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bank9s strategy and operations; (2) to evaluate how ESG initiatives contribute to its CSI agenda 

Social innovation was described as <complicated= and <not necessarily profitable,= resulting in 



nas iniciativas ambientais do que nas sociais. A inovação social foi descrita como <complexa= 

e <não necessariamente lucrativa=, permanecendo pouco desenvolvida. Além disso, as 
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SFDR  European Union9s Sustainable Finance Disclosure Regulation



Established in 2015 as the banking arm of Portugal9s national postal service, BCTT operates 

entrant, BCTT9s ESG and CSI integration remains emergent, offering an opportunity to 



objectives guide the inquiry: first, to examine how ESG principles are embedded into BCTT9s 

strategy and operations; second, to evaluate how ESG initiatives contribute to the bank9s CSI 



, 2024). This approach builds on Porter and Kramer9s (2011) 



From a practical standpoint, CSI diversifies banks9 product portfolios and aligns them 

profitability with social purpose, reinforcing banks9 role as enablers of systemic soc



of financial regulation, as seen in the European Union9s Sustainable Finance Disclosure 



what is described as <ESG 2.0.= characterized by integration into core business strategy and 



D9Orazio

2021; Menicucci, 2025). ESG defines the <what= by setting priorities in ESG do

CSI focuses on the <how= by integrating these priorities into innovative business models, 



only the financial sector9s adaptation to sustainability pressures but also its redefined role as a 

The global shift toward sustainable banking reflects a redefinition of the sector9s 

stakeholder engagement, rather than being appended as peripheral practices (D9Ecclesia

as the EU9s Sustainable Finance Disclosure Regulation and the Principles for Responsible 

not only on price or efficiency but on demonstrable societal contribution (Beyer & Dautović, 



Frimpong et al., 2022; Ante, 2021; D9Orazio 



superficial 8box ticking9 instead of substantive integr

incentives, mitigate scepticism, and reinforce an institution9s social licence to operate (Liang 





, 2024; Beyer & Dautović, 





ESG principles are embedded within BCTT9s strategic framework and operational practices; 

(2) to evaluate how these ESG initiatives contribute to the bank9s CSI agenda and 

understanding of the bank9s role in advancing sustainable and socially innovative banking 

experiences and realities from the participants9 perspective and is typically characterized as an 



from BCTT9s official website further enriches this evidence base. While BCTT does not yet 

Finally, BCTT9s operational model underscores its relevance as a case for studying 



comprehensive and triangulated analysis of BCTT9s ESG strategy and CSI. 

intentional selection of <information rich cases= to ensure depth and relevance in qualitative 



the questions were tailored to each group9s level of expertis



Secondary data consisted primarily of BCTT9s Annual Reports, which integrates 

analysis. This was complemented by information published on the bank9s official website, 

understanding of the bank9s sustainability strategies and positioning. 

analytical scope by linking the formal articulation of BCTT9s ESG commitments with their 

order concepts using participants9 own 



process preserves the authenticity of stakeholder voices while linking findings to the study9s 
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payment services and consumer credit. By 2019, BCTT had surpassed €1 billion in customer 

<small and non complex institution=, bringing it under stricter regulatory requirements. More 

The bank9s strategic identity is articulated through a vision of becoming a reference 



form the foundation of BCTT9s organizational culture and long

2024, BCTT was awarded <Product of the Year= for its Construction Mortgage, while 321 

Crédito received the <Five Stars Award= in the automobile credit category. These

highlight the group9s ability to combine accessibility with innovation, reinforcing its reputation 

Looking ahead, BCTT9s 2025 strategic priorities are organized around two main 

measures support the bank9s growth targets of surpassing €7 billion in business volumes and 

tax profits between €25 and €30 million, reflecting both continuit

financial year 2024, as it reflects BCTT9s current sustainability positioning. Previous reports 



being, seeking to enhance the group9s 



programmes, clients9 views inform product design, particularly in areas such as energy 

level, inclusive approach demonstrates BCTT9s effort to balance the interests of its various 



positive and negative externalities associated with the bank9s operations, as well as potential 

especially environmental and climate risks, have been formally integrated into the institution9s 

ly collected on clients9 activities, characteristics, and collateral. Internal analyses 

BCTT9s organisational culture. The bank operates under a comprehensive ethical framework 



SDGs, illustrate the social orientation of BCTT9s business model and its efforts to integrate 

commitments are operationalised. This is reflected in the bank9s product portfolio and 

in 2025 with the <Escolha Sustentável”

BCTT fosters sustainable investment through the <Futuro Sustentável”

gical accessibility with the physical proximity of CTT9s branch 



notably the national <No Banco da Minha Escola”
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<Movimento Merece= programme integrates 

are visibly embedded in products, services, and organisational practices. BCTT9s activities 

The documentary analysis reveals three salient findings about BCTT9s sustainability 



These include the bank9s emerging ESG strategy and its drivers, the integration of ESG into 

perspectives on BCTT9s future positioning as a sustainable and socially innovative institution. 

observed, the sector was <used or selected as a driver of the wider 

economy regarding sustainability issues,= a role that was <largely imposed through obligations 

placed on banks.=



regulatory weight is <so heavy that sometimes it takes

innovative things=

treated as an external requirement but as part of the institution9s identity. Interviewees 

<business as usual=



with tangible incentives and accountability structures. As one respondent explained, <at 

present, this is not exactly optional. Therefore, it has to be in the strategy=

one ESG director put it, their goal was to <cease to exist=

ingrained in the organization9s DNA, a separate function would be redundant. This reflects a 

products. One respondent summarized this shift by noting that <sustainability has ceased to be 

ic priority=

driven or reputational, but as integral to the bank9s ongoing business model and 

–



as a <win3win= relationship, simultaneously helping clients adapt to sustainability 

one respondent noted, <where there is risk, there is opportunity=

to exploit. Innovation in this domain is therefore closely tied to the bank9s ability to align client 

limited incentives to <step forward and do things differently=

innovation, which was described as <complicated= <not necessarily profitable=

explained, the <commercial temptation=

or9s conservative 



4.3.4. Stakeholder engagement and reputation shape banks’ ESG legitimacy but clients 

participant noted, regulators <oblige us, and rightly so, and clients […] cha

solutions for them to also improve=

role in reinforcing banks9 ESG legitimacy. Respondents described SMEs approaching banks 

to the reputational dimension of ESG, where what banks <do or do not do=

case a sense of alignment with the bank9s values, ESG initiatives were not perceived as a clear 



study9s three objectives: (1) to explore how ESG principles are embedded within BCTT9s 

contribute to the bank9s CSI agenda and generate value for both the organi

objective, however, deliberately shifts the perspective outward, positioning BCTT9s experience 

Embedding ESG into Banco CTT’s Strategy and Operations



ESG has become <business as usual= and envisioning a future where ESG is so deeply 

These findings suggest that BCTT9s approach mirrors broader sectoral patterns: ESG 

become embedded in BCTT9s operations, its capacity to serve as a springboard for CSI remains 

The second objective concerned how ESG contributes to BCTT9s CSI agenda and the 

echoing Porter and Kramer9s (2011) framework and subsequent applications in banking 

experience, while social innovation was described as <complicated= and <not necessar

profitable.= This confirms insights from Mirvis et al. (2016) and Herrera (2015), who argue 



Bank, 2024; Santander, 2024). Against this backdrop, BCTT9s current practices illustrate a 

broader redefinition of banking9s role in sustainability transitions, 



transformation. BCTT9s accessibility



opportunities. Managers face the risk that ESG becomes a <tick box= exercise that drains 
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Third, the documentary analysis was shaped by the partial availability of BCTT9s 

3



digitalisation, while social innovation is perceived as <complicated= and <not necessarily 

profitable.= Profitability concerns, conservatism in banking culture, and reputational risks 



At the same time, it reveals the persistent constraints that limit ESG9s transformative potential, 
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<The banking sector has been used or selected as a driver […] imposed through 
obligations placed on banks.= (ESG1)

<In this ESG component, there is a very strong weight from regulation and 
supervision.= (ESG2)

<Regulation was the main driver of ESG integration into banks9 strategic plans.= 

<Here […] regulation has undoubtedly been the main driver of transformation, 
especially in Europe.= (ESG4)

<The obligations are massive.= (ESG1)

<ESG initiatives may lose utility […] due to constant changes in regulation.= 

<It is regulatory uncertainty […] and the excess bureaucracy […] is very 
strong.= (ESG2)

<Keeping pace with regulatory developments is, in itself, a challenge.= (ESG4)

<[Excessive and complex regulation] removes [the opportunity for banks to 
innovate]= (ESG3)



<The regulatory weight is so heavy that sometimes it takes away our time and 
energy to think about innovative things.= (ESG2)

<If there is great uncertainty, it will also make the banking sector more cautious 
about advancing with ambitious innovative solutions.= (ESG3)

<The pressure [to integrate ESG] came more from regulators and shareholders, 
rather than from clients.= (ESG3)

<There are also strong pressures […] from institutional investors and civil 
society.= (ESG4)

<Above all, pressure. The role of investors, clients, and NGOs is central, as they 
are the ones who create accountability mechanisms.= 

<Everyone talks about sustainability and uses the word without really knowing 
what it means.= (ESG3)

<Financial institutions have a highly relevant pedagogical role in this matter.= 

<Banks assumed a pedagogical role, explaining sustainability and framing it as 
an opportunity for companies.= (ESG3)

<All banks sought […] to educate their clients […] so that clients could 
understand its importance.= (ESG3)

<The way we are organized is already a reflection of the importance that 
[sustainability] systems have for banking.= (ESG2)



<At present, this is not exactly optional. Therefore, it has to be in the strategy.= 

<ESG fully embedded […] becoming business as usual.= (ESG1)

<For integration to be effective, it must be measurable and tied to incentives.= 

<The activity of banks is financing, so ESG integration has to be at the business 
level.= (ESG1)

<My goal […] is to cease to exist […] the day I cease to exist it will mean this 
is already in the organization9s DNA.= (ESG2)

<Sustainability has ceased to be merely a reputational matter […] and has 
become a strategic priority.= (ESG4)

<Empirical evidence shows that the integration of ESG factors has a concrete 
impact on performance and risk mitigation.= (ESG4)

<I do not have the impression that this is a common concern for shareholders 
[…] often foreign entities, not necessarily from regions of the world with the 
same concerns.= (ESG1)

<Environmental competencies are not common in banking […] makes ESG 
integration difficult.= (ESG1)

<The lack of competencies is a barrier, which can be gradually mitigated through 
training or external hiring.= (ESG1)



<There is a mismatch, regulation already requires assessment of environmental 
risk, but the necessary data do not yet exist.= (ESG1)

<One barrier limiting ESG implementation is information. It is a deficit of 
information.= 

<We are at a stage where there is not yet sufficient information to generate 
something usable.= (ESG3)

<The diversity of reporting metrics […] hinders harmonization […] increases 
the risk of greenwashing.= (ESG4)

<There is genuinely the concern and the interest […] in creating innovative 
solutions.= (ESG2)
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<If we say […] create a line of credit […] mitigating climate change and 
promoting comfort.= (ESG2)

<[The evolution of sustainability] creates space for innovation. The entire 

linked to sustainability and generate impact.= 

<Banks have built their own offerings, their own products […] to promote this 
agenda.= (ESG2)

<In the banking sector, this translates into financing clean energy projects or 
green credit products.= (ESG4)

<This is business, this is opportunity, this is a win3win relationship.= (ESG2)



<Everyone is working on the same thing […] it ends up being more a logic of 
opportunity.= (ESG1)
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<In banking, social innovation translates into the creation of solutions that not 
only generate economic returns but also deliver positive societal impact.= 

<What I most often heard […] was financial literacy […] a positive contribution 
to the community.= (ESG1)

<Financial literacy is seen as instrumental social innovation.= (ESG1)

<Some banks are working […] in the area of microcredit.= (ESG3)

<The social dimension is not very developed […] more caution is required.= 

<Banks, given the characteristics of the industry, are traditionally conservative 
[…] not very easy […] to step forward and do things differently.= (ESG1)

<Themes without evident profitability or that are difficult to evaluate do not 
attract banks.= (ESG1)

<Social innovation is not necessarily among the most profitable activities.= 

<Innovation is not very connected to sustainability […] treated as different 
fronts.= (ESG1)



<Banco CTT stands out […] due to the simplicity and accessibility of the 
services it offers.= (CL2)

banks9 ESG legitimacy but 
<I ended up identifying more with Banco CTT9s values.= (CL2)

<It is very common to hear SMEs […] saying help me become a more 
sustainable company.= (ESG2)

<Privileged relationship with clients […] is the most effective way […] knowing 
the needs and designing solutions.= (ESG2)

<Collaboration with civil society has become increasingly important.= (ESG4)

<What banks do or do not do in terms of ESG has a reputational effect.= (ESG1)

<Environmental and social reputation hardly outweighs price dynamics.= 

<Reputation, and client expectations, play a significant role, creating incentives 
that are difficult to ignore.= (ESG4)

<Make their work at the social and environmental level more widely known.= 

<[Banks should] invest more in services directed at vulnerable communities and 
make public concrete measures.= (CL2)

<Clients choose a bank according to the best conditions […] I don9t think it 
operates differently.= (CL1)



<I have never come across any information or initiative […] regarding 
environment or social measure.= (CL1)

<Its impact [on my life] has been neutral, because these are not services
a daily basis […] so it is often difficult to say whether it has a positive impact 
or not.= (CL1)

<The impact [on my life] is neutral, since the type of service I am currently using 
does not, in itself, have a direct social or inclusion effect.= (CL2)


