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Abstract

Purpose – The purpose of this article is to present how innovations in the social action program of a

Spanish savings bank produce strategic changes in the organization.

Design/methodology/approach – The paper follows a historical approach, first studying Spanish

savings banks in general and the Caja de Ahorros de Navarra (CAN) in particular. It then examines the

strategic challenges that the CAN faced in 2002 and the organizational response through the ‘‘You

choose, you decide’’ initiative. The implementation of the program is chronicled and results evaluated

against strategic objectives.

Findings – In embodying the social action program of the CAN, the ‘‘You choose, you decide’’

campaign has successfully differentiated the bank. Customer-stakeholders have acquired a high

degree of identification with the bank since they now decide on the beneficiaries of the social action

program as well as their level of prioritization.

Originality/value – This work is of special interest to bank managers who would like to incorporate CSR

and increased stakeholder involvement into their strategic and differentiation objectives.

Keywords Corporate social responsibility, Stakeholder analysis, Savings banks, Customers,
Product differentiation, Innovation

Paper type Case study

Introduction

In Spain, savings banks are private financial institutions organized as foundations[1]. The

main identifying features of their mission are concern for saving; focus on the poorer classes,

with an extensive network of branches; concentration in a geographical area; and allocation

of a significant part of profits to social and charity projects (Azofra and Santamarı́a, 2004).

The second and fourth features highlight the savings banks’ social focus. To some extent,

savings banks can be considered forerunners of the CSR movement.

By virtue of the fourth feature, savings banks allocate a large part of their profits to charity

and cultural, environmental or educational programs through their social and charitable

action (SCA).

In the last 25 years, Spanish savings banks have allocated between 20 and 30 percent of

their net income to SCA (Esteller-Moré et al., 2006; Callado and Utrero, 2006). Thus, for

example, Spanish savings banks allocated e1.163 billion to SCA in 2004, according to data

provided by the Spanish Savings Banks Federation (Confederación Española de Cajas de

Ahorros, 2005). Given the greater solvency requirements imposed by economic authorities

on savings banks in recent years, it could be thought that SCA resources would decrease.

However, this has not been so and the proportion of SCA resources has not changed (see

Table I).
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Alejo José G. Sison is

Rafael Escolá Chair of
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However, despite this encouraging news, we have identified at least three problems

affecting savings banks’ SCA:

1. Dissociation between the SCA and savings bank strategy.

2. Lack of criteria in responding to stakeholder demands.

3. Scant public appreciation of the SCA.

Regarding the dissociation between the SCA and savings bank strategy: it often happens

that business strategy follows one path and the SCA another. In many savings banks,

strategy is driven purely by financial goals and only after profits have been generated are

percentages earmarked for reserves and the SCA. Of course, profits are a necessary

condition for the SCA. However, under this approach, the SCA, one of the core items of the

savings banks’ mission, becomes separated from strategy.

Regarding the lack of criteria in responding to stakeholder demands: savings banks have a

legal obligation to devote part of their profits to social activities but they have considerable

freedom in this. Regulations do not specify the quantity, recipients or goals of these social

investments. Furthermore, since their mission encompasses goals pursued by different

stakeholders, maximizing profit cannot be the only objective. In fact, according to their

by-laws, they have no formal owners or shareholders; they are ‘‘non-profit organizations’’

that make important social contributions (Crespı́ et al., 2004).

Using economic efficiency as the sole criterion for assessing savings bank performance is

insufficient (Garcı́a-Cestona and Surroca, 2002). In this respect, stakeholder theory

(Freeman, 1984; Clarkson, 1995) could be applicable in proposing a broader view of the firm

in which maximizing value is not the sole objective performance measure. According to the

different variants of this theory (Garriga and Melé, 2004), not only shareholders but also

employees, managers, customers, suppliers and the local community form part of the

company. In the case of savings banks, there are also the founding organizations and the

recipients of social investments: NGOs, the needy, research centers, educational centers,

etc. Therefore, management must decide considering the interests of stakeholders, as the

company’s strength and continuity depends on its ability to generate wealth and distribute it

fairly (Clarkson, 1995).

This stakeholder approach does not lack detractors. It has been argued that broadening

goals beyond maximizing profits leads to a lack of clarity in decision-making criteria. It leads

to politicization and favors discretionality among managers who end up benefiting their own

interests before their shareholders’. Agency problems worsen (Jensen, 2002). As it is

difficult to define quantifiable goals that represent the various groups’ preferences, the

tendency is to concentrate on maximizing value, which is an instrument easy to evaluate. To

prevent this, one solution is to have all stakeholders represented in the governing bodies to

defend their own interests. However, divergent goals among members of governing bodies

generate considerable costs and slow down decision-making. The stakeholder-based

Table I Spanish savings banks profit distribution (percentage)

Year Taxes Reserves Social contribution (SCA)

1990 28.78 48.43 22.09
1991 24.60 54.63 18.98
1992 23.77 58.02 17.78
1993 24.85 54.57 20.40
1994 22.64 58.57 18.63
1995 24.20 57.12 18.54
1996 24.44 55.98 19.46
1997 23.58 56.69 19.64
1998 22.44 57.02 20.46
1999 22.37 57.61 19.94

Source: Analistas Financieros Internacionales (2003)
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approach has limitations in settling conflicting interests (Garcı́a-Cestona and Surroca,

2002).

Insofar as they are organizations seeking to balance different stakeholder interests, savings

banks clearly manifest these limitations. However, most studies on Spanish banks agree that

savings banks are at least as efficient as commercial banks (Pastor, 1995; Maudos, 1996;

Grifell-Tatje and Lovell, 1997; Azofra and Santamarı́a, 2004; Kumbhakar and Lozano-Vivas,

2004; Callado and Utrero, 2006). This counters arguments that savings banks, due to their

multiple goals and lack of shareholders to monitor their performance, are less efficient.

Savings banks have a structure similar to the shared ownership model, with representatives

from different stakeholder groups in the governing bodies: founding organization,

employees, depositors and government. Some theoretical studies (Rajan and Zingales,

1998; Holmstrom, 1999) show that in some situations shared control allows for higher levels

of efficiency, when there are multiple tasks and diverse goals pursued by different

stakeholders. Shared control decreases the incentive to support partial preferences

compared with a single source of control, which means that the overall system is more

balanced.

Regarding the scant public appreciation of savings banks’ SCA: It is not clear that the

Spanish public appreciates the savings banks’ social and charitable focus nor that it

influences consumers when choosing between a commercial bank (which does not have to

perform any SCA) and a savings bank. In recent years, the difference between commercial

and savings banks has become increasingly blurred. This leads to a loss of social legitimacy

for savings banks.

A recent study (Esteller-Moré et al., 2006) shows that there is a significant gap between

citizens’ social demands and the use made by savings banks of SCA funds. According to

the CECA, of the e1.163 billion allocated by the Spanish savings banks in 2004 to SCA, 45.29

percent went to cultural activities; 28.54 percent to welfare programs; 17.56 percent to

educational projects; and the remaining 8.62 percent to preserving artistic, historic and

natural heritage (Confederación Española de Cajas de Ahorros, 2005). The study is based

on a survey of a representative sample of 519 subjects with different ages, professions, sex,

education, etc., distributed throughout Spain. The questionnaire was designed using the

contingent choice methodology, routine for the social valuation of environmental, artistic,

cultural or educational assets (Thompson et al., 2002; Duncombe et al., 2003). The study

concludes that there is greatest social demand for welfare activities, which claim 53.38

percent of the spending. However, savings banks prioritize cultural activities, which receive

45.29 percent.

The question then arises: what steps should be taken to increase appreciation by customers

– and society in general – of savings bank SCA?

In this study, we analyze the specific response that the Caja de Ahorros de Navarra (CAN)

has given to these three problems. It seems to have found a simple, imaginative way to

redirect its strategy and overcome these pitfalls. Consequently, we will discuss here the

baseline situation, the change in strategy, the change in the relationship with stakeholders,

and the procedures used. We shall also see the outcome in both the CAN and its

stakeholders.

The Caja de Ahorros de Navarra

The Caja de Ahorros y Monte de Piedad de Navarra results from the merger, by takeover, of

the Caja de Ahorros y Monte de Piedad Municipal de Pamplona (founded by the Pamplona

City Council in 1872) by the Caja de Ahorros de Navarra (founded by the Provincial Council

of Navarre in 1921) on 17 January 2000.

In 2001, the CAN was a medium-sized savings bank with earnings in the bottom half of the

Spanish savings bank ranking (see Table II). It had 1,450 employees and its net income,

e65.3 million. As a result of the merger, 40 percent of the staff were included in a early

retirement scheme, rejuvenating an institution that until then had an average age of 35.4

years. This rejuvenation process was also extended to the management committee. The
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CAN had a strong social and financial presence in Navarre, with branch offices covering 90

percent of the region.

In 2002, a new chief executive was appointed, Enrique Goñi, with the mission of

implementing the new strategic plan 2003-2008. The change process was driven by four

main goals:

1. Re-direct the organizational model towards a customer-driven organization.

2. Re-organize the SCA so that it matched customers’ preferences more closely.

3. A new approach to respond to business customers’ needs.

4. Constant innovation and improvement.

As can be seen, these four lines of action have an enormous impact on the CAN’s approach

to CSR, and their primary intention is to improve customer service. A positive impact on the

income statement could also be expected. Although all four form an inseparable whole, our

study focuses on the re-organization of the SCA.

Change of strategy at the CAN

The 2003-2008 strategic plan chooses differentiation as the means for improving financial

performance. The CAN uses a simple formula:

R þ D ¼ 3R

That is, Results þ Differentiation ¼ 3 times better Results.

Differentiation is based on putting the customer at the center of the bank’s strategy, from the

organizational, business and CSR viewpoints. Within CSR, particular attention is paid to the

SCA.

To achieve this, the strategic change is articulated around the four themesmentioned. This is

explained further below.

New organizational model

In a few years, the CAN has gone from a traditional, pyramid-shaped organization to a

structure consisting of concentric circles or ‘‘wheel’’ (see Figure 1). This new structure was

designed in April 2005 and adjusted in January 2006 to bring it in line with experience.

In this model, the customer is at the core. By putting the customer in the center, it also

transforms the relationship with stakeholders, as suggested byWerhane (2002). It eliminates

the problem of dispersal due to the multiple dimensions of the savings banks’ mission (Rajan

and Zingales, 1998; Holmstrom, 1999). Such problem arises from the attempt to meet

stakeholder demands without any criterion as to priorities. Putting customers – the

depositors – as chief stakeholders contributes significantly to guiding decision-making. It

also avoids the problem of politicization of savings banks (Azofra and Santamarı́a, 2004).

Table II Ranking of CAN with respect to the other 46 Spanish savings banks in 2001

Customer loans 22
Net profit 20
ROE 42
ROA 32
Efficiency ratio 26
Operating efficiency ratio 36
Net operating income by employee 18
Operating expenses coverage with commissions 14

Source: Caja de Ahorros de Navarra
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The customers decide what the SCA’s funds are spent on

A distinctive feature of Spanish savings banks is the focus on social issues through their

social and charitable action (SCA).

Several studies investigate savings banks’ contribution to social and cultural progress within

communities (Guijarro, 2003), how they promote economic growth and development, foster

social cohesion (Carbó and López, 2004), and, of course, how they satisfy the financial

needs of the poor (Carbó and Rodrı́guez, 1998).

Recent analyses show how this social focus, far from impairing performance, improves it.

Consumers consider factors other than price, such as social contribution or proximity

(Callado and Utrero, 2006), in which savings banks have an advantage over commercial

banks.

However, the difference between savings banks and commercial banks has become

rather blurred in recent years. This is due to factors arising from deregulation begun in

the 1970s and the implementation of new technologies. These factors include:

geographical expansion of savings banks beyond local communities, increased

competition from both national and international financial institutions, the policies

implemented by savings banks to attract large sources of capital and to attract family

savings.

Figure 1 The ‘‘wheel’’: the customer is at the core of the organizational model
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Savings banks are generally aware that their SCA is not appreciated sufficiently by

depositors. The CAN understood that it had to remedy the lack of impact of its SCA on its

business and reputation. It discovered that its business strategy, CSR projects and its

customers’ social perception were not aligned. It set the goal of increasing the value of its

SCA. It realized that neither customers nor the local community appreciated its SCA as

something done for them. They saw its effect on libraries, museums, retirement homes or

sports events but they did not know what criteria had been used to choose certain programs

instead of others. This gave an important clue. The CAN’s reflections went along the

following lines:

If we have no owners as such, perhaps we should consider that our customers are our owners.

And they went on:

If this is so, it is logical that they decide on what the SCA’s funds are spent.

This would give a sense of ownership and greater appreciation of the SCA.

This required overcoming an obstacle: persuading those who had decided until now on the

SCA to surrender their power. The decision-making body was the general council, with 30

members representing the ownership structure: Regional Government of Navarre,

Pamplona City Council, Navarre Parliament, Municipal Corporation of Pamplona,

Municipal Corporation of Tudela, depositors and delegates, employees, and private

entities representing the business community. Approximately 50 percent were politicians.

Without doubt, they would feel the effects most since programs not funded by the CAN

would have to be funded by local government. However, when the reasons for the change

were explained, they unanimously agreed to waive their decision over the SCA.

So the ‘‘You choose, you decide’’ program was born. It was destined to become the core of

the strategic change and, above all, the instrument to increase customer identification with

the SCA.

Companies and customers formulate the strategy

Ongoing improvement must be based on customers’ opinions and needs. When one talks

about giving decision power to customers, this means both families and the SMEs. This led

to the creation of the Viálogos Club in 2002, targeting SMEs. Using different methodologies

(structured questionnaires, surveys, informal meetings, chat, etc.), the CAN’s managers

sought to gauge the opinion of business customers. The perception was negative:

arrogance, poor service . . .

From then on, the CAN’s CEO started to arrange annual meetings with business

representatives. At these meetings, he described both the positive and negative results of

the surveys and made ten commitments to improve service. He also reported on the

achievement of the previous year’s commitments.

Since 2002, the number of business customers has increased from 120 to almost 800 and

their share in the balance sheet has increased from 19 to 35 percent. In addition, the

Viálogos Network has been created, with the participation of 14 Spanish savings banks, all

over Spain. This network provides logistic, financial and agency services to customers from

other savings banks in the alliance. Cooperation agreements have also been signed in four

foreign markets, including the US, through the Wachovia Bank.

Innovation (customer-driven)

The focus on innovation seeks to keep the organization moving towards the constant

improvement of services. It marks a complete about-turn in the CAN’s traditional culture,

where people calmly waited in the branch for customers to come. Now, the idea is to be

proactive, to look for customers and explain new products to them. Using new technologies,

mobile teams have been created with portable units capable of performing routine

operations.
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A lot of emphasis has also been placed on creativity. In 2005, a new product was launched

every week. During the first months of 2006, innovation period has been brought down to six

days. Numerous innovation (InnovaCAN, entrepreneurs, proximity, science, CIE) and

training platforms (MetaCAN, EstructuraCAN, CarreraCAN, Pizarra, internationalization)

have been created, as well as a forum for technology suppliers (CANciencia).

‘‘You choose, you decide’’ program

Without doubt, the most visible part of a savings bank’s CSR activities is its SCA. Since 2004,

the CAN’s SCA has been channeled through the ‘‘You choose, you decide’’ (YCYD)

program. As can be seen in ‘‘the wheel’’, this program comprises the organization’s strategic

core: it is the first ring round the core, the customer, and is connected directly to general

management. Managers consider it the most powerful symbol of strategic change and the

part of the program with which they have identified the most.

When the strategic plan 2003-2008 was drawn up in 2002, senior management realized that

the SCA was perceived by the general public as something that the CAN does because it

has to or because it is a good marketing tool. However, the CAN is not effective in

communicating what the funds are spent on or why certain activities are funded in

preference over others. Customers perceived that the SCA had nothing to do with them.

How could this be changed? First, depositors had to be involved in the SCA. Management,

with the support of the General Council, decided to allow customers to choose what the

social funds would be spent on. This represented a major change in the institution’s

functioning; until then, this had always been decided by the council. In 2003, the council’s

members – and in particular the politicians – waived their right to decide on the use of SCA

funds. This was followed by the design of the strategy for launching YCYD to the public,

structured in three phases:

Phase 1: ‘‘Choose what the funds are spent on’’ (2004-2005)

Social projects supported by the CAN were grouped in nine lines: disability and welfare,

research, cooperation, environment, employment and entrepreneurs, culture, preservation

of the heritage, and, lastly, well-being, sport and leisure. In addition, for those people who

wanted to take part in the program but had no particular preference, the ‘‘all’’ category was

created. Within each line, different areas of activity were identified (for example, within

disability and welfare: International CAN Prize for Research in Mental Disability, Fundación

CAN Volunteer Service, Centro Isterria (special education), vacations for disabled people,

Activos Can (pensioners clubs), classroom at the Hospital Virgen del Camino, courtesy and

emergency telephone, pensioners’ dining-rooms, Navarre senior citizens congress,

physical disabilities, mental disabilities, activities related with disability, social welfare,

degenerative diseases).

The program was publicized using an original and colorful communication campaign, with

publications, advertisements, internet, talks, and even mime performances. Channels and

services were created to enable depositors to make their choices: ATMs, branch offices, the

website or cellular phones. Every time a customer contracted a CAN product, he chose

where the profits generated by that operation would go. In addition, credit cards and

passbooks were personalized to show customer choice, with the aim of increasing

identification with the projects.

Thus, the CAN’s depositors chose where 100 percent of the SCA budget for 2005 would be

spent. The participation was a success, since 82 percent of the customers made their

choices.

Phase 2: ‘‘Choose the individual projects’’ (2006)

In 2006, with a budget of e26.4 million, another step has been taken in the YCYD program.

Now, not only can the customer choose lines of action but also specific projects within lines.

The nine lines have been divided into more than 1,000 projects and each customer has been

asked to choose three.
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Depending on the results, each project will receive proportional funds to the support given

by customers. Special efforts have been made to make the documentation readily

accessible (www.can.es) and to facilitate the selection process for the customer. This new

phase has also got off to a very good start, with high participation rates.

Phase 3: ‘‘Receive reports on what has been invested’’ (2007)

To foster greater involvement by depositors, the CAN is taking steps so that those who want

can receive reports on how money has been used. Beneficiary institutions have already

promised to render accounts. Furthermore, the CAN is looking for ways to enable both

customers and employees to register as volunteers in the projects.

If we analyze the ‘‘You choose, you decide’’ program from the stakeholder viewpoint

(Freeman, 1984; Donaldson and Preston, 1995; Freeman et al., 2004), we can see that the

CAN has tried to meet the expectations of different stakeholders while generating a clear

decision-making criterion. Savings banks have always put society as the reference

stakeholder; however, the CAN has gone a step further: it has allowed society itself to order

priorities. It has sought consistency with its new organizational model of putting the customer

at the core. This has not had detrimental effects on the local community – SCA money has

not decreased – which instead has become more involved in decision-making.

This process has had a positive influence on other stakeholders. The CAN’s employees feel

greater pride as they see their work’s positive social impact. The project has removed

monotony and increased motivation.

Other CSR measures

In December 2004, a CSR committee was created in the CAN. This committee is chaired by

a senior management member to highlight its strategic importance. Its first task was to draw

up the sustainability report in accordance with GRI 04 standards and the goal was set to

meet requirements the soonest.

In 2005, the CAN became one of the sponsor partners of Forética, it joined the Fundación

Empresa y Sociedad and subscribed to the Global Compact principles. It was also given the

‘‘in accordance’’ rating from the GRI, its report was validated by AENOR and it was certified

to the environmental standard ISO14000.

In 2006, it has subscribed to the Equator Principles, it has taken part in promoting the

European Alliance for CSR, and has been recognized by various bodies, including CSR

Europe. It is preparing for accreditation under the SGE21 standard and the EFQM quality

diagnosis.

Results

‘‘You choose, you decide’’ program

The ‘‘You choose, you decide’’ program is having a very visible impact. To start, the first

phase has been very successful; about 82 percent of the customers have taken part.

Second, a radical change has taken place in allocating funds. Acting on its depositors’

decision, the CAN has taken money from cultural activities or heritage preservation to needs

directly related with people, such as disability (26.20 percent), research (12.01 percent) or

cooperation (11.60 percent); in other words, customers have put people before things (see

Figure 2). This meant a new focus for the SCA and a learning process for the CAN about

customer preferences. It not only goes against the traditional line in the CAN but also against

how resources were distributed by savings banks as a whole in 2004 (Confederación

Española de Cajas de Ahorros, 2005).

It would appear that savings banks were already aware of this mismatch, as there has been

a gradual shift since 2001 in the distribution of resources towards social demands

(Confederación Española de Cajas de Ahorros, 2004, 2005). This is confirmed by a recent

analysis (Esteller-Moré et al., 2006) which compared actual and socially desired distribution

of SCA spending throughout Spain: 53.38 percent of the citizens preferred spending on
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welfare projects, which contrasts with the 45 percent of the total budget spent on cultural

activities in 2004.

In addition, the transfer of decision power from the Board of Directors to depositors has been

a significant step in depoliticizing the SCA (Melle and Maroto, 1999). This prevents

interference by party interests and puts control back in the hands of depositors in their

capacity as owners of the resources (Azofra and Santamarı́a, 2004). It has also made

citizens aware of the important contribution made by CAN’s SCA and brought them closer to

the bank; it has given the organization greater social legitimacy.

As in the first phase, the choice of specific projects in the second phase of YCYD is well

received and participation rates are high. Furthermore, institutions receiving funds have

discovered that they could influence decisions by presenting social initiatives that appeal to

depositors. This will probably improve the effectiveness of the SCA, making it more

professional.

The focus of attention has been placed on depositors (customers at the core) without

neglecting other stakeholders. The differentiation strategy with increased appreciation of the

SCA, listening to companies, innovation, and the organizational model with a clear focus on

service have awakened considerable awareness within the institution and its members

towards social needs and the environment, but also towards the employees themselves and

suppliers.

This balanced response to stakeholders also generates a social capital in the form of trust

and reputation that help create value. The organization is then able to build a competitive

advantage on this social capital (Donaldson and Preston, 1995).

The values traditionally associated with the CAN have been solvency, physical proximity and

a high profile in local society. After the new strategic framework, these values have been

enhanced with dynamism, youth and technology. These values, highly rated in modern

society, are associated with innovation, change, creativity, the new communication media,

solidarity, movement, adaptation, etc., but without losing the reference to solidity and

effectiveness. Although the change has been deep, it has not shaken the organization’s

foundations but rather brought them up-to-date.

To support worthy causes, the first requirement is to be effective. The SCA cannot be a

pretext for a lack of competitiveness. Choosing a business model that integrates CSR in the

strategy also bears fruit in terms of financial performance. The CAN’s position with respect to

its competitors has improved considerably on all parameters (see Table III). The bottom line

has improved, with a consolidated after-tax profit of e107.2 million. The main goals of the

strategic plan for 2008 had already been reached by mid-2006, and work has begun on

designing a new plan. These achievements have strengthened brand image and confirmed

Figure 2 Clients have chosen from a list of nine social action lines

PAGE 442 jCORPORATE GOVERNANCEj VOL. 7 NO. 4 2007



that a focus on the SCA is not incompatible with good financial performance (Callado and

Utrero, 2006).

Conclusions and future perspective

In its search for differentiation, the CAN has chosen to integrate the SCA in its strategy,

transforming it into one of its mainstays through the YCYD program.

The CAN has also succeeded in solving the interest dispersal problem by focusing on the

customer as main stakeholder and source of decision-making criteria. It can be said that –

with a market penetration of 90 percent – the CAN’s customers represent Navarre society.

Through YCYD, they give priority to social demands and are also the beneficiaries of the

SCA’s funds.

The YCYD program also solves the low social perception of the SCA, which was the main

issue that worried the CAN’s managers when they started the change process.

Note

1. The savings banks were introduced in Spain in the early nineteenth century by intellectuals and

philanthropists who saw how similar institutions in other European countries were encouraging the

poorer classes to save and helping to eradicate poverty. In Spain, their growth was hampered by the

general population’s traditional distrust of financial institutions. To overcome this distrust, they

associated with the pawnshops (Montes de Piedad). The savings bank created a channel for

receiving savings and provided liquidity while the pawnshop provided social legitimacy. The Royal

Decree that created the savings banks, enacted in 1835, stipulated that their mission was to

encourage the working and middle classes to save, prevent financial exclusion and combat usury.

Subsequent regulations addressed the question of the distribution of their profits, establishing in

1933 that the savings banks must be considered charitable-social institutions, performing a mission

that was complementary to that of the State, through their social, charitable and cultural action. In

1977, the membership and appointment of their governing bodies were regulated, with the founding

organizations losing weight to the depositors. The LORCA (Savings Banks’ Governing Bodies Act),

enacted in 1985, brought with it a significant degree of deregulation, seeking to democratize the

formation and working of savings banks’ governing bodies, professionalize their management,

promote their involvement in regional economic development and balance the interests of all the

stakeholders. The savings banks were given the same legal status as that of private foundations of

public interest. Their profits would be allocated to social projects (Garcı́a-Cestona and Surroca,

2002, pp. 7-10). In the last 25 years, as the deregulation process has continued, the savings banks

have doubled their market share in Spain (Azofra and Santamarı́a, 2004).
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Melle, M. and Maroto, J.A. (1999), ‘‘Una aplicación del Gobierno de Empresas: incidencia de las

Administraciones Públicas en las decisiones asignativas de las Cajas de Ahorros españolas’’, Revista
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Iñaki Vélaz is Assistant Professor in Management at the International University of Catalonia,
Barcelona. He received his PhD in Business Administration from the University of Navarra
and he has also taught at the University of Deusto and Caixanova Business School. His
research interests include business ethics, social responsibility, employee morale,
leadership, and knowledge management.
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