evidence of socially responsible behaviour. It also
examines how CSR is integrated into internal accountability processes through in-depth
interviews with selected employees.

Findings: The research reveals that growing volumes of data and selectively disclosed
information obscure potential issues. To support more transparent managerial decision-
making, RAR must be adapted to include stakeholder impact assessment and to catego-
rise decisions into financial, philanthropic, and socially responsible types.
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Research limitations/implications: The subjectivity of respondents may limit the com-
prehensive assessment of all CSR dimensions and their integration into internal processes.
Originality/value: This study highlights a disconnect between externally disclosed CSR
information and that used in managerial decision-making. Such inconsistency risks un-
dermining the essence of CSR, increases administrative costs, and complicates ethically
grounded governance. Enhancing transparency requires alignment between declared and
practised CSR information.

Keywords: CSR, sustainability reporting, responsibility accounting, management accounting,
stakeholders.

Streszczenie

Cel: W celu ograniczenia szumu informacyjnego spowodowanego nadmiernymi ujawnie-
niami dotyczacymi CSR oraz zwiekszenia przejrzystosci integracji CSR w procesy bizne-
sowe, w artykule zaproponowano ramy integracji CSR z procesem rachunkowoéci odpo-
wiedzialno$ci 1 sprawozdawczosci (RAR).

Metodyka/podejscie badawcze: Badanie analizuje publicznie dostepne raporty zrowno-
wazonego rozwoju oraz inne treéci cyfrowe zwiazane z CSR jako dowody odpowiedzialnych
spotecznie dziatan. Ponadto weryfikuje sposéb integracji CSR z wewnetrznymi procesami
rozliczalno$ci poprzez pogtebione wywiady z wybranymi pracownikami.

Wyniki: Analiza ujawnia, ze rosngca iloé¢ danych oraz wybidrczo ujawniane informacje
przeslaniaja potencjalne problemy. Aby wspieraé bardziej przejrzyste podejmowanie decy-
zji menedzerskich, proces RAR musi zostaé dostosowany do uwzglednienia oceny wplywu
interesariuszy oraz do kategoryzacji decyzji na finansowe, filantropijne i spotecznie odpo-
wiedzialne.

Ograniczenia/implikacje badawcze: Subiektywizm respondentéw moze ograniczaé pelng
ocene wszystkich wymiaréw CSR oraz ich integracji z procesami wewnetrznymi.
Oryginalno$é/wartosé: Badanie podkresla rozdzwiek miedzy zewnetrznie ujawnianymi
informacjami CSR a wykorzystywanymi w procesie podejmowania decyzji menedzerskich.
Taka niespdjno$é grozi podwazeniem istoty CSR, zwieksza koszty administracyjne oraz
komplikuje etycznie ugruntowane zarzadzanie. Zwiekszenie przejrzysto$ci wymaga dosto-
sowania i sp6jnosci miedzy deklarowanymi a praktykowanymi informacjami CSR.

Slowa kluczowe: CSR, raportowanie zréwnowazonego rozwoju, rachunkowoéé odpowie-
dzialnoéci, rachunkowo§¢ zarzadcza, interesariusze.

Introduction

An increasing number of civil society activists, associations, non-profit organisa-
tions, and business consultants are working toward making corporate social re-
sponsibility accountability more public, accessible, measurable, and transparent.
Digitalisation and artificial intelligence offer opportunities to process and sys-
tematise information efficiently. When appropriately applied, modern tools can
help steer processes toward socially responsible business practices. However, the
concept of corporate social responsibility (CSR) remains highly debated and sub-
ject to varied interpretations.
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The European Union’s (EU) Corporate Sustainability Reporting Directive
(CSRD) and its accompanying European Sustainability Reporting Standards
(ESRS) remain in a state of active revision. Throughout 2025, the European Com-
mission and the European Financial Reporting Advisory Group (EFRAG) have
issued transitional reliefs and proposed simplified standards to reduce reporting
burden, while political discussions about the scope and timing of the rules con-
tinue. These developments mean that companies already subject to CSRD are
preparing their first reports under evolving requirements, making the topic both
practically and academically relevant as an example of a major sustainability re-
porting regime still in flux.

Accountability to society is gradually becoming an integral part of contempo-
rary business development. Yet, what is presented to the public does not always
reflect what is valued or prioritised by company leadership. Internal systems of
responsibility accounting and reporting (RAR) are often veiled in secrecy, making
it difficult to uncover the challenges businesses face in balancing competing
stakeholder interests.

CSR is currently a widely discussed and relevant topic. Over the past decades,
scholars have extensively analysed CSR from multiple perspectives, emphasising
its societal importance, exploring its impact on corporate financial performance,
the factors that influence CSR disclosure, and how to measure it (Benabou,
Tirole, 2009; Durmaz et al., 2011; Navickas, Kontautien¢, 2011; Simanaviciené
et al., 2012; Baden, 2016; Leitoniené, Sapkauskiené, 2016; Gallagher et al., 2018;
Csikésova et al., 2020; Glanze et al., 2021; Rudzioniené, Gedutiené, 2022; Balcer-
zak et al., 2023; Buertey et al., 2023; Fatima, Elbanna, 2023; Zhang et al., 2025,
and others). CSR is often treated as a promotional business card or image-build-
ing strategy aimed at improving profitability, with frequent discussions sur-
rounding its meaning, value, and application.

It is worth noting that CSR disclosure in financial reports is becoming a com-
mon practice. However, most researchers focus on the impact of such disclosures
on external stakeholders. Less attention has been given to how CSR influences
internal decision-making or how it is integrated into the RAR processes. Some
fragmented studies explore CSR integration into management accounting (Won
Kim, Matsumura, 2017; Hosoda, 2018; Ahmad, Zabri, 2023; Onwuzulike et al.,
2024), but they lack detailed insights into the specific steps of integration or
which area of management accounting should be “responsible” for addressing
CSR issues.

Given that RAR — a key area of management accounting - provides infor-
mation on each employee’s responsibilities and contributions toward organisa-
tional goals, including those related to social responsibility, it is appropriate to
explore CSR integration into the RAR process.

RAR has been widely examined by scholars in recent decades (Mackevicius,
2004; Kanapickiene, 2009; Gliaubicas, 2012; Kren, 2016; Mackevicius et al., 2016;
Mahmud et al., 2018; Zureich, 2023; Yasar, 2024; Lingnau, 2024; Odonkor et al.,
2024; and others), with research focusing on control principles, the importance
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of planning and accountability, accounting evolution, and the ongoing develop-
ment of tools and methods influenced by digitalisation and automation. Essen-
tially, RAR research has primarily aimed at improving efficiency, financial out-
comes, and company value by providing timely, relevant, and high-quality infor-
mation to decision-makers.

Since the integration of CSR into the RAR process remains an underexplored
topic, this study seeks to rethink these processes and explore ways to incorporate
CSR assessment into internal managerial decision-making. The study focuses on
Lithuania’s retail sector, which generates one of the highest shares of value added
in the Baltic region.

Data were collected and analysed from five major Lithuanian retail chains
that dominate the national retail market by using a qualitative research ap-
proach. The study analyses CSR expression in external CSR communication and
reporting, followed by interviews with seven respondents to assess current corpo-
rate practices of integrating CSR into internal management and accountability
processes. The first research question (RQ1) examines the potential gap between
publicly disclosed CSR information and the information used in managerial deci-
sion-making. The second research question (RQZ2) assesses whether current RAR
systems are suitable for CSR evaluation and provides proposals to reduce CSR
communication noise and improve transparency in decision-making processes by
rethinking the RAR process framework.

This article aims to reduce informational noise from excessive CSR disclosures
and improve transparency by proposing a framework for integrating CSR into
RAR. To achieve this, it first outlines the theoretical background and two re-
search questions, then presents the methodology for examining CSR in public
communication, internal accountability and its integration into RAR, and finally
discusses findings and introduces the proposed CSR-integrated RAR framework.

The paper is structured as follows: first, we present the theoretical back-
ground and research questions. Then, we describe the methodology and analyse
CSR in both external communication and internal decision-making. Finally, we
propose an improved RAR framework and conclude with key insights and future
research directions.

1. Theoretical and conceptual background

CSR today is inseparable from the strategy of large businesses. However, Terec-
Vlad et al. (2017) note that many corporate executives consider themselves so-
cially responsible (often for external reasons), although in reality, they are not.
Therefore, it 1s essential to integrate CSR into a company’s internal decision-
making by adapting the structure of RAR accordingly.

Kurowski and Huk (2021) identify the core aspects of CSR as activities that
aim to maximise non-profit contributions, considering the needs of various social
groups beyond shareholders. They also highlight every organisation’s duty to ad-
here to moral and social standards throughout all operational stages, voluntarily
addressing social issues and thus strengthening society.
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Despite rising expectations and external pressure to meet higher CSR stand-
ards, many companies misunderstand the role of socially responsible business or
selectively apply CSR principles only in areas that are convenient for them. This
indicates that CSR is often perceived more as a marketing tool or a way to en-
hance corporate image for profit maximisation, rather than a genuine attempt to
address social and environmental issues (Simanaviciené et al., 2012). Such a per-
spective increases the risk of CSR being reduced to mere imitation. As Awa et al.
(2024) aptly noted, “Corporate sustainability is only guaranteed in the 21st cen-
tury if undiluted attention is paid to the opinions and demands of the various
stakeholders, and attempts are made to factor them into the decision-making
process”.

To make CSR an integral part of business development, a socially responsible
perspective must be incorporated into the RAR system — the system on which
managerial decisions are based. This process must be adapted to include stake-
holder interests in decision-making.

Traditionally, businesses rely on a classical RAR system, which is grounded
in the principle of decentralisation, assigning each individual responsibility only
for the areas they can control. Kingsley et al. (2014), in their analysis of RAR,
note that decentralisation is more evident in profit-oriented organisations. Its
positive impact on planning and control includes flexibility, clearer communica-
tion, better-trained lower-level staff, higher motivation among mid-level manag-
ers, and faster decision-making. However, they also note potential drawbacks:
friction may arise between departments, especially when outcomes are interde-
pendent; duplication of efforts may occur; information flow may become more
complex, increasing costs; and managers may adopt narrow thinking, focusing
solely on their unit’s results. These issues emphasise the importance of accurate
accounting and reporting procedures.

While the principle of control states that employees should not be held ac-
countable for activities outside their control, Zureich (2023) challenges this no-
tion. He argues that holding employees accountable for actions beyond their di-
rect control can actually lead to better decision-making. Organisations heavily
invest in IT systems such as enterprise resource planning (ERP), which provides
access to information beyond employees’ immediate responsibilities. Even when
such information is not used for performance evaluation, it can support improved
decision-making within their areas of responsibility.

When implemented successfully, RAR systems yield measurable results. Tran
et al. (2022) examined the impact of RAR implementation on the performance of
publicly listed companies in Vietnam and found a direct positive correlation. The
key success factors identified were profitability, growth rate, and market value —
all focused on financial outcomes. It is likely that CSR factors could also be suc-
cessfully integrated into RAR, enhancing performance if social responsibility el-
ements are included.

RAR systems and their main components — planning, control, feedback, and
decision-making — have been studied for decades. These systems link costs or
revenues to specific responsibility centres, allowing direct attribution of results
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to the accountable managers. A well-established and widely applied RAR struc-
ture in the business world is presented by Mackevicius et al. (2016). It comprises
six elements that are further divided into specific actions: 1) analysis and reor-
ganisation of the management structure; 2) definition of RAR goals; 3) creation
of responsibility centres; 4) development of responsibility centre budgets and self-
monitoring of execution; 5) performance evaluation of responsibility centres; 6)
reporting by responsibility centres to top management.

For internal information management systems to reflect not only economic
indicators but also aspects of CSR, Spogiené et al. (2025) proposed improvements
to this structure by adding new procedures and refining existing elements. Spe-
cifically, they recommended that the first element — analysis of the management
structure — be supplemented with stakeholder identification and evaluation. The
sixth element — reporting — should be extended to include reporting to both inter-
nal and external stakeholders. However, they argue that the classical internal
reporting system no longer satisfies the need to evaluate performance compre-
hensively in a modern context. It does not provide sufficient tools to demonstrate
a socially responsible business approach, particularly when balancing the inter-
ests of diverse stakeholder groups. Therefore, it is important not only to examine
external expressions of CSR but also to explore its integration into internal deci-
sion-making processes to balance business performance with stakeholder inter-
ests. To validate the applicability of the improved RAR framework in the retail
sector — and to refine it if necessary — an empirical study was conducted based on
the following research questions:

RQ1: Is there a gap between publicly disclosed CSR information and the infor-
mation used in internal decision-making processes in major Lithuanian retail
chains?
RQ2: How can the RAR process be improved by integrating CSR principles to
enhance decision-making transparency and efficiency in major Lithuanian retail
chains?

2. Research methodology

To address the research questions posed, a qualitative research approach was
adopted. This method was chosen to contribute to theory-building, gain multifac-
eted insights, broaden the scope of the investigated problem, and explore it from
a wider perspective. The study was carried out in three stages (Figure 1). The
sample was selected using purposive sampling of politically significant cases, fol-
lowing the qualitative data collection methodology recommended by RupsSiené
(2007). The study focused on five major retail chains that operate in Lithuania —
Maxima, Iki, Lidl, Norfa, and Rimi — which are among the most significant play-
ers in Lithuania’s retail sector.



Integrating corporate social responsibility into internal decision-making... 237

Figure 1. Stages of qualitative research

Stage 1. Analysis Stage 2. Analysis

of CSR expression of CSR in the Stage 3. Integration
in public company’s internal of CSR into RAR
communication accountability

Source: authors’ own elaboration.

2.1. Methodology for analysis of CSR expression
in public communication

In the first stage of the study, during the analysis of CSR expression in public
communication, data were collected from publicly available information sources
(Table 1) to address RQ1: Is there a gap between publicly disclosed CSR infor-
mation and the information used in internal decision-making processes in major
Lithuanian retail chains?

Table 1. Public information sources used for research

Number | Annual
Retail | of stores | revenue
Chain | in Lithu- (EUR
ania million)

Maxima 247 2143 At the time of the study, the most recent publicly avail-
able CSR report was published for the year 2023,
marking the company’s sixth CSR report. The report
is not formally audited by third parties

Lidl 72 867 At the time of the study, the most recent publicly avail-
able CSR report covered the 2022—2023 financial year
and was the company’s third CSR report. The first re-
port was published for the 2018-2019 period. The com-
pany’s financial year does not align with the calendar
year or the financial years of other companies. A lim-
ited assurance audit of the public report was con-
ducted by UAB “Ernst & Young Baltic”

Rimi 308 1834 At the time of the study, the most recent publicly avail-
able CSR report covered the year 2023 and was the
fourth publicly accessible CSR report published by the
company. The report is presented in the form of a web-
site and is not formally audited by third parties

Tki 246 887 At the time of the study, the most recent publicly avail-
able CSR report was published for the year 2023 and
represents the company’s second CSR report. The re-
port was not formally audited by third parties

Information source — CSR report
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Number | Annual
Retail | of stores | revenue
Chain | in Lithu- (EUR
ania million)

Information source — CSR report

Norfa 157 1078 The company’s official website and public statements
to the media. The company does not publish formal
sustainability reports

Source: authors’ own elaboration.

Although only four out of the five companies under study publish CSR reports,
the analysis of Norfa was conducted using publicly available statements. The
company’s CEO has publicly stated that businesses often engage in empty rhet-
oric and instead advocates for discussions focused on numbers and tangible
change. Norfa stands out with its unique approach to accountability, offering val-
uable insights for this research by presenting an alternative perspective to main-
stream reporting practices. The company openly shares its views on CSR initia-
tives. This publicly expressed stance is particularly valuable for the study, as it
highlights the same core issue — the need to shift focus from formal reporting
obligations to meaningful, measurable actions.

To answer the research question — whether there is a gap between publicly
disclosed and decision-making-relevant CSR information in major Lithuanian re-
tail chains — an analysis was conducted of the CSR reporting practices and guide-
lines followed by these companies. Compliance with a selected standard allows
for an assessment of the comprehensiveness of information disclosure and the
potential risk of formal declarations substituting for genuine accountability.

Following the suggestion by épogiené et al. (2025) to include stakeholder anal-
ysis in the examination of accountability structures, the CSR reports were ana-
lysed to identify the typical stakeholders of major retail chains and the key issues
relevant to them.

Subsequently, the suitability of publicly disclosed quantitative key perfor-
mance indicators for internal CSR accountability was assessed by examining
their presentation within the context of social accountability. Although numbers
are often perceived as objective facts, the context and wording can influence how
they are interpreted. The indicators were categorised by content into trade, as-
sortment, social, environmental, and economic groups. Within each group, the
analysis aimed to understand how the context of disclosure reflects the impact on
stakeholders and to assess whether any bias or statistical manipulation might be
present in data presentation to create a favourable impression.

2.2. Methodology for analysis of CSR
in the company’s internal accountability

The second research phase examined current corporate practices of integrating
CSR into RAR. It also sought to address RQ1 regarding whether there is a gap
between publicly disclosed CSR information and the information used in internal
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decision-making processes. Due to the confidential nature of internal reporting,
in-depth anonymous interviews were conducted with selected respondents who
met the following criteria: at least five years of professional experience, a mini-
mum of two years within the same company, managerial roles within corporate
administration, and participation in strategic executive meetings where high-
level decisions are made. This ensured respondents possessed a thorough under-
standing of accountability processes, the role of social responsibility in decision-
making, and related challenges.

Given their direct responsibility for financial and management processes, in-
cluding accountability, these executives provided valuable insights into how so-
cial responsibility is reflected in corporate objectives and influences decision-
making. Full confidentiality was maintained to prevent identification of either
the companies or the individuals, adhering to ethical research standards.

Interviews were conducted via phone or MS Teams. Responses were either
recorded or noted during the interview if the respondent preferred not to be rec-
orded. The focus was on the depth and quality of information rather than quan-
tity, aiming to uncover unforeseen aspects and develop a comprehensive under-
standing of CSR integration in internal controls.

Data saturation was reached after interviewing seven respondents: two each
from IKI and Maxima, and one each from Lidl, Rimi, and Norfa. All interviews
were individual. Interview statistics are presented in Table 2. Specific job titles
remain confidential, but all respondents held senior executive positions.

Table 2. In-depth individual interview overview

Interview Scope Number of respondents | Total interview duration
Company 1 2 125 min
Company 2 1 45 min
Company 3 1 30 min
Company 4 2 50 min
Company 5 1 20 min
Total: 7 270 min (4.5 hrs.)
Respondent Experience Minimum Average
Qualified Work Experience 10 years 19 years
Company Tenure 2 years 12 years

Source: authors’ own elaboration.

Respondents were asked how the impact of CSR actions on company perfor-
mance 1s measured, who is responsible for monitoring CSR key performance in-
dicators (KPIs), how often these KPIs are reviewed, and what their significance
is in decision-making. They were also invited to share insights on the factors
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driving socially responsible business decisions and what an internal accountabil-
ity system should look like to help executives evaluate decision impacts not only
on business results but also from a CSR perspective.

In-depth, unstructured interviews provided a deeper understanding of the level
of social responsibility integration in the daily performance assessment of major
Lithuanian retail chains and revealed factors that clarify the presence or absence
of social responsibility in everyday operations.

2.3. Methodology for integrating CSR into RAR

Building on the analysis of public CSR communication and empirical findings on
internal accountability integration, the final third research phase assessed the
information gap between public and internal reporting to answer RQ2: How can
the RAR process be improved by integrating CSR principles to enhance decision-
making transparency and efficiency in major Lithuanian retail chains? Given the
interpretive nature of the study, a contextual content analysis was conducted.
Indicators extracted from the context were collaboratively evaluated and vali-
dated by all three co-authors to enhance analytical rigour and credibility.

Based on these insights, a proposal was developed to improve the RAR process.
The outcome is an enhanced RAR process tailored for retail companies to embed
CSR in decision-making, which can also be adapted for other business sectors.

3. Research results and discussion

3.1. The representation of CSR in the external communication
of leading retail chains in Lithuania

To reconsider the RAR process for integrating CSR elements into decision-mak-
ing, the study first analysed how companies understand and present CSR in pub-
lic reporting. This phase aimed to address key research questions: whether a gap
exists between publicly disclosed information and that used in decision-making,
and how to improve the RAR process by embedding CSR principles to enhance
transparency and effectiveness in Lithuania’s major retail chains.

When examining the guidelines or standards companies follow in public re-
porting, three of the studied firms — Lidl, Maxima, and Iki — reported using the
widely recognised Global Reporting Initiative (GRI) standards. However, it was
noted that only general references to GRI topics were provided, rather than de-
tailed GRI indicators aligned with taxonomy requirements. The reports were not
fully structured according to the GRI framework; information was inconsistently
presented, lacked full verification, and methodological explanations regarding
data collection and reporting were insufficient. Often, GRI topics were listed
without corresponding data, citing data gaps or confidentiality. Thus, GRI ap-
peared to be used more as a communication tool than as a rigorous accountability
and reporting standard.
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In exploring appropriate methods for integrating CSR into the RAR, the study
examined manifestations of a key CSR element — stakeholder analysis and as-
sessment. The primary stakeholder mentioned in public reporting was custom-
ers, as the company’s survival depends on attracting them. All companies also
strongly highlighted employees as a critical stakeholder, given their role in busi-
ness success. Suppliers were considered stakeholders influenced through assort-
ment management. Other stakeholders received considerably less attention in
CSR reports. Political institutions were mentioned only in Lidl’s sustainability
report. Shareholders, investors, and local communities were identified as stake-
holders exclusively in Maxima’s CSR report. All stakeholders are summarised in
Table 3.

Table 3. Main stakeholders of retail chains and the topics relevant to them

Stakeholder Relevant topics

Shareholders and Investors | Financial stability and performance, sustainability metrics,
business continuity, risk management, ethics, and trans-
parency

Customers Product quality, availability, safety, wide assortment, af-
fordable pricing, sustainability, positive shopping experi-
ence, customer service, complaint handling, data protec-
tion, operational excellence

Employees Working conditions, employee well-being, company infor-
mation and strategy, changes and updates, compensation
and benefits, additional perks, professional development,
training programmes, career opportunities, information ac-
cessibility, equal opportunities, health and safety measures

Suppliers Delivery terms and conditions, fair payment practices, eth-
ical conduct, reliability, ethics, transparency, sustainability
issues (policies, data), certification

Business Partners Contract terms and conditions, fair payment practices, eth-
ical conduct, reliability, ethics, transparency

Government Authorities Taxes, reporting, legislation, compliance, ethics, and trans-

parency
Political Institutions Policy development and sustainability
Associations and NGOs Environmental and health impact, social inclusion and ac-

cessibility, animal welfare, ethics and anti-corruption, so-
cial projects, support and donations

Media Open dialogue, timely disclosure of relevant information,
ethics and transparency, financial performance, achieve-
ments, social projects, senior management changes

Local Communities Food waste, environmental impact, social initiatives, infra-
structure investments, local suppliers, ethics, and trans-
parency

Competitors (Not mentioned in reports as stakeholders)

Source: authors’ own elaboration, based on CSR reports analysis.
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Although the analysed retail chains maintain reciprocal relationships with all
listed stakeholders, the level of disclosure of these relationships in public report-
ing varied significantly.

Content analysis of CSR reports identified KPIs across several categories: re-
tail (sales revenue (in EUR), number of purchases, market share, number of
stores, retail space), assortment (number of product items, share of sustainable
or organic products, share of private label products, share of local suppliers’ prod-
ucts), social (total number of employees, employee turnover, wages), environmen-
tal (amount of food waste, donated food, waste by disposal type, energy consump-
tion, greenhouse gas emissions, water consumption), and financial (investments
and charity) KPIs. The aim was to critically assess the purpose of presenting
these KPIs in the CSR context and identify gaps or improvements to enhance
transparency in CSR reporting.

Qualitative analysis of retail KPIs revealed an emphasis on demonstrating the
company’s ability to attract and retain customer flows. However, a broader and
deeper evaluation was lacking, including comparisons of responsible consump-
tion and business growth challenges. Retail KPIs were presented in isolation
from other metrics, with limited data accuracy and trend analysis. The full supply
chain connections and stakeholder impacts of retail-related decisions were not
reflected. These KPIs provided statistical data but failed to reveal issues related
to CSR integration. Table 4 presents the analysis of public reporting practices
regarding retail KPIs.

Table 4. Retail KPI’s accountability content analysis

Practice of disclosure

KPI is i
in CSR reporting Analysis in the context of CSR
Sales External reports present sales rev-|Sales revenue is a key financial
Revenue enue or turnover in millions of eu- | measure of a company's size by
(EUR) ros for the financial year. Lidl’s fis- | sales volume. In the CSR context,

cal year differs from others. Lidl re-
ports audited revenue without clar-
ifying VAT inclusion. Rimi does not
specify VAT status. IKI and Max-
ima state that revenue excludes
VAT. Norfa’s website details reve-
nue with and without VAT sepa-
rately, including year-over-year
comparisons and growth percent-
ages. For accuracy and transpar-
ency, more precise indicator de-
scriptions are advisable (e.g., re-
turns, loyalty card point redemp-
tions, and deposits for packaging)

the composition and dynamics of
this KPI are more relevant. Since
all companies aim to offer competi-
tively priced goods, it is advisable to
analyse sales in conjunction with
customer numbers, sales volumes,
pricing changes, assortment compo-
sition, and pricing strategies
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KPI

Practice of disclosure
in CSR reporting

Analysis in the context of CSR

Number
of Purchases

Maxima reports annual purchases
in millions; IKI reports daily
rounded customer counts in hun-
dreds of thousands. Rimi, Lidl, and
Norfa do not mention this indicator
publicly

From a CSR perspective, the num-
ber of purchases can indicate mar-
ket trends and average basket size.
Retailers should clarify whether
they promote responsible consump-
tion by optimising purchase fre-
quency and encouraging bulk buy-
ing, or focus more on reducing food
waste by encouraging buying only
what is needed

Market Share
(%)

Only Maxima reports market share
publicly, although it does not spec-
ify sources or calculation methodol-
ogy

A higher market share implies
greater potential direct and indirect
CSR impact. Tracking market
share trends in a broader context
allows companies to analyse con-
sumer preferences and demands

Number
of Stores

All retailers report store counts, but
vary in detail about expansion and
renovations. Rimi is less detailed.
IKI highlights ongoing expansion
with autonomous stores. Norfa re-
ports planned openings and renova-
tions jointly. Lidl discloses new
store openings but not future plans.
Maxima breaks down stores by for-
mat and tracks openings, closures,
and renovations

From a CSR and sustainability per-
spective, store count is important
for geographic distribution, sustain-
able logistics, and balancing econo-
mies of scale with local solutions.
Store age and energy efficiency are
crucial; a high share of outdated
stores may indicate lagging sustain-
ability efforts. However, renovation
budgets do not necessarily reflect
resource-efficient investments

Retail Space
(m?)

Only IKI explicitly reports retail
space; others reference it indirectly
via relative indicators

Retail space is critical when evalu-
ating other CSR-related metrics
such as energy consumption and
waste per square metre. Comparing
retail space per capita can indicate
the balance of responsible consump-
tion in different regions: excessive
space per capita may encourage
overconsumption and waste, while
insufficient space may signal poor
service accessibility and inequality

Source: authors’ own elaboration, based on public CSR information.

The analysis of retail KPIs revealed that, in their current disclosure format,
these metrics are not well-suited for assessing CSR. They fail to reflect the ra-
tionale behind socially responsible decisions. Nonetheless, when evaluated
through the lens of CSR, such indicators can still yield valuable insights. There-
fore, the study extended the analysis to include other relevant KPIs.
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Assortment KPIs are among the most comprehensively disclosed in CSR re-
ports, which is understandable given that product offering is one of the most in-
fluential indirect impact areas. Retailers shape consumer choices, and assort-
ment data are relatively accessible and analysable. However, the reports tend to
focus heavily on assortment selection strategies aimed at increasing customer
loyalty while providing limited information on pricing structures or value distri-
bution across the supply chain.

Social KPIs have the potential to offer meaningful insights into CSR practices.
Nonetheless, the analysis revealed selective disclosure and a reluctance to pre-
sent a comprehensive and transparent picture. This suggests that social KPIs
remain a sensitive issue in the retail sector.

Environmental and financial KPIs are widely disclosed, not necessarily due to
their direct relevance to consumers or strategic impact, but rather in response to
formal regulatory requirements or reporting conventions. As a result, the level of
detail provided does not always correspond to the actual weight of their impact.

Overall, the use of external report KPIs as evidence of socially responsible
business practices is often selective, serving more of a representational than eval-
uative purpose. In many cases, adopting a broader analytical perspective, disclos-
ing additional contextual data, and involving a wider range of stakeholders could
enable a more objective and meaningful assessment of CSR performance.

3.2. CSR in the internal decision-making of leading retail chains
in Lithuania

To further address the research questions, internal CSR accountability was ex-
amined through in-depth, non-structured interviews with representatives of re-
tail chains. The respondents expressed diverse perspectives on CSR (Figure 2).
Nevertheless, they unanimously agreed on the importance of transparency — be-
ing perceived as socially responsible is crucial for corporate reputation, as it is
expected not only by governmental institutions but also by society at large. All
interviewees also shared the view that sustainability gains traction primarily in
conditions of economic maturity.

Figure 2. Subjective CSR maturity level evaluation

Interview question:
Would you consider your company to be socially responsible?
The assessment of CSR is not yet Yes, we are leaders in the field
clearly defined (4 resp.) of CSR (3 resp.)

Many activities would not be We have always been socially
carried out — or would be done responsible; there simply was

differently — if they were not no need to report it publicly

publicly disclosed (3 resp.) before (1 resp.)

Source: authors’ own elaboration, based on interviews.
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All representatives emphasised the significantly increased volume of data and
the challenges associated with collecting additional sustainability data for exter-
nal reporting due to regulatory compliance. Difficulties in data evaluation, re-
sulting from varying interpretations of indicators, as well as the need to train
employees, were commonly noted.

Each company addressed the management and control of social responsibility
differently in response to the new requirements. Some had dedicated sustaina-
bility departments, while others did not. In cases where specific individuals or
units were assigned responsibility for sustainability, they belonged to different
departments — such as public relations, legal, or strategy — or operated inde-
pendently. In all instances, these roles primarily served a coordinating function
between internal departments and external stakeholders. Data collection posed
challenges, and external consultants were often involved in the preparation of
public reports. Most companies allocated additional resources, including staff re-
sponsible for external CSR communication. However, their assignment to specific
departments or functions varied. Only one company reported having no dedicated
sustainability unit or responsible individual. This further underscores the rele-
vance of this research — the importance of integrating CSR into existing RAR
processes. When CSR is not embedded, managing and organising it requires ad-
ditional resources. The challenges organisations face as sustainability becomes a
standard practice are illustrated in Figure 3.

Figure 3. Sustainability as a standard: organisational struggles

Varied
approaches to
management

and control

Significantly

- Inconsistent Difficulties
increased

in data for external
collection consultants

data
requirements

Source: authors’ own elaboration, based on interviews.

A significant number of CSR KPIs are not entirely new. Rather, they reflect
commonly monitored KPIs, reinterpreted with greater detail and from a different
angle. All respondents pointed out that those responsible for CSR or sustainabil-
ity KPIs were not the same individuals responsible for compiling CSR reports or
for external CSR communication. Many of the KPIs are highly specific to partic-
ular business areas; for example, emissions-related KPIs often require conversion
and technical recalculation with the assistance of external experts. As such, pro-
gress and improvements were typically overseen by separate individuals, each
within their own field of responsibility.

One respondent emphasised the need for additional resources to manage sus-
tainability requirements and KPIs, arguing that the scope has grown too large
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for individual domain specialists to grasp and manage comprehensively. In this
regard, CSR is becoming comparable to legal or financial domains, which require
dedicated professionals with deep, continuously updated expertise. Meanwhile,
the remaining respondents were more inclined to believe that CSR and sustain-
ability should be embedded into existing processes through capacity building and
awareness among process owners.

In light of these perspectives, it is advisable to aim for maximum integration
of CSR and sustainability into core business processes, while allocating targeted
resources for consultation and monitoring of sustainability-related developments,
when necessary.

None of the respondents could identify a specific method used to evaluate and
monitor the impact of socially responsible projects on company performance —
particularly in terms of deciding how much to invest and where, not just from
a financial but also from a CSR perspective. The lack of such a method highlights
a need to improve performance assessment systems, as it remains difficult to ob-
jectively identify which companies manage and measure their activities in the
most responsible way. However, when discussing decision-making processes, re-
spondents consistently referred to three types of decisions based on the nature of
assessment: financial, philanthropic, and socially responsible (Figure 4).

Figure 4. Types of initiatives or decisions based on impact evaluation

Financial Socially responsible
(would be made (assess both the impact Philanthropic
regardless of CSR on the company and (are made despite
considerations, driven on external offering no financial
solely by economic stakeholders, incl. benefit to the company)
rationale) sustainability concerns)

Source: authors’ own elaboration, based on interviews.

Stakeholder identification and engagement are foundational characteristics of
corporate governance in socially responsible companies. However, interviews
with respondents revealed that KPIs related specifically to stakeholder relation-
ships are treated with particular confidentiality. Even top-level executives re-
frained from commenting in detail on how these relationships are analysed and
evaluated. Access to detailed data is typically restricted to a very narrow group
of employees directly involved in specific functions.

All respondents agreed that the current way of working is not an optimal or-
ganisational process for integrating CSR. Some leaned toward supporting the
need for businesses to adapt to new requirements by preparing additional reports
to promote greater responsibility. Others advocated for reducing bureaucratic
burdens, aiming to soften regulatory demands and simplify processes. Nonethe-
less, the importance of CSR integration and the need to improve business gov-
ernance processes were clearly recognised.

In summary, the interviews confirmed a widely discussed notion in academic
literature — that CSR practices are largely driven by external pressure, and only
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information with a positive impact on corporate reputation tends to be publicly
disclosed. Meanwhile, internal accountability processes have remained largely
unchanged. CSR principles often stay at the level of external communication,
while their internal implementation remains fragmented. To ensure transpar-
ency and strengthen the ability to influence managerial decision-making toward
more socially responsible governance — regardless of shifting regulatory trends or
temporary external fashions — it is essential to adapt the RAR process by inte-
grating a CSR-oriented management approach.

3.3. Integrating CSR into the responsibility
accounting and reporting process

An analysis of external and internal CSR reporting revealed a disconnect be-
tween publicly disclosed information and the data actually used in decision-mak-
ing. The growing volume of data, along with selectively presented information,
obscures potential issues and prevents a comprehensive assessment of organisa-
tional impact. The classical accountability systems still in use within companies
— developed in the previous century and narrowly focused on profit-oriented or-
ganisations — no longer reflect modern societal expectations for business perfor-
mance to be assessed in a holistic way, considering the interests of all stakehold-
ers. This gap poses a risk to both the meaning and implementation of CSR prin-
ciples.

There is a clear need to improve accounting and reporting processes so that
managers can adopt a more balanced analytical approach when making deci-
sions, one that incorporates CSR considerations. The first two stages of the em-
pirical research confirmed the theoretical proposition: that there is a need to in-
tegrate CSR elements into the RAR process.

Consequently, a revised framework was proposed to improve internal CSR ac-
countability by addressing the shortcomings identified during the empirical
study and incorporating missing CSR-related components. This includes stake-
holder analysis and classifying corporate decisions or initiatives by their nature
into three types: financial, philanthropic, and socially responsible (Figure 5). The
analysis of complex situations becomes clearer when information is structured in
sequential stages — starting with core elements and gradually leading to more
detailed insights.

In such a process, decisions driven solely by financial gain would be excluded
from CSR reports. The integration of CSR would be reflected in the ability to
transparently and sincerely communicate the true intent behind managerial de-
cisions, as the moral value of an action is defined by its motives. While financial
decisions remain necessary and legitimate, it would be misleading to categorise
them as socially responsible or philanthropic if they do not meet those criteria.

This proposed internal RAR process would bring greater clarity and transpar-
ency, facilitating communication, enabling faster goal adjustment in response to
changing environments, and encouraging managers to make socially responsible
decisions more frequently. It would also enhance trust among employees, inves-
tors, and other stakeholders in the decisions made by company leadership.
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Figure 5. Responsibility accounting and reporting process with integrated CSR

Monitoring the responsibility centre’s target performance
(using accounting data and variance analysis against the plan)

.

Analysis of trends in related KPIs
(to support the identification of potential causal relationships)

.

Investigation of deviation causes
(including interviews with responsible parties and verification of the validity of stated reasons)

.

Stakeholder impact analysis
(assessing and evaluating the situation’s effect on relevant stakeholders)

.

Formulation of alternative courses of action
(proposing various options for addressing the situation, including potential goal adjustment)

Managerial decision-making
(the manager determines the appropriate type of decision based
on the assessment of the current situation)

Financial | Philanthropic Socially Responsible

Appointment of the person responsible for the action plan development
(the manager assigns an individual to develop the action plan and calculate its impact)

Financial Philanthropic Socially Responsible

(the financial benefit
of planned actions to the
company is calculated)

(the budget for planned
action expenses and the
anticipated impact benefits
for the aid recipient are
specified)

(the impact on related
parties, the financial effect
on the company, and the
criteria for approval
conditions are specified)

Decision approval

(the manager evaluates the proposed action plan and either approves or rejects it,

providing reasons)

Revision of targets

(approved new targets and action plans are communicated to responsible employees)

Compilation of information for public CSR reporting
(responsible persons provide relevant information on initiatives for report preparation)

Financial
(Information deemed
irrelevant for CSR reports
is not provided)

Philanthropic
(relevant information)

Socially Responsible
(relevant information)

Source: authors’ own elaboration.
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Considering that independent external assurance procedures for CSR reports
will become mandatory, adapting the RAR process accordingly would help man-
agers gradually reduce excessive communication, narrow the gap between pub-
licly disclosed information and information used in decision-making, and enhance
the credibility of information in CSR reports.

Summary

Increasing expectations from society place growing pressure on businesses to bal-
ance and prioritise the diverse needs of both internal and external stakeholders,
while also ensuring decisions are made quickly and thoughtfully. In today’s fast-
paced business world, success depends not only on swift decision-making and
maintaining a good reputation but also on the quality and integrity of those de-
cisions. Misinterpreting data or selectively sharing information might create
a short-term positive image, but if discovered, it can result in serious damage.

This research aimed to propose a framework for integrating CSR into the RAR
process to reduce the informational noise caused by excessive CSR disclosures
and to enhance the transparency of CSR integration into business processes. The
study of CSR reporting in major Lithuanian retail chains revealed a clear gap
between the information shared publicly and what is actually used when making
decisions. While organisations are making efforts to adapt their structures to
meet rising demands, these changes have increased resource needs and made it
harder to properly evaluate sustainability efforts or collect clear evidence of so-
cially responsible actions. The subjectivity of respondents may limit the compre-
hensive assessment of all CSR dimensions and their integration into internal pro-
cesses. Crucially, CSR remains insufficiently integrated into the RAR processes
that guide decision-making.

To address this, the study proposed enhancing RAR by including CSR-related
elements. It also recommended excluding decisions driven solely by financial gain
from public sustainability reports. This would help reduce overwhelming commu-
nication, lower the risk of misinterpretation, and make social responsibility and
sustainability topics clearer and more focused. It is important to understand that
CSR is not black or white — it is a complex, evolving issue that involves ethical
dilemmas and long-term impacts, all of which need to be openly shared and
thoughtfully examined.

Given the universality of this methodology, future research could explore its
practical application by implementing the adapted accountability system in an
operating retail company and observing changes in decision-making and in man-
agers’ motivations to consider stakeholder interests. Researchers could also ex-
amine the advantages and limitations of such an adapted RAR system, develop
guidelines for socially responsible performance evaluation (including examples of
reporting packages), and refine the use of different performance indicators across
contexts. Although the study’s insights on information interpretation are most
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relevant to the retail sector, the assessment of stakeholder impact and the clas-
sification of decisions by stakeholder effects are applicable across sectors.

Integrating CSR into internal decision-making requires rethinking RAR pro-
cesses. Striving for transparency means using consistent information across all
sources that can be clearly broken down, analysed, and compared when needed.
This approach would encourage open conversations and the exchange of best
practices among companies, academics, and the business community — helping
build a more socially responsible, mature, and balanced economy.
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