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Intro 

Historically, business culture is known for measuring success in terms of profit. One of 

the most influential economists in the 1970’s, Milton Friedman famously stated that, “There is 

one and only one social responsibility of business—to use its resources and engage in activities 

designed to increase its profits so long as it stays within the rules of the game, which is to say, 

engages in open and free competition without deception or fraud” (Ferrero et al. 2014). This 

position of thought has become known as the shareholder theory within the world of business; 

where businesses privatize profit and externalize their losses. As the role and power of the 

business sector grew over time, there has been more pressure for businesses to invest in society 

and the social community that business’ benefit from. In the late 20th century, a culture that 

encouraged competition and prioritized profit made harmful and unsustainable businesses the 

norm.  This type of climate leads to the abuse of people and the environment for financial gain. 

Consumer consciousness shifted towards demanding a higher social, environmental, and 

economic standard from the businesses they frequent; they have seen the harm business can have 

without others holding them accountable (Krstović et al. 2012). This trend has led to a more 

modern approach to business, viewing the relationship of business and society through a 

stakeholder’s perspective; any group or individual who can affect or is affected by the 

achievements of the business’ goals (Krstović et al. 2012). The 20th century conceptualization of 

maximizing profits for the shareholders is beginning to shift to maximizing shared value for all 

stakeholders in the 21st century (Honeyman 2014). Conscious consumers are starting to hold 



business to greater social responsibility expectations than ever before, which includes: 

addressing societal issues such as homelessness, worker engagement to ensure career 

development, environmental footprint, and much more (Krstović et al. 2012). 

If consumer preferences shift to consuming more responsibly, there is a need for 

discernment to distinguish which businesses are upholding consumers values and interests. 

Because of this, B Lab, a non-profit third-party organization, is working to distinguish good 

companies from companies good at marketing (Honeyman 2014).  In order to establish 

credibility for socially conscious businesses, B Lab created a rigorous and in-depth assessment 

that evaluates companies’ standards of social and environmental performance, accountability, 

and transparency. The B Corp Certification is similar to the Leed Certification for green 

buildings, Fair Trade certification for coffee, and the USDA Organic certification for milk. 

However, B Lab evaluates the entire prospect of a company; worker engagement, community 

involvement, environmental footprint, and governance structure, and other various sectors.  

 To become a B Corp- attaining the certification- a firm must complete an impact 

assessment of the overall impact of the company on its stakeholders, employees, community, to 

be assessed by B Lab; submit supporting documentation, complete a disclosure questionnaire, 

revise articles of incorporation, sign the B Corp Declaration of Interdependence and Term Sheet, 

and pay an annual fee based on annual sales of the company (Stubbs 2017). Although the process 

of becoming a B Corp is intensive, over 1,000 companies to date have successfully become 

certified B Corporations and are leading a global movement redefining the success of business 

(Honeyman 2014). 



The nature of the impact assessment is the backbone for the credibility of the 

certification; as it is truly a measure of a company’s standards that align with benefitting society 

and the environment. Conscious consumers will readily identify a business that they wish to 

support and frequent if it has a certification that is understood to be illustrative of a company’s 

values and operation (Ivanova et al. 2018). However, if consumers and fellow businesses are 

unaware of the existence of B Corps and the authenticity of its certification, it will not aid in the 

shift of the evolving business model (Ivanova et al. 2018). 

Our research entails working as B Lab consultants for a local bank, Kennebunk Savings, 

working towards becoming certified as a B Corp. We are addressing two research questions in 

this study: (1) In what areas does Kennebunk Savings perform well and where do they need 

improvement in the B-Corps Assessment; and (2) Based on literature review, how will becoming 

a B Corp help Kennebunk Savings? The answer to the first questions will be achieved by 

combing through the Kennebunk’s B Impact Assessment and offering recommendations for 

improvement. The second question will be explored through an in-depth literature review.  

Methods 

 An analysis of our client’s completed B Impact Assessment (BIA) was conducted and a 

report that outlines suggestions for improving the overall sustainability of Kennebunk were 

identified in order to help them achieve B Corp certification. Additionally, a literature review 

was performed to explore how becoming a B Corp can have a positive impact on Kennebunk. 

Kennebunk’s BIA provided both quantitative and qualitative data for assessing their 

overall sustainability. Quantitative data was gathered from the Impact assessment, with a 

required 80 out of 200 total points in order to become certified as a B Corp. Qualitative data 



came from Kennebunk’s answers to the BIA questions within the context of their business 

practices. Several tools were used to compile and analyze the data from the BIA. First, an Excel 

spreadsheet listing all of the questions, answers, point values, and subsequent documentation 

needed for each question of the BIA was created with a section dedicated to each of the BIA’s 

impact areas. Second, weekly meetings with the project contact at Kennebunk were held where 

questions about documentation and concerns from the client about specific questions were 

addressed. Third, a final report was constructed to illustrate the sectors in which the company 

can improve, drawing comparisons on existing practices and with recommendations for future 

sustainable practices keeping the client's goal of achieving certification as soon as possible in 

mind.  

Literature reviews describe previous work, synthesize and critique work that has been 

done, and draw on summarized findings to inform further research (Cowell 2012). The following 

scientific databases were utilized as resources for the literature review: EBSCOhost, and 

ScienceDirect. Additionally, several articles were sourced from professionals in the field that 

were consulted. A table was created to organize data and themes from each article. From that 

table common themes emerged that helped answer the second research question.  

Results 

When reviewing Kennebunk Savings Bank’s completed B Impact assessment (BIA), it 

was evident that they strive to be a good presence in their community; scoring much higher in 

the community section, compared to the lower scores from environment and customers. 

Kennebunk’s business model of serving their community, and Community Promise Program was 

correlated with their high scores in that section. As a mutual bank, Kennebunk Savings Bank 



naturally considers their community to be their stockholders—all their business goals are 

oriented toward achieving their annual give back goal. Through their Community Promise 

Program, Kennebunk Savings Bank pledges 10 percent of their annual after-tax net profit to local 

organizations. The culture at Kennebunk Savings is one of service. In 2019 alone, Kennebunk 

employees completed 10,600 hours of community service.  

While the BIA rewards Kennebunk Savings for being a valuable presence in the Southern 

Maine and Seacoast New Hampshire communities, it also exposes the areas in which they are 

lacking. Kennebunk Savings Bank struggled to gain points in the environment section of the 

BIA. As an organization, they lack the infrastructure, i.e. business impact models and policies, 

and therefore implementation of environmentally sustainable best practices. For example, at this 

time Kennebunk does not have systems in place to monitor their greenhouse gas emissions 

across all of their properties. This leaves nearly 5 points within this section of the assessment that 

cannot be earned until monitoring has begun. If Kennebunk Savings Bank wants to improve their 

score on the environmental section of the assessment, monitoring their current environmental 

impact is the place to begin.  

Recommendations were made to Kennebunk Savings Bank on how to gain more points 

on the BIA to acquire the certification and enhance their capabilities to be sustainable. These 

recommendations were made using the BIA as a tool to analyze where Kennebunk Savings had 

the most opportunity to gain points. Identifying “low hanging fruits”, or areas of improvement 

that would be easily attainable or affordable, helped Kennebunk Savings Bank earn more points 

on the BIA in efforts to become a certified B Corp. This type of recommendation maximizes 

point gain with lower effort for implementation. One example of a question identified as a “low 

hanging fruit” is, “How does your company create an inclusive recruiting and hiring process?”, 



as seen in Table 1. Kennebunk savings currently recruits through organizations that serve 

individuals from underrepresented populations. In order to gain points on this question in the 

BIA, it was recommended that Kennebunk include an Equal Opportunity Employer statement on 

their job postings and career page. Currently, all Kennebunk has under their career pages is a 

statement that says, “Equal Opportunity Employer”. Kennebunk should have a full statement 

including what an Equal Opportunity Employer means and who it protects. Kennebunk can also 

receive more points by not asking about incarceration history. According to their career page and 

job applications, they do not ask about criminal history, therefore, points should be easily 

attainable.  

 In order to gain vital points in some sections however, Kennebunk Savings must 

consider the creation of formal documents and policies, which may require more time and 

resources.  As Kennebunk Savings Bank does not have environmentally sustainable practices 

and policies in place, detailed and tailored recommendations were given to Kennebunk Savings 

in regard to improving their environmental sustainability. An example of an environmental 

question on the exam that will require more time and resources to gain points on is, “What % of 

the institution’s total loan portfolio include loans for purchasing green homes, loans for energy 

efficiency improvements, loans for solar installation or renewable energy upgrades, and energy 

efficient mortgages?” Kennebunk Savings bank currently does not offer any of these green 

lending options--and therefore, misses out on 30 potential BIA points.  Kennebunk needs to 

begin offering some of these services and advertising them because Kennebunk can only get 

points once they become a part of the portfolio at a certain percentage.  

Table 1: Example of the format used by B Lab consultant to review the BIA and present 
recommendations to Kennebunk Savings  



Section Question Answer Recommendation 

Governance Which of the 
following anti-
corruption 
reporting and 
prevention 
systems are in 
place?  

None of the above Pass along the whistle-blower 
policy to business partners. You 
can send it to them in an email. 
Create an anonymous mechanism 
(whether it be something as 
simple as a google form) that 
allows people in the company to 
report violations of the policy 
anonymously. The Board of 
Directors would oversee the 
mechanism of violations to start. 
Then, allow individuals or 
departments to oversee the 
violations that occur within 
departments with an open line of 
communication to the Board of 
Directors. 

Workers How many paid 
days of 
professional 
development do 
the majority of 
full time workers 
receive in a single 
year? 

No Formal Policy To receive any or all points, 
Kennebunk can and must allot a 
certain amount of professional 
development days per year. 

Community How does your 
company create 
an inclusive 
recruiting and 
hiring process? 

We actively recruit 
through organizations 
or services that serve 
individuals from 
underrepresented 
populations. 

To receive more points, 
Kennebunk can include an Equal 
Opportunity Employer statement 
on their job postings and career 
page. Currently, all Kennebunk 
has under their career pages is a 
statement that says “Equal 
Opportunity Employer”. 
Kennebunk should have a full 
statement including what an Equal 
Opportunity Employer means and 
who it protects. Kennebunk can 
also receive more points by 
selecting the option that they do 
not ask about incarceration history 
as is stated on their career page 
and job applications. 



Environment What % of your 
facilities on a 
square foot basis 
have a facility 
wide recycling 
program that has 
ongoing 
collection of 
at least all 
standard materials 
for your area? 

21-40% Expand recycling programs to 
more  
locations. Getting to 80% would 
allow it to be counted in Question 
162 to gain more points. In order 
to do this, designate a person in 
each location that doesn’t have a 
recycling program in place with 
an individual at a location that 
does have their recycling program 
to get it implemented. 

Customers What % of the 
total portfolio 
represents loans 
made to the 
previously 
selected 
underserved 
individuals? 

We do not track this.  Although there are no points 
available for this question, the 
answer to this is used to create an 
automatically calculated score of 
this section of the assessment, 
therefore, we recommend starting 
to track the percentage of the total 
portfolio that serves members 
from rural communities. 
Create/add to an excel spreadsheet 
that tracks customers that are from 
rural areas. it would be simple to 
ask new customers if they are 
from a rural area, but may be 
trickier to get this information 
from already existing members. Is 
there a method of communication 
with all members to gather 
information? Can it be added to 
the satisfaction survey 
recommended for Kennebunk to 
measure customer satisfaction? 
Also, the percentages/specs from 
answers to questions 218 and 222 
can be added to this spreadsheet as 
well. 

 
A literature review of the academic journals containing information on the value of B 

Corps revealed several benefits and a few drawbacks. Main ideas were identified through review 

of scholarly papers and articles and shown in table 2. Research has shown that B Corps are likely 

to see an increase in customers, through either gaining trust or holding similar values, and 



financial performance.  Additionally, consumers are 2.5 times more loyal to companies that 

integrate values-driven action throughout their supply chains (Lomonaco 2018). Purchasing 

intention and consumer trust were observed to be elevated for B Corp products, coupled with 

transparent information about the nature of the certification, in comparison to products that 

didn’t have a B Corp certification label (Ivanova et al. 2018). However, without explanation or 

advertising, the B Corp certification often doesn’t mean anything to consumers because it is a 

relatively new concept or is susceptible to consumer skepticism (Ivanova et al. 2018). One study 

indirectly revealed an increase in customer base by illustrating a significant difference in 

financial performance by comparing revenue growth data of B Corps and non B Corp companies 

(Chen 2015). The statistical analysis revealed that, “B-Corps have exceeded the financial 

performance of their public company industry competitor, both large and small (with whom they 

compete for capital and customers), during a very challenging time in the history of our nation. 

B-Corps tend to match the performance of their small private competitors despite the fact that B-

Corps invest considerably in CSR-type activities” (Chen 2015). The consumer relationship with 

B Corps has shown to be strong with value and significant in size.  

Another insight from the literature is that in companies that attained the B Corp 

certification, employee ownership contributes to stakeholder engagement (Winkler et al. 2019). 

Certified B Corps are more likely to have employee ownership, as they have committed to higher 

standards and shared norms by signing the B Corp Agreement. Ownership, compared to other 

employee practices, requires a more sustained, deeper commitment to employees. Both 

employees and companies can benefit from employee ownership. The employees benefit through 

receiving value beyond wages. The company is better off because the employees are more 



proficient and productive in their work because they have a deeper stake in the company 

(Kurland 2018).  

A major benefit that has been displayed across hundreds of certified B Corps is improved 

talent acquisition and retention. A survey of 4,800 college-educated millennials in 16 countries 

revealed that they believe the greatest purpose of business is to improve society (36 percent) 

followed closely by generating profit (35 percent) (Millennial Survey 2017: Deloitte US 2017). 

Millennials will be 75 percent of the workforce by 2025, and with their purpose driven attitudes, 

they are much more likely to pursue employment at B Corps due to their reputation as socially, 

environmentally, and economically conscious businesses. Those young purpose oriented 

professionals are 54% more likely to stay at a company for 5+ years, 30% more likely to be high 

performers, and 69% more likely to be heavily engaged with their company than other 

employees (2016 Workforce Purpose Index Purpose at Work).  

 
Table 2: Illustrating how common themes were compiled from various sources  

Themes Key words Sources 

1. Degree to which becoming B 
Corp draws in customers 

Financial performance, 
revenue, employee 
productivity, purchasing 
intention, consumer trust  

Sneirson 2009, Ivanova 
2018, Chen 2015, 
Lomonaco 2018 

2. Degree to which becoming a 
B Corp strengthens 
relationships with internal and 
external stakeholders 

Employee ownership, 
stakeholder interactions 

Winkler 2019, Kurland 
2018 

3. Talent Retention Purpose driven, employee 
engagement, millennial  

Millennial Survey 2017: 
Deloitte US 2017, 2016 
Workforce Purpose Index 
Purpose at Work  

 

Discussion 



The objectives were to analyze Kennebunk’s performance in specific areas of the BIA 

and investigate how attaining a B Corp certification would help Kennebunk as a business.  

The recommendations that were given to Kennebunk to work on improving their BIA 

score and increase their chances of becoming a B Corp were detailed and direct.  However, 

during this process it became clear that many of these recommendations and improvements will 

likely take years to implement because they are such big undertakings. It’s unreasonable to 

expect that Kennebunk will improve their score in the Environment section by over ten points 

within the next few weeks before they submit for certification even with the recommendations 

given. By committing to becoming a B Corp, Kennebunk Savings Bank is prioritizing tackling 

these challenges for years to come while also striving to become a more sustainable business in 

the near future.  

 In order to complete the BIA and become a certified B Corp, Kennebunk must provide 

the appropriate documentation for each question to support the answers provided on the 

BIA.  According to the director of B Corp clinic, losing points during certification is incredibly 

common due to companies not having sufficient evidence to prove that the answers they selected 

are true which is why credible and thorough documentation is so important. However, pulling 

together formal policies and documentation is time consuming and presents a significant 

challenge in that it’s not always easy to tell which documentation proves the answer to which 

question. The effort and time required to provide documentation in a BIA can be considerable, 

and the implications of this is worthy of additional examination in future studies.  

 
The literature review revealed that many studies focused on the more general aspects of 

the B Corp certification process and less on the effects that becoming a B Corp had on specific 

businesses. This is likely due to the fact that the B Corp certification is very new and as a result 



there is less research on long-term benefits to participating companies. Additionally, it’s likely 

that many companies do not want to have their BIA results published and scrutinized and 

therefore it’s hard to conduct research on specific businesses.  

Another pattern that was identified is that many of the articles focused on B Corps that 

produce products instead of offering services. Kennebunk offers services like online banking or 

credit cards for example, and as a result they are going to have to be strategic about their 

marketing of their B Corp certification once they attain it. Much of the research focused on the 

effect of a B Corp logo on sales of companies’ products which does not apply to Kennebunk’s 

main services. An additional gap in research that was discovered is the lack of knowledge on 

how to effectively market new certifications, like B Corp, for service-based businesses to 

customers. Customers are unlikely to trust brands and certifications that they are unfamiliar with, 

especially with the unflattering history of corporate business and banks in America (Ivanova 

2018). An explanation of the certification on the product may make customers more likely to 

purchase an item, but it’s unclear how that can be translated to a service-oriented business. 

There’s no real example of best practices or a guide for them to follow which poses a new 

challenge for Kennebunk and detailed recommendations were not made available to them. 

A limitation of the B Impact Assessment was realized in our process. While B Lab offers 

many different versions of the assessment for different types of companies, mutual banks, like 

Kennebunk Savings Bank, do not have a version specifically catered to evaluate them.  Mutual 

savings banks are owned by their depositors, not stockholders. Unlike a traditional bank whose 

profits go to stockholders, mutual bank profits are distributed to the depositors, typically in the 

form of higher rates on deposits and lower borrowing rates. Kennebunk savings mutuality has 

allowed them to naturally take a local focus in their strategic direction and make their depositors 



and surrounding community a priority—and it is shown in the scores of the community and 

workers sections of the Impact Assessment.  While reviewing the Governance section of 

Kennebunk's impact assessment, it became apparent that the assessment wasn’t fully catered to 

the structure of a mutual bank. Kennebunk Savings Bank initially scored 14.1 points on the 

Governance Section of the BIA.  A few examples of suggestions made to improve Kennebunk's 

score on the Governance section are for Kennebunk to include their social impact projects in 

their mission statement, include non-executive members on the Board of Directors, and to sign 

the contract required to become B Corp Certified. Further communication about the governance 

structure of mutual savings banks between B Lab and Kennebunk may clear up some of the 

discrepancies preventing Kennebunk from earning more points in the governance section of the 

BIA and lead to new better adapted versions of the assessment.  

A lack of available research done on proven long-term benefits of B Corps was certainly 

a limitation that affected the study. Without much data pertaining to the research questions posed 

about the benefits of B Corps, no conclusions about the benefits of Kennebunk Savings 

becoming a B Corp were drawn. 

Taking into account the limitations of the BIA and B Lab clinic, the BIA proved to be a 

valuable tool for assessing Kennebunk’s sustainability performance and guiding the consultant’s 

recommendations. Uncertainties exist as to exactly what positive outcome will manifest for 

Kennebunk once they become a B Corp. It is realized that the certification has benefitted 

companies in better aligning themselves with their ideals and values, but quantifiable metrics 

from case studies of businesses becoming a B Corp would yield a better understanding of 

specifically how it can help a business in various ways. Kennebunk has a promising, sustainable 



future for their business from simply participating in the B Corp clinic and striving for 

certification.   
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