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Abstract

The present research analyses the interface between the Mission and the
Purpose statements of companies of Brazil with B Corporation certification
from the following question: what are the interfaces between Mission and
Purpose in Brazilian companies with B Corporation certification? Mission
1s an important component of the organizational identity and it represents
the raison d'étre of a company. It is considered as a communication tool of
the company with the market and the internal public. Purpose has
emerged as the mission strengthening; in addition, it supports the
conduction of strategic implementation in order to reach vision and value
experiencing. The pubic studied is made up by B corporations of Brazil.
Concerning the methodological procedures, a research was carried out on
the websites of these companies. 11 categories were analyzed for the
mission statement evaluation and 6 categories were analyzed for the
purpose statement evaluation. By using a scale, the presence and the
absence of mission and purpose categories were respectively analyzed in
the Mission and in the purpose statements of certified B Corporations of
Brazil. The results show that these categories generate consonance
between the two messages when they are used in a consistent way. The
study has contributed to the researches in organizational communication
and stakeholders relations.
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Resumo

Esta pesquisa analisa as interfaces entre as declaracées de Missdo e de
Propésito de empresas com certificagdo B Corporations do Brasil, a partir
da seguinte questdo: quais sdo as interfaces entre a Missdo e o Propdésito
em empresas brasileiras que possuem a certificacdo B Corporations? A
missdo é um importante componente da identidade organizacional e
representa a razdo de existir de uma empresa. E considerada como uma
ferramenta de comunicac¢io da empresa com o mercado e com o publico
interno. O propdsito emergiu como fortalecimento da misséo; além disso,
apoia a conduc¢io da implementacio estratégica para o alcance da visao e
da vivéncia dos valores. O publico pesquisado é composto pelas empresas
certificadas B Corporation do Brasil. Em relacdo aos procedimentos
metodolédgicos, foi conduzida uma pesquisa nos websites dessas empresas.
Para avaliacdo da declaragdo de missdo foram analisadas 11 categorias e
para a avaliacdo da declaragdo de propdsito foram analisadas 6 categorias.
Com o uso de uma escala, analisou-se a presengca ou auséncia das
categorias da missdo e do propdsito, respectivamente, na declaracio de
Missdo e na declaracdo de propdsito de empresas certificadas B
Corporation, do Brasil. Os resultados mostram que, quando utilizadas de
forma consistente, essas categorias geram uma consonancia entre as duas
mensagens. O estudo contribui para as pesquisas em comunicac¢ao
organizacional e relagdo com stakeholders.

Palavras-Chave: Declaracdo de missdo. Propésito organizacional.
Empresas B Corporation. Comunicacio organizacional.

* KK

1 Introduction

The advent of globalization and the emergence of new technologies
have provided changes within the modern world. Concerning organizations,
these changes have boosted competitiveness and have allowed access to
different markets. In this scenario, the organization managers felt the need
to define strategies aiming to reach the competitive differential (Thompson
Jr, Strickland II, & Gamble 2008).

The study of the organizational mission emerged around the 1980s
(Machado, 2003; Mussoi, Lunkes, & Silva, 2011; Stallworth, 2008), a period
in which the organizations started having the need to differentiate and to
make persons have a sense of belonging (buyers and employees). In order to
achieve these objectives, the mission has to be clear and to involve

individuals and groups from the inside of a company, regardless of the
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hierarchical level (Bart, 2006; King, Case, & Premo, 2012; Stallworth, 2008).
The mission statement also works as a company communication tool with
the external environment (Stallworth, 2008). Although the study of mission
exceeds 30 years, the theme is still neglected in the entrepreneurial sphere,
considering that some companies present low consistency mission
statements (Araujo, 2016; Bart, 2006), which refers to the text that makes
the organization raison d’étre explicit and provides a sense of organizational
management.

The use of the organizational purpose statement as a support for the
organizational mission emerged in the entrepreneurial environment at a
later time. The organizational purpose statement does not replace the
mission and the organizational value statements, for the purpose role is to
be a “guide” or a “conductor” for persons in favor of a common goal by
focusing on the company identity and on the public interest, i.e., it is related
to the way the company intends to contribute to society without neglecting
the profit (Araujo, 2016; Khalifa, 2012; Mintzberg, 2000; Ready & Truelove,
2011).

Some of the Brazilian companies started using the purpose
statement. In 2016, Araudjo carried out a research aiming to analyse the
purpose of service companies considered by “the Best Companies to work
for” Year book, published by Exame Magazine in 2015. It identified only one
company with declared purpose. Hence, the purpose study in the academic
and in the entrepreneurial environment is of great relevance.

Regarding the applicability purpose in organizations, there is a global
movement called B Corporations or merely B-corp, which has the purpose of
certifying for-profit companies which are concerned about offering products
and services which contribute to the environment and to the social well-
being in addition to the profit boosting for shareholders.

This research analyzes the interface between the Mission and the
Purpose statements of B Corporations, and thus questions: what are the
interfaces between Mission and Purpose in Brazilian companies which have
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the B Corporation certification? In general, this research is justified by the
theme relevance for the entrepreneurial communication studies and
stakeholder relations. As to the research procedures, a documental research
was carried out in order to analyze the organizational mission and the
organizational purpose statements and to identify if there is any relation

between Mission and Purpose.

2 2 Theoretical Framework
2.1 Organizational Mission Statement

The organizational mission is an element which makes up the
organizational identity and a company communicates its raison d’étre
through the mission. The study of mission as a strategic organization
guideline began in the 1980s (Machado, 2003; Mussoi, Lunkes, & Silva,
2011). And it has been used as a corporate means of communication between
the company and its stakeholders since then (Irigaray et al. 2014;
Stallworth, 2008). According to Mintzberg et al, (2000), what distinguishes
one organization from another is its mission because two organizations can
have the same business, but they will never be able to have the same
mission, by considering that mission declares the purpose of an organization
existence, making it unique (Drucker, 2006).

All the concepts defined by the cited authors converge to a mission
statement in line with the company essence (Table 1). During decades of
studies dedicated to the organizational mission, the concept has been
through changes and it has been enlarged not only to include the
organization role in society or its raison d’étre, but also to involve other
aspects concerning the organizational objective and image. Mussoi, Lunkes,
& Silva (2011) state that the mission should reveal the organization image
and guide the strategic decisions. Thus, mission may be considered as a
compass, which guides an organization directions. Table 1 presents a

mission concept synthesis.
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Table 1. Mission Concepts

Author

Conceptualization

Pearce et al.

The mission should be objective and able to be evaluated periodically; the author
argues that elements such as the kind of product which is offered, the acting market or
consumers which are served, as well as the technology used for the process

(1982) accomplishment, the entrepreneurial philosophy, profitability, expected image and self-
identity should be considered in the mission formulation.
The mission should be attractive to the consumers, define the company strategic
Campbell positioning which encompasses values. Describe the employee behavior patterns and
(1997) evaluate the mission reflex, although it explains that, when the mission is not
understood, it causes adverse consequences.
Mullane .
(2002) The mission should be Measurable and adaptable
They maintain the use of the client relation elements, product/service, technology,
Sufi and acting market, survival and growth strategies, profitability, philosophy, organizational

Lyons (2003)

image, leadership, interested parties and social responsibility in the mission statement.
The author also defends the importance of accuracy in a mission definition.

David and
David (2003)

The mission should be consistent, focused and have guiding elements; they suggest
that an effective mission should include nine elements: clients, products/services,
geographical localization, technology, growth strategy, profit, philosophy/values,
employees and organizational competence.

Bart (2006)

The mission should be able to create collective learning, which can be understood by
the employees who understand the company purpose, its raison d’étre and its target.
The mission should be clear and directed to employees and consumers, besides being
something which is part of the company daily context.

Biloslavo and
Lynn (2007)

The consistent mission should have elements which represent the interested parties
such as company reference, client, products/services, persons and organizational
development.

Cochran et al
(2008)

The mission should serve mainly to guide managers in the development of a consistent
mission.

Source: Araujo (2016, p. 28)

In this perspective, the mission is seen then as all-inclusive, which

has three fundamental pillars: commitment which reflects the mission
authenticity; meaningful and inspiring value in order to improve the
company capacity and a noble cause in order to provide meaning to all in the
company so that they are willing to spend their energies on the pursuit of

the objectives (Khalifa, 2012).

2.2 Organizational Purpose

The concept of organizational purpose emerges from the perspective
of joining the mission, the vision and the values so that these elements are
complemented, and not replaced. The organizational purpose directs the

building of an inspiring mission, which mobilizes the employees for its
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accomplishment (Ready & Truelove, 2011), and it can be defined as related
to the organization raison d’étre, i.e., it reveals the fundamental reason for
an organization existence (Mintzberg, 2000). The purpose is created from
the company essence; it is unique and it may not be copied by another
company (benchmarking).

The purpose aims to direct the team work accomplishment, because
the employee understands that his/her actions cause changes and
involvement which go beyond the accomplishment, requiring the employee
to be concerned about his/her work result and how it can affect the whole
setting. The definition of the organizational purpose supports the employee
engagement, because the purpose focuses on effect, strategy and values and
it should translate the behavior patterns via the company philosophy
(Khalifa, 2012).

The purpose helps to define the organizational strategy, for a
company which has a defined purpose knows the result aimed at and what
1s necessary to do so (Ready & Truelove, 2011). The purpose is related to the
result achievement. It is created from the organization inside out and thus
it should be authentic (Khalifa, 2012). Purpose authenticity means
originality, and this is determinant for the organization that intends to have
a strongly established purpose. A company which has purpose can enhance
its impact on society, work focused on value, in the sense of organizational
sustainability, bottom line, employee and society well-being as a whole
(Champy & Nohria, 2000).

Khalifa (2012) lists three fundamental pillars in purpose definition.
The first one corresponds to the mission authenticity reflection; the second
one to a meaningful value and to the organization capacity to work with
inspiration and the third one corresponds to the dignified purpose
definition, which gives meaning to the employee work (Ellsworth, 2002;
George, 2003; Khalifa, 2012).

Purpose is how the company contributes to society and to the

environment (Khalifa, 2012). Large companies are moved by purpose by
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considering profit as a consequence of all which is accomplished and aiming
to generate value for the interested parties. Companies with purpose are

valued, recognized and admired by their stakeholders (Sisodia, 2009).

2.8 B Corporation — Beneficial Corporations

A movement called B Movement (B Corporation, 2019) which came to
Brazil in 2013 emerged in the entrepreneurial area in the United States and
in Canada in 2006. This movement is made up by for-profit companies, but
they aim at generating value for society in addition to the return to
shareholders. The interest in the B Certification quest is voluntary and
requires some necessary prerequisites to be full filled by the company in
order to get the certification; after being evaluated, the companies receive
the B Corporation certification, which means B Corporations, and B means
beneficial.

According to Gilbert (2010), the B Corps focus is on the company
certification and it is not on the products. The author emphasizes that when
doing so the company is prevented from having certified products, and all
the same they perform harmful practices to the environment and to society.
B Corps are companies which use the power of their businesses in order to
solve social and environmental problems, and they are grounded on the
philosophy of being the best company for the world and not of being the best
company of the world.

B Corp Movement proposes to include the socio-environmental
dimension as part of the ultimate mission of the organizations (Comini,
2014). Porter and Kramer (2011) define that a B Corp needs to have a
defined purpose and that it should be focused on the creation of shared
value. A prosperous community contributes to the organization prosperity
and thus all win.

According to the B Corporation Website (2018), the benefits of
becoming a B-Corp include the capacity to attract and to retain talents, to
attract investors and partnerships, to have a competitive differential and
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consequently to have a positive image before the community. The companies
are evaluated from socio-environmental performance, public transparency

and legal responsibility variables.

3. Methodology

The research is considered as exploratory. It was carried out by using
the documental analysis, based on mission statements of Brazilian
companies certified by the B System. The access to the mission statement of
the companies was performed on their web pages, i.e., for a documental
research on the Internet (company websites).

The study variables were defined from the consolidation of three
research dimensions: mission, purpose and B-Corp concepts. For each
dimension, categories of analysis were defined. These categories were
defined as ex ante, based on the theoretical framework and on the cited
authors in Tables 1 and 2, by taking into account what they define as
relevant for each dimension.

The Mission is made up by 11 categories: shareholder, relation with
clients, relation with employees, relation with suppliers, relation with
society, services/product, socio-environmental responsibility, technology,
geographical localization and profitability, according to Pearce et al. (1982),
Campbell (1992), Mullane (2002), Sufi and Lyons (2003), David and David
(2003), Bart (2006), Cochran et al (2008). Regarding purpose, 6 categories
were 1identified: society, value/philosophy, sustainability, bottom line,
employee well-being/happiness and organizational strategy according to the
study by Khalifa (2012).

As an evaluation tool, a scale which aims at evaluating the frequency
degree of each dimension concerning the company mission and purpose
statement was used when it is available. The scale considered the following

evaluation possibilities, as shown in Table 2.
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Table 2. Scale used in the statement analysis of B Corp mission

Scale Correspondence

Without subject direct reference, and without any indirect reference
Without subject direct reference, but with indirect reference

No subject direct citation, but with direct reference

Without subject direct reference, without direct reference

With subject indirect reference, with reference

With subject direct citation, without reference

With subject direct citation and direct reference

N[OOI WIN|F

Very low—-1,0<x<2,1
Low—-22<X<34
Moderate —3,5<X<5,7
High— 5,8 <X <6,9
Very High— X=7,0

Source: adapted from Aradjo (2016, p. 45)

The data were analysed by observing the averages and the frequencies
of the elements through the mission adherence level to the theoretical
elements, presence of purpose variables and comparative among the
averages of the mission and purpose statements. The score used, varying
from 1 to 7, corresponds to the degree in which the formalized mission
serves the study elements. For each score, a correspondence to the related
variable is verified, as the first line refers to the variable quote, and the
second line consists of a secondary analysis, in which it was intended to
evaluate if, regardless of the citation, there was some reference to the
subject. It was considered that there was citation when one of the attribute
words was explicitly cited in the mission statement. On the other hand, the
subject could be mentioned in some opportunities, even though there was
not any attribute explicit citation. From this analysis, a scale defined by

Aratjo (2016) (Table 2) was applied.
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4 Results

In this section, the results obtained in the research are presented and
discussed. Interface between Mission and Purpose. All the analyses were
made firstly through the Content Analysis and then complemented by the

Frequency Analysis.

4.1 Mission Statement Analysis

With regard to Mission, the analysis of the mission statements was
individually performed at first, starting with the extension and the present
element evaluation. According to Bart (2006), there is not any rule to define
the size of an 1deal mission; nonetheless, the importance of the definition of
a coherent and complete mission is highlighted. The author signals for a
very long or a very short mission statement definition, as it may
compromise the understanding of the conveyed message in both situations.

According to the performed analysis, it was identified that 23 words is
the average size of the mission statements of the analysed companies. The
longest mission statement contains 80 words and it belongs to Cause
corporation, followed by Triciclo corporation with 72 words. The shortest
statement contains 4 words and it belongs to Resolv Ja corporation, followed
by Giltec and SITAWI corporations, both with 6 words. In each mission
statement analysis, it was identified that the longest mission statements
present multiple sentences, which may lead to failures in their
interpretation and understanding (BART, 2006). The companies which have
compound mission statements of up to 6 words do not even mention the
segment in which the company operates.

Hence, it 1s worth highlighting that both a long and an extremely
objective mission statement can cause failure in the message
communication which the company wishes to convey by intending to make
its raison d’étre clear. By analysing the presence of categories which make

up the mission, the aim was to identify which categories are more frequent.
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According to Table 3 data, the overall average concerning the use of the
mission elements of the studied companies was of 2,4 in the mission
statements . In general, this average is considered low, taking the analysis
criteria adopted in the research instrument into account. The most used
element is the “services/produtc” one (19,19%), followed by the “socio-
environmental responsibility” (15,09%) and “responsibility towards society”
(14,44%). The frequency of using these elements is specially pertinent to the
universe of the studied companies, bearing in mind the pillars proposed by
the B-Corp system, which are the social and the environmental
performance, public transparency and legal responsibility. The less cited
elements were “philosophy/organizational 1image” //(4,36%) and the

“strategic positioning” (3,77%).

Tabela 3. Frequéncia dos elementos citados nas declaragoes de missao

Elements Average Percentage
Services/product 5,1 19,2%
Socio-environmental Responsibility 2,8 10,4%
Relation with society 3,2 12,0%
Technology 4,0 15,1%
Relation with clients 1,0 3,8%
Profitability 3,8 14,4%
Relation with Employees 1,2 4,4%
Geographical Localization 1,3 5,0%
Shareholder 1,6 6,1%
Philosophy/Organizational Image 1,3 5,0%
Strategic Positioning 1,2 4,65%
Total 26,5 100%
4.2 Purpose Analysis

Table 4 shows the average of the elements used in the analysed
purpose statements. The study on purpose has emerged recently with the
intent to strengthen the organizational mission experience. That is, purpose
complements mission, it does not replace it (Khalifa, 2012). Thus, from the
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purpose statement and from the literature which define concept and
elements, the analysis of the purpose element presence in the purpose

statement of the studied companies was conducted.

Table 4. Frequency of the cited elements in the purpose statements

Elements Average Percentage
Society 2,4 16,0%
Value/Organizational Philosophy 2,3 15,6%
Sustainability 3,1 21,0%
Bottom line 2,9 19,7%
Employee Happiness 1,2 8,1%
Organizational Strategy 2,9 19,7%
Total 14,7 100%

As Table 2 shows, the most cited purpose element in the purpose
statements of the studied companies is the “sustainability” category (3,1),
followed by the “bottom line” and “organizational strategy” ones, which
obtained the same average (2,9). “Well-being/Employee Happiness” was the

least cited category among the analysed statements (1,2).

4.3 Interface between Mission and Purpose

After having conducted the mission and purpose dimension analysis,
the aim was to identify if there is any relation between these two
dimensions from the averages obtained by element. To the end of this study,
three groups were defined. Grouping allows to join data in groups
considered as more homogeneous ones, based on similar characteristics.
Group 1 is made up by companies which have only the declared mission,
total of 45 companies. Group 2 is made up by companies which have only the
declared purpose, total of 4 companies. And Group 3 is made up by
companies which declare both mission and purpose, total of 13 companies.

Table 5 demonstrates the averages obtained from the analyses.
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As it can be observed in the mission dimension in general, the
companies which belong to Group 1 obtained higher averages, except for the
service/product and relation with client elements. Concerning purpose,
Group 3 includes companies which present greater frequency in general
when using the proposed elements.

Table 5. Average by element: Mission and Purpose

MISSION PURPOSE
3 = | & o o @
b3 g E >y 8 g E E > é =
Q 1 ) — =
2 68 ns| 25| & T 5| 2(3d £ FEIERIER
el 2 |59g2a 58 <| =8| 2| ZI|EY F 2l 8l & Q| =|Ed
&l ¥ lg3<cél 22 Bl 25 2 2188 & S| E| | gl Z|gE
o = |29 58 S5 B E8 g £ 1283 % S| =| 5| S| 3|EE
S s |=gdcEl g2 2| @3] 2| B |2y & 2| 3| 5| 3| 2|s&
Bl S |3 &5 2 gl & EIEY 2 g2 /] 2|E
o) S o) E 8 > g
~ 2! ~ g @w =
Group1 |50] 27 [1,4| 32 | 43 (42| 14 |1,3]| 1,7 11| 1,0 0,0 |0,0[0,0(0,0]/0,0|0,0
Group2 0’0 0’0 0?0 0’0 0’0 O>0 0’0 0’0 090 0’0 0,0 1’5 2,5 3’5 3;5 170 1;3
Group 3 |53 29 10|29 |31 |26] 1,0 |1,0| 1,5 |1,3| 1,0 2,6 (2,2(2,9(28|1,3|3,5

Afterwards, a comparative analysis between the overall average of
the mission and purpose elements involving the three groups, aiming at
identifying if there is an interface between the mission statements and the

purpose ones was conducted. Figure 1 demonstrates the obtained results.

3,0
2.5 2.6
50 2.2 2,1
1.5
1.0
0.5
0.0 0,0 0.0
GROUP 1 GROUP 2 GROUP 3

=@=N\[ISSTON PURPOSE

Figure 1. Mission and Purpose Interface
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By considering the evaluation of the averages as very low, low,
moderate, high and very high, it is possible to affirm that, concerning
mission, the companies in Group 1 have a higher overall average than the
Group 3 ones. The average of Group 1 companies is considered as low and of
Group 3 ones as very low.

Regarding the purpose statement, the companies in Group 2 have a
lower average than those in group 3; however, both of them are considered
as low averages. It is worth pointing out that regarding mission, Group 2
companies do not present any mission statement and Group 1 ones do not
present any purpose statement, obtaining zero in the two evaluations. It is
important to emphasize that Groups 2 and 3 were the ones which
concentrated the smallest number of companies.

With regard to the interface between mission and purpose, it was
identified that among the companies which are included in Group 3, which
have the declared mission and purpose, there is an approximation of the
averages of the two statements. Yet, the research shows a divergent result,
as Group 1 only has declared mission and obtained the highest average,
contradicts what Khalifa (2012) affirms; he argues that the purpose exists
as complementary to the organizational mission.

In general, as Chart 1 shows, it is possible to identify the interface
between mission and purpose in companies which make up group 3 in

particular, as these present a higher quantitative of the studied categories.

5 Final Considerations

The organizational mission statement theme has been widely
discussed in the academic area since the 1980s. This statement became an
entrepreneurial practice since then. However, this research showed that
there are problems in the entrepreneurial mission statements when the
categories proposed by the academic debate for an organizational mission
effective statement are considered. Another theme addressed in this
research, was the organizational purpose, an entrepreneurial practice which
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emerged after the mission statement theme. In the academic field, the
number of studies on the latter is reduced, although it has been identified
that the purpose statement is an entrepreneurial practice. Among certified
B Corps of Brazil, it was identified that 19% of the studied companies have
the public purpose statement.

The organizational mission statement analysis considered the
average size of the statements and the presence or not of the categories
proposed by the literature on the theme. The research showed that all the
mission statements of the studied companies present one of the mission
categories recommended by the literature, even though it is indirectly. As to
the size, it was identified that the longest statements miss the focus of an
effective mission statement by presenting a redundant text. The shortest
statements are very brief and they do not transmit an effective statement
either.

The purpose statement analysis, from the presence of categories
which make up these statements or not, according to the studied literature,
made it possible to identify that 19% of the studied companies have this
public statement. This percentage is still low, considering that the B Corp
companies have purpose as the basis of their existence. The research results
show that sustainability was the category which presented the highest
average of presence in the purpose statement; this category is one of the B
Corp company pillars.

The research, either in the presence or in the absence of categories
which make up the organizational mission statements and the purpose ones
by certified B Corporation companies of Brazil, showed need for consistency
between these two messages.

As to the practical implications of this study, the contributions to the
manager work concerning the preparation and the review of the consistency
of organization mission and purpose statements are highlighted. As the
research limitation, this study analysed the B Corp companies of Brazil. The
study of organizational mission and purpose statements is suggested to
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other groups of companies, by including comparative studies which analyse
the consistency between these statements and the future vision and

organizational value ones as well.
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