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HOW CAN INTERNATIONAL COMMUNICATION CAMPAIGNS BE 
EFFECTIVE? 

ANALYSIS OF SELECT SUCCESS CASES  
 

Michael Bahles, Business School Berlin 
Gina Cook, Metropolitan State University of Denver 

 
ABSTRACT 

 
Designing and conducting international marketing communication campaigns across diverse 

country markets continues to be a challenging task for organizations. What are the keys to successful 
campaigns? What can be standardized and where does one need to localize or adapt? This article is focused 
on learnings obtained by analyzing real success stories. The qualitative research method used in this study 
is structured content analysis; cases (Global Effie cases) that have proven successful across global markets 
were examined. General success factors are identified on a case-by-case basis.  Cases are then compared 
to identify patterns of effective international communication campaigns. Results can help professionals 
working to develop successful global marketing campaigns. 

 
INTRODUCTION 

 
One of the discussions that has continued for many years within the marketing sphere is 

the debate about whether international marketing communications should be standardized or 
adapted, i.e. differentiated for local markets (Elinder, 1961; Fatt, 1967; Buzzel, 1968; Levitt, 1983; 
Jain, 1989; James and Hill, 1991; Agrawal, 1995; Ford et al., 2011; de Mooij, 2019). In actuality, 
local subsidiary managers involved with the practice of international marketing frequently report 
that a universal, standardized approach “does not work in our market.” (Bahles, 2014, p.37). 
Nevertheless, it is possible to identify quite a few successful examples of global communication 
campaigns, i.e. those that reach and effectively touch consumers in numerous nations (Bahles and 
Cook, 2017).  

This article examines what the general factors and patterns of successful international 
campaigns are, with a special focus on what works effectively across various countries, and even 
on a global scale. The aim of the article is to identify how to achieve an effective and successful 
multinational or even global communication campaign. The authors have previously analyzed a 
small set of proven success cases (Bahles, Cook, Dvořák 2016); this paper adds to and updates that 
analysis with more current selected cases, a task which is particularly important given the rise in 
prominence of social media and the continued proliferation of technology across diverse markets. 

 
METHODOLOGY 

 
Since it is the intention of the authors to analyze what methods work well across country 

markets, it was important to examine case scenarios that have already been proven successful. In 
particular, each case needed to be credited as effective by “a respectable and objective entity, using 
a common evaluative procedure across business cases. Furthermore, as the scope of research is 
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focused on marketing campaigns that work internationally, campaigns needed to be those that were 
implemented in several different country markets. Such a grouping of marketing campaigns is 
available in the collection of those awarded by Effie Worldwide, Inc.” (Bahles, Cook & Dvorak, 
2016, p.332). 

Launched in 1968 by the New York American Marketing Association, the Effie Awards 
are known globally by advertisers and agencies as the top industry awards; they recognize any and 
all forms of marketing communication contributing to the success of a brand. The scope of their 
work now spans 40+ nations (Effie Worldwide, 2020).  

For the sake of clarity and differentiating between the assessment done here in the article 
and the process followed by Effie, the authors will provide further detail on the latter. The Effie 
Awards are focused on “campaigns that have delivered superior results in meeting the objectives 
they were designed to achieve” (Effie Australia, 2016), meaning the campaigns are evaluated by 
their effectiveness. For Effie, the term effectiveness is focused on generating proven marketplace 
results. The process is inclusive of, but not limited to, the actual creative work (Bahles, Cook & 
Dvorak, 2016). Other aspects included for consideration are: strategic communication challenge 
and objectives, idea, bringing the idea to life and also results obtained (Effie Worldwide, 2020). 
Each year, cases are submitted for evaluation and potential award on an individual case-by-case 
basis.  

The information gathered via the submission process for the industry awards provides a 
rich source of marketing communication data and examples for further study. The tradition of 
examining proven success cases and campaigns is well established, both within the academic 
sphere (e.g. Field, 2010) and in the private sector, including with market research agencies.  For 
example, globally-respected market research agency Kantar Millward Brown has also analyzed 
the Effie cases, in particular to identify aspects that separate the winners from entrants. Evidently, 
there are many organizations interested in gaining insights from examining this body of 
knowledge.  

The cases are representative of industry best practices as proven by the fact that they have 
been awarded by a well-regarded global organization. This article is concentrated on how 
organizations can succeed in their marketing communications when working across country 
markets. The case studies that were selected for examination in the article are those that have been 
implemented in many country markets simultaneously and found to be individually successful, 
and thus awarded as excellent by Effie on a global basis. The evaluation incorporates individual 
case content analysis, done to determine the specific elements that fostered the success of the 
campaign. The case studies were then collectively compared for identification of common 
variables and aspects which contributed to their individual success. The Global and Euro Effie 
Awards are presented to only a few elite winners annually. For this particular analysis, the authors 
have selected six recent cases on which to focus; they are presented in chronological order (see 
Table 1).  

When analyzing the available case studies, the authors followed a systematic approach, i.e. 
qualitative content analysis.  As supported by Hsieh and Shannon (2005, p.1277) content analysis 
is considered to be a “widely used qualitative research technique” the goal of which “is to provide 
knowledge and understanding of the phenomenon under study”. Schreier (2014) defines 
qualitative content analysis as a systematic and valid procedure with the goal of a summarizing 



5 
 

The Journal of Business Leadership, Vol. 29, No. 1 Spring 2021 

the description of the material. This description happens in the way that the relevant meaningful 
contents are identified as categories and then the pertinent parts of the material are sorted into the 
categorical system. In particular, the authors utilized a processed called structured content-
analysis, a systematic approach used to organize the data, conceptualize and then analyze it.  This 
helps in identifying commonalities and patterns across categories. For the purposes of this case 
study analysis, the following structure is used:   

 
1. Background and Communication Objectives 
2. Communication Strategy  
3. Communication Execution 
4. Results 
5. Conclusion and Success Factors 

 
Each of the cases were read and analyzed in several rounds between October 2020 and 

January 2021. The results of the data analysis for each individual case are presented in the 
following section according to the categories as defined above. In the final section of the paper, 
the cross-case comparison and analysis results are provided.  The authors conclude with a summary 
of the success factors for developing effective standardized international communication 
campaigns. 

 
Table 1 

OVERVIEW OF THE ANALYZED GLOBAL AND EURO EFFIE CASES 
Brand / Company Industry / Category Global/Euro 

Effie Award, 
year 

Campaign Name Number of 
Countries 

Apple iPhone 
/Apple Inc. 

Electronics Global Effie 
Gold 2016 

“IPHONE 
WORLD 
GALLERY” 

26 

Airbnb /Airbnb Inc. Tourism/Accommodation Global Effie 
Gold 2017 

“DON’T’ GO 
THERE, LIVE 
THERE” 

10 

Always /P&G Sanitary Protection Global Effie 
Gold 2017 

“GIRL EMOJIS – 
#LIKEAGIRL” 

22 

True Match / 
L’Oréal Paris 

Toiletries and 
Cosmetics 

Global Effie 
Silver 2018 

“ALL WORTH 
IT” 

18 

Baileys /Diageo Drink and 
Beverage 

Euro Effie 
Silver 2019 

“THE BAILEYS 
TURNAROUND 
STORY” 

5 

Dove Social Change Global Effie 
Silver 2020 

“PROJECT 
#SHOWUS” 

38 

 
Source: Authors’ creation 
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DESCRIPTION OF THE CASES AND FINDINGS 
 

Apple iPhone: “iPHONE WORLD GALLERY” (Effie Global Gold, 2016) 
 
Background and communication objectives 

In 2015, Apple iPhone conducted an international communication campaign in order 
to continue the momentum of the iPhone 6 that was successfully launched in 2014.  The overall 
communication objective was to communicate the superior quality of the camera of the iPhone, 
but in a different and a more creative and engaging way. For this, the global communication 
campaign “World Gallery” was developed. The communication objectives were: To stay top 
of mind, increasing engagement of the users and stimulating sales.  

 
Communication strategy 

In order to maintain the excitement about the iPhone 6 after its launch in 2014, the 
communication strategy was to engage with the target group and illustrate the quality of the 
camera by showing the results one could get by using the iPhone camera instead of just talking 
about product attributes and features. This was based on the consumer insight that “Megapixels 
don’t make amazing pictures, people do”. Therefore, Apple developed the following big idea 
for a global communication campaign for the iPhone 6: “Prove the superior quality of the 
iPhone 6 camera by showing the amazing photos people take with it and turn the world into a 
gallery” (Effie, 2016). 

 
 
Communication execution 

Apple put this big idea into action by creating a real life “World Gallery”. They selected 
photos and videos from nearly 200 private photographers to curate the world’s largest mobile 
photography art gallery in different media. The campaign and the “World Gallery” were 
executed and shown in large format local out-of-home media (OOH), in television 
commercials, on the big screen in cinema commercials, in print advertising, on the back cover 
of contextually matched publications and with the whole gallery on the Apple website 
Apple.com. 

 
Results 

Top of mind/buzz: the “World Gallery” campaign was so successful that it even 
surpassed that of the iPhone 6 launch, the “Bigger than Bigger” campaign, which had 
previously been one of Apple’s most successful iPhone campaigns ever. The “World Gallery” 
campaign created strong “buzz volume”, exceeding historic best campaigns in the United 
States, China, France and Singapore (Netbase for US, France, Singapore; PR Newswire for 
China as cited in Effie, 2016).  

Engagement/Behavior: Compared with previous campaigns, all countries saw a huge 
increase in people talking about iPhone and photography together online (Netbase for US, 
France, Singapore; PR Newswire for China as cited in Effie, 2016).  Engagement on other 



7 
 

The Journal of Business Leadership, Vol. 29, No. 1 Spring 2021 

social media was also very successful; for example, Instagram for #ShotoniPhone spiked by 
+7,043% and #ShotoniPhone6 by +51,200% globally from February to September of 2015 
(Instagram as cited in Effie, 2016). 

Stimulated by the campaign, the sales of the flagship iPhone 6 increased across all 
markets in Q2 2015, when compared to its predecessor, the iPhone 5 in Q2 2013. The campaign 
also elevated the sales of the entire iPhone family, compared to the total market trend (source: 
IDC, as cited in Effie, 2016). 

 
Conclusion and success factors 

The iPhone 6 “World Gallery” communication campaign shows the impact and 
effectiveness of a differentiating and disruptive campaign approach. Based on a true and 
relevant consumer insight, a strong campaign idea was developed: Showing the actual results 
the product provides, photos taken by users, rather than just communicating product attributes 
and features, which was the usual strategy within the category.  By using this approach, the 
international communication campaign could distinguish itself as well as really engage with 
its target group. By combining this international campaign idea with locally relevant media, 
the campaign could connect and engage all over the world and thus it created strong media 
buzz (on both traditional and social media), which in turn had a huge impact sales globally. 

 
Overview of the success factors: 

1. Identification of a category insight and breaking the category convention 
2. Focusing on people and users rather than on product features and technology  
3. Focusing on the similarities of the people across international markets 
4. Involving the consumers in the campaign and consumer participation 
5. Strong and bold universal idea (“world gallery”) 
6. One common international message 
7. Tonality more emotional, less technical 
8. Campaign contents could be locally selected (motifs of the used photographs) 
9. New method of media usage: More an engagement platform than traditional paid media 
10. Strong use of social media to involve the users and to spread the campaign internationally 

 
 

Airbnb: “DON’T’ GO THERE, LIVE THERE” (Effie Global Gold, 2017) 
 
Background and communication objectives 

In just eight short years, Airbnb has redefined the concept of travel accommodations. 
In 2006, Airbnb conducted its first truly global campaign with a “not so global budget”. 
Therefore, the campaign concept had to be striking and convincing. With increasing 
competition internationally (for example Booking.com) and its first foray into China, Airbnb 
had to send a strong communication message that would resonate across very different cultures 
and disrupt the conventions of the industry.  

The brand wanted to scale globally without losing its essence. The communication 
objectives focused on increasing the global brand awareness and consideration. Goals were, 
for example, to create awareness: “Create immediate uplift in global aided awareness, directly 
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correlated with nights booked on Airbnb. KPI: Marked increase in aided awareness in core 
investment markets. In each market the awareness was expected to increase equal to 2/3 or 
more of each market’s projected annual goal. For consideration: Assuring that people not only 
saw the brand, but would actually consider to travel with Airbnb. KPI: Past consideration shifts 
averaged 3% during campaign periods over the last 1.5 years. Therefore, beating past 
considerations shifts with a 4% average global increase” (Effie, 2017). 

 
Communication strategy 

In order to reach and convince an internationally diverse target audience with a limited 
budget, Airbnb had to have a strong communication campaign approach. To accomplish this, 
Airbnb identified an internationally relevant, universal insight about the brand: That travelling 
with Airbnb is not conventional travelling. It is rather a real local experience: “With Airbnb 
you feel like you live there” (Effie, 2017). This led to the development of the international 
communication strategy and big idea: “Airbnb lets you travel like you live there” (Effie, 2017). 

 
Communication execution 

Based on this strategy, an international communication campaign was developed using 
the global slogan: “Don’t go there, live there.” The idea was to encourage people to not travel 
as they were used to doing, but instead to actually “live there” and thereby actively reevaluate 
the way they experienced travelling: exploring local neighborhoods, trying new foods and 
meeting new host friends. 

This campaign was communicated via TV commercials saying: “Don’t go to Paris”, 
“Don’t go to LA” and “Don’t go to Tokyo” etc. These TV commercials ran in engaging 
environments like the Euro Football Championship, NBA Playoffs, and the season finale of 
Modern Family to build brand awareness. 

Print and out-of-home (OOH) advertising were used in each market to introduce the 
brand, featuring real moments of living that only happen when you feel truly at home. Social 
media helped to build additional understanding of what makes travelling with Airbnb special. 
For example, on Pinterest – the online platform typified by pinning pictures of aspirational 
travel – creative animated pins read “Don’t pin there, live there”. On Facebook and Instagram, 
new interactive formats like carousels were utilized to create first of their kind guides that 
offered travelers tips from locals on how to “live there”. Another innovative approach was the 
first-of-its-kind split-screen 3D cinema technology that illustrated living there and also toured 
around places in the US, UK, and AU. Localized approaches were developed in China and 
Korea to help strategically address use trepidation about staying in homes and with hosts. In 
South Korea, Airbnb took to social media to ask their community for real photos of themselves 
and their guest enjoying Airbnb homes. “In China, a short-form video, created in partnership 
with Eat Solo introduced the market to local hosts in a way that highlighted their friendliness 
while showing the benefit of hosts to travelers” (Effie, 2017). 

 
Results 

The results of Airbnb’s international communication campaign surpassed all of its 
annual awareness goals in focus markets globally by mid-year.  It also added the strongest 
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three-month increase in consideration in Airbnb’s eight-year history. The single, universal 
message challenged millions of people to reimagine travel, resulting in the most dramatic 
business results in Airbnb’s history:  an average global increase of 13% awareness and 7% 
consideration (Primary Research Partner, Benchmark Brand Tracker, Wave 3, April 16, as 
cited in Effie, 2017). 

 
Conclusion and success factors 

With the global campaign “Don’t go there, live there.” Airbnb developed an 
extraordinary campaign that managed to break through the international communication clutter 
and even encouraged a change in the manner of travelling. With its internationally common 
relevant message based on a universal consumer insight, Airbnb could connect with people 
and travelers all over the world. With a provocative campaign and a strong international 
communication slogan as well as new, innovative and also local media, Airbnb could make a 
difference and successfully engage with its international target group. 

 
Overview of the success factors: 

1. One single message in the different countries 
2. A universal idea, that was bold and provocative: “Don’t go there – Live there” 
3. Simple and strong global slogan 
4. Disrupting category conventions (traditional travelling) 
5. Strong universal consumer insight: “You feel like you live there” 
6. Connected with core audience, but across a much wider demographic 
7. Provocative campaign execution 
8. Innovative social media formats and 3D media 
9. Engagement platform with consumer content 
10. Scalable, but also budget friendly 

 
 

Always: “GIRL EMOJIS – #LIKEAGIRL” (Effie Global Gold, 2017) 
 
Background and communication objectives 

In 2014, Always launched the renowned #LikeAGirl movement against stereotypes of 
young females.  In 2016, they took another step to continue that movement with an 
international campaign where the actual target group could make suggestions for particular 
emojis for girls. This campaign rallied girls around the world to demand non-stereotypical 
emojis, which eventually resulted in the creation of over 44 new inspiring emojis. 

The overall objective of this campaign was to instigate a societal change: in other 
words, to change emojis so that they positively and accurately represent girls/young women. 
The business objectives were: 1. Increase emotional brand equity, 2. Brand popularity: Increase 
awareness, 3. Measurable penetration and sales uplift (Effie, 2017). 

 
Communication strategy 

The overall goal of Always is to keep girls confident through puberty and beyond. The 
idea of this international campaign was to give positive, substantive meaning to emojis similar 
to the manner in which Always had already done with the #LikeAGirl campaign. Based on the 
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insight that emojis are a second language in which girls communicate but that there are only 
stereotypical emojis for girls (for example, a princess or a bride), the idea of this campaign was 
to “rally girls all over the world to break down the prejudices that limit them and demand new, 
non-stereotypical emojis that reflect real girls and their real lives” (Effie, 2017). 

 
Communication execution 

This overall campaign idea was brought to life in a video which served as a launching 
pad to encourage participation from girls all over the world to share how they’d like to be 
represented by emojis. The target group was a core part of the idea. Therefore, the media 
strategy was not only to drive awareness but also to encourage wide-scale participation. With 
this particular campaign, Always rallied girls in 22 markets globally to share the video and 
provide suggestions for new emojis they would like to see. Social media was pivotal in the 
campaign, as it was used to invite girls to share “What emoji do you want with #LikeAGirl?”. 
This message was spread across social media platforms, including YouTube and Facebook. 
Media placements were supplemented with a public relations push, leveraging digital and 
cultural influencers on YouTube and Twitter (Effie, 2017).  

 
Results 

Overall, the campaign was successful in helping to remove societal stereotypes across 
the globe. Forty-four new professional female emojis were developed for use on Google, Apple 
and Facebook. Prominent female spokeswomen Michelle Obama, Emma Watson and Arianna 
Huffington also embraced and advocated for the idea. 

The Always brand achieved an uplift in brand awareness, purchase intent, key equity 
measures, and sales growth. Brand equity grew compared to previous years, mainly driving 
key emotional attributes. In terms of brand popularity, the Always #LikeAGirl Emojis ad was 
number one in the month of its launch (Marketing Land, April 2016, as cited in Effie, 2017). 
Unaided Ad Awareness increased ahead of previous years, while Top of Mind Awareness 
increased ahead of countries’ benchmarks. Girl Emojis has had more than 51 million views. 
Furthermore, sales penetration was higher compared to brand benchmarks (Effie, 2017). 

 
Conclusion and success factors 

The #LikeAGirl Emojis campaign of Always is an example using a target group 
medium in a very creative and unique way. It is not only using the medium to send a message, 
it is also changing the medium in a relevant way. The campaign identified a true insight about 
the stereotypical use of emojis and girls, which it intended to change; they then engaged in a 
participative way with the target group in an internationally relevant manner by using social 
media. Social media buzz was increased with the help of influencers.  By utilizing this 
approach, the Always #LikeAGirl Emoji campaign was not just a typical communication 
campaign but it also created a global social movement. 
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Overview of the success factors: 
1. Connected brand to social change 
2. Universal insight and truth about the society (gender stereotypes) 
3. Universal topic of the campaign (fighting gender stereotypes) 
4. Identification of a global trend: female empowerment 
5. Conducted international research about the target group 
6. Use of a new medium (emojis) 
7. Cooperation with global spokespersons and influencers 
8. Creating a movement, not just a campaign (for a change in society) 
9. Target group relevant media (mostly, social media) 
a. Consumer involvement and participation (consumer generated content, i.e. proposals for new 

emojis) 
 
 

L’ORÉAL True Match: “ALL WORTH IT” (Effie Global Silver, 2018) 
 
Background and communication objectives 

True Match by L’Oréal had the widest foundation range, but not the biggest market 
share. A global communication campaign in 2016/17 had a goal to change this fact by using a 
big global but still locally relevant message. The mission for L’Oréal True Match was to 
become number one in every market in the long-term. 

The particular business objectives for the main markets were: For the United Kingdom, 
the goal was to move from 5th market position to number one with an increase of 7% value 
share for 2016 versus 2015. For Ireland, the goal included a 12% increase in value share for 
2016 versus 2015. For France, the objective was to reach number one in retail with a 10% sales 
increase in 2017 versus the previous year. And for Australia, the goal was to steal share from 
the number one player and to increase value market share by 0.5% in 2017 versus 2016 (Effie, 
2018). 

 
Communication strategy 

The overall communication challenge was based on the idea that mass market 
foundation wasn’t acknowledging minorities because deploying mass media resources to target 
a relatively small percentage of people is rather inefficient. This concept led to a universal 
consumer insight and need identification that “Being ignored is the worst feeling ever”. Based 
on this insight, L’Oréal True Match changed its communication strategy. Going forward, it 
intended to illustrate the diversity of its target group by showing the range of its make-up 
shades.  This led to the following big communication promise and idea: “True Match helps 
every one of us feel worth it by including every kind of face, for every shade around the world” 
(Effie, 2018). This would then be a truly inclusive global campaign with local relevance. 

 
Communication execution 

True Match embraced every face by partnering with diverse influencers of different 
ethnicities, religions, genders and backgrounds in order to help the world find their true shade. 
The campaign was supported with paid media in 14 markets across Europe and North America, 
including a high-profile partnership with Stern magazine in Germany, Wi-Fi enabled bus stops 
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in Romania, and contextual advertising on Facebook in Macedonia for example. With a diverse 
cast of influencers, powerful stories of their frustration with foundation and the joy of finally 
finding their “true match” were captured. The idea of putting diverse influencers and their 
stories at the heart of the campaign was a break-through for L’Oréal Paris and for the beauty 
category, which usually relied on a small number of flawless white models to represent the 
majority. 

The international campaign was launched with a social media blitz, “with each of the 
local influencers posting their story simultaneously to all their millions of followers, across all 
their social platforms” (Effie, 2018). Then video clips of the most emotive stories were 
released across all key channels to ensure mass reach: TV, cinema, YouTube, Instagram and 
Facebook with dynamic digital display, carousel and canvas formats. To highlight the brand’s 
commitment to the beauty of all, the iconic L’Oréal Paris brand slogan was updated from 
“Because we’re worth it” to “Because we are ALL worth it” (Effie 2018). 

 
Results 

True Match’s campaign was strongly effective in all defined core markets. For 
example, sales in the United Kingdom increased by 29%, and the market position was in fact 
raised from 5th to 1st position. In Ireland, sales increased by 16%, in France by 12% and 
Australia achieved its highest market share ever (Nielsen, 2016 as cited in Effie, 2018). 

 
Conclusion and success factors 

Based on a universal consumer insight and need, as well an overall category truth 
(feeling excluded in the offered range of makeup), L’Oréal True Match developed a creative 
and disruptive global communication campaign that broke the category convention. The 
universal need for showing diverse individuality and uniqueness was fundamental for the 
communication strategy, which showed the diversity of people by communicating to whole 
range of L’Oréal True Match. This overall idea was transported via various media working 
with diverse and local influencers from all over the world. By taking this approach, it was not 
only a classic communication campaign but rather a contemporary movement and overall 
brand statement for L’Oréal Paris based on the global trend of celebrating diversity. 

 
Overview of the success factors: 

1. Identification of a universal need and category truth (“feeling excluded”, need for 
 acknowledgement) 
2. The difference of people as a common ground 
3. Having a diverse cast (global and local celebrities) 
4. Using diverse influencers from around the world 
5. Spreading the message with media partnerships and PR 
6. Using the local social media platforms of the influencers 
7. Creative use of social media platforms 
8. Strong (new) global brand slogan 
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Baileys: “THE BAILEYS TURNAROUND STORY” (Euro Effie Silver, 2019) 
 
Background and communication objectives 

In 2018, the brand situation for Baileys was the same across Europe – rather stagnant. 
People liked Baileys, but they had no particular reason to consume it. Sales were continuously 
declining. Therefore, a new, courageous brand and communication strategy had to be created 
in order to turn Baileys around.  

Based on the rather unfortunate situation of the brand, the overall goal was to simply 
keep it alive, or in other words to rejuvenate it. The particular objectives and KPIs included: 
1. Increase versatility of the Baileys liquid and to show that the brand was not just an old-
fashioned liquor. 2. Turn latent brand love into consumption and therefore drive sales.  3. 
Achieve these two objectives as efficiently as possible, delivering benchmark-beating ROI, 
due to a limited budget (Effie, 2019). 

 
Communication strategy 

Knowledge that members of the target group love Baileys but do not consume it often 
led to the insight that Baileys is “an adult treat”.  Based on this insight, a repositioning strategy 
was developed. The communication strategy was to “compete with cakes as much as cocktails 
to position Baileys as a modern adult treat” thereby reframing Baileys from a liquid to a 
regular treat (Effie, 2019). This international communication campaign was intended to 
demonstrate the range of delicious ways and moments to enjoy Baileys – with cakes, brownies, 
ice cream and coffee – showing that there is no treating moment that could not be made even 
more delicious with Baileys. 

 
Communication execution 

The various occasions and possibilities to use Baileys as a delicious adult treat were 
illustrated in plain “20-second TV commercials, but also in online recipe videos, media 
partnerships and a social-first ecosystem of prompts, reminders and triggers. Every element 
worked together to deliver millions of triggers to treat” oneself by using Bailey’s (Effie, 2019).  
Furthermore, in the real world, an actual “Treat Bar” was developed. Beginning in Dublin and 
then spreading to London, Bailey’s pop-up treat bars were created to bring to life the world of 
Baileys. People experienced all of the delicious new way it could be served, as well as creating 
their own.  This allowed them to experience and engage with Baileys as a truly new, playful 
and modern brand. 

 
Results 

From sales, ROI and regenerating confidence internal to the organization, this 
campaign managed to deliver effectiveness across every benchmark. The campaign managed 
to inspire more people to drink more Baileys, more frequently, thus delivering some of the 
highest ROIs Diageo has ever seen in Europe.  

Showcasing Baileys as a treat with a range of serving possibilities and within a range 
of occasions, the brand is now perceived as more versatile. It is also consumed as a more 
multipurpose liquid across Europe (Millward Brown, Year-on-Year European tracking, as 
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cited in Effie, 2019). Baileys volume sales were up across Europe. Since the campaign’s 
launch, Spain and the UK have seen a 21% uplift, and Germany has had an almost 9% increase 
(Diageo NSV data, as cited in Effie, 2019). In addition, the Baileys campaign had the highest 
ROI of any spirit brand within Diageo with a TV ROI of £4.33 in the United Kingdom in 2018. 
Spain saw an overall media ROI increase of 11%, from €1.24 to €1.38 in 2018. Germany saw 
a 28% increase in ROI in 2018 and Italy a 7% rise, to €1.89 (Data2Decision econometric 
modelling 2015-2018, as cited in Effie, 2019). 

 
Conclusion and success factors 

The international Baileys campaign was not only a communication campaign, it was a 
new positioning of the brand and reframing the usage of the product. It was a bold move not 
just to communicate the product’s benefits but it also changed the manner of consumption. The 
repositioning of the brand and the communication campaign were based on a universal brand 
and consumer insight. This led to a creative and engaging campaign via content marketing and 
a media strategy that let the target group experience the brand in a new and more relevant way. 

 
Overview of the success factors: 

1. Universal insight about the brand (brand is loved but not consumed frequently) 
2. Similar market situation and position (declining sales) 
3. New global / international brand strategy (re-positioning) 
4. Identification of a category truth (decline of cream liquor) 
5. Using an international social trend (popularity of food shows) 
6. Not just a communication campaign, rather a change of the pattern of consumption  
7. Importance of always learning and looking to improve (stay relevant) 
8. Content marketing and media (recipes and new ways of consumption) 
9. Local promotions and pop-up stores for personal brand experiences 

 
 

Dove: “PROJECT #SHOWUS” (Global Effie Silver, 2020) 
 
Background and communication objectives 

Nearly three-quarters of females around the globe indicate that they do not feel 
represented by the images they see regularly in the media (Millward Brown, 2014 as cited in 
Effie, 2020). That said, companies have attempted to address this issue with femvertising, 
defined by SheKnows Media (2014) as “advertising that employs pro-female talent, messages, 
and imagery to empower women and girls” in an attempt to attract women and girls as 
consumers. Originally a pioneer in this space, Dove needed to reassert itself within this over 
cluttered realm and put a fresh new look on female empowerment. Dove thus developed a new 
marketing model:  “SAY less, DO more” with the goal of making beauty accessible to all 
women and freeing them from limiting stereotypes (Effie, 2020).  

The key performance indicators for this campaign had both a ‘business’ and a ‘social 
justice’ sense.  With regard to social justice, the focus was on liberating women from 
stereotypical definitions of beauty. This involved getting media and advertisers to actually use 
the developed media bank, and obtaining proof that this had an actual impact on helping to 
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empower females. From the business point of view, the objective was to build affinity with the 
target market by increasing awareness of the campaign and associated actions (by the 
organization) to fight stereotypes within the beauty sector.  This included aspects of brand lift, 
an increase in brand awareness / health metrics and positive performance of campaign assets. 

 
Communication strategy 

The concept of this particular campaign was based on the fact “you can’t be what you 
can’t see – a lack of representation affects women’s health, relationships and opportunities in 
life” (Effie, 2020). The idea was to dismantle the existing body of ‘stereotypical female body 
images’ by developing and disseminating a huge supply of more representative images of 
women.  In other words, Dove wanted to create an enormous photo gallery / library created by 
women, for women and available for use by media and advertisers worldwide. In addition, the 
goal was to motivate the growth of the library by women themselves.  The campaign strategy 
was focused on the idea that “you can’t be what you can’t see”.  There was a need to “Show 
us more women who look like me” (Effie, 2020). 

 
Communication execution 

Dove partnered with Getty Images and Girlgaze to create Project # ShowUs.  Together 
they built a collection of over 5,000 images to be available and used by worldwide advertisers 
and the media worldwide. This was paired with a campaign that inspired women globally to 
grow the actual collection.  All images were created and photographed by women themselves.  
The campaign was localized across 39 countries with an intent to showcase the most damaging 
stereotypes that were harmful in local communities.  The intent was to change the way women 
see themselves by changing the way they are represented (limited) by existing stereotypical 
images.  This required a deep understanding of local, cultural nuances – the definitions of 
beauty vary.  Stereotype challenges ranged from attitudes towards weight, hair type, skin color, 
etc. 

A 360-degree, global campaign launched, and then adapted to the cultural realities of 
beauty definitions in the nearly 40 country markets.  As it was the goal of Project #ShowUs to 
reach both women worldwide as well as the channels they use, a wide variety of media were 
incorporated, including: TV, digital video, OOH, social, print and PR as well as use of local 
influencers and in-store promotions.  A focus was also on utilizing media outlets known for 
traditionally having ‘beauty stereotypes” (Effie, 2020). 

 
Results 

The Project #ShowUs campaign was successful across markets both in terms of 
achieving its business targets as well as instigating real change in the female empowerment 
area.  More than 2,500 companies and publications used the 28,000+ new images collected in 
the library, and more than a hundred thousand global advocates were reached.  Brand health 
metrics and lift expectations were met or exceeded (Effie, 2020). 

 
Conclusion and success factors 

Based on the consumer insight that women still don’t feel represented by the images 
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they see of themselves in the media, Dove sought to empower females by helping to create an 
image library that was more realistic and broad in terms of showcasing women. This helped to 
refresh Dove’s image as a category leader in the female empowerment space and cut through 
the overabundance of femvertising.   

Project #ShowUs illustrated its deep understanding of the cultural nuances found within 
the views of beauty around the globe as the campaign was localized to fit a wide range of 
country markets.  This knowledge was obtained by using both secondary and primary, 
quantitative and qualitative research.  This helped the campaign be truly effective in helping 
disassemble the associated cultural stereotypes. Diverse media were also used, particularly 
those where female beauty stereotypes are frequently seen.  

 
Overview of the success factors: 

• Universal insight and truth about society (female stereotypes) 
• Universal topic of the campaign (dismantle stereotypical female representations) 
• Identification of a global trend: female empowerment (and its local relevance / impact) 
• Global research about beauty stereotypes in diverse national settings (how reflected  

   locally) 
• Creating a movement, rather than just a campaign (for societal change) 
• Consumer involvement and participation (consumer generated content, i.e. representative  
  female images) 
• Building on an established global brand positioning and campaign (Dove campaign for 
   Real Beauty) 

 
 

CONCLUSION, RESEARCH LIMITATIONS & OPPORTUNITIES 
 
It was the intention of the authors to identify success factors and illustrate how to achieve 

an effective international marketing campaign across multiple country markets. To this end, they 
examined six proven success cases, as awarded by the Global and the Euro Effie Awards.  A 
structured content analysis approach was utilized. The case examination process revealed certain 
success factors and patterns across these global campaigns.  They are summarized in the ten points 
outlined below.   

 
Cross-Case Summary: Success Factors in International Communication Campaigns 
 
1.  Identification of universal consumer insights and truths 
2.  Identification of internationally relevant social trends and topics 
  (e.g. female empowerment or social justice) 
3.  Creating social movements rather than just marketing campaigns 
4.  Changing category conventions 
5.  Thinking big and being visionary 
6.  Developing one strong global / international brand message 
7.  Combining global and local communication activities 
8.  Usage of the power of social media 
9.  Consumer involvement and participation with consumer-generated content 
10.  Use of global and local influencers 
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The authors feel it is important to mention that there are several limitations regarding this 
research study.  One must take into account that while the campaigns were each executed in 
multiple international markets, they were not utilized in every country. There may be additional 
variables to consider, which did not factor into the actual markets studied here.  While the cases 
represent industry best practices globally, they are quite limited in number.  Nevertheless, the 
analysis provided some useful observations for consideration. The identified factors can provide 
insights to international marketing managers developing and conducting communication 
campaigns across diverse national markets.   

There are several opportunities for further research in this arena. For example, in this paper, 
the authors took advantage of the recently expanded repertoire of global cases to further expand 
the previously existing case analysis.  As things develop even more in the future, there is 
opportunity to advance this body of knowledge further.  The types of analysis conducted here 
could be also be extended.  For example, the same type of study could be applied to other sectors 
and/or include campaigns operating in different country markets.  Finally, it could also be useful 
to select cases on the regional level for comparison. 
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ABSTRACT 

 
In June of 2020, the Supreme Court issued a landmark decision in a case, Bostock v. 

Clayton County, in which it held that Title VII of the Civil Rights Act of 1964 protects employees 
against discrimination because of their sexual orientation or gender identity. Until the ruling in 
Bostock, the question of whether or not the Civil Rights Act gave federal protection against 
employment discrimination to LGBTQ people has been in dispute. 21 individual states have passed 
legislation that include gay or transgender people as a protected class against employment 
discrimination, while other states have less protective laws. Many local governments, likewise, 
have passed LGBTQ employment discrimination laws, but on a federal level, the protected class 
of “sex” had not included protection based on sexual orientation. Since the 1970s, lower courts 
followed precedent that Title VII does not protect LGBTQ employees. The ruling in Bostock, where 
the Court ruled that an employer who fires an individual for being gay or transgender “defies the 
law” and violates Title VII, is one of the most important rulings regarding LGBTQ rights in the 
United States and is a catalyst for change in employment relationships around the country. Human 
Resource departments and employment defense attorneys must take proactive steps to place 
protections for LGBTQ employees and future employees.  

This article will provide an overview of the history of the key cases defining the protected 
class of “sex” prior to Bostock, explaining the background of the case, and the Court’s textual 
reading of the language of Title VII. It will discuss the dissent in the case which brings attention 
to more than 100 federal statutes that use the term “sex” in the context of housing, education, 
religion and credit, suggesting that Bostock will reverberate in legislation, court decisions, and 
HR applications for years to come. The article will explore the implications of Bostock in 
employment and HR practices, now and in the future. 

 
INTRODUCTION 

 
The Supreme Court’s 2020 landmark decision in Bostock v. Clayton County (Bostock) held 

that an employer who fires an individual for being gay or transgender “defies the law” and violates 
Title VII (Civil Rights Act, 1964). The decision will have long reaching implications for human 
resource professionals in corporations for years to come as well as reverberations in Congress to 
push a codification of the law reaching to multiple federal statutes. The Court focused its decision 
in Bostock on the discharge and firing of employees, but its reasoning and analysis makes it clear 
that its expanded interpretation of the word “sex” applies to all aspects of employment—from 
hiring to discharge. One of the key provisions of Title VII, which covers equal employment 
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opportunities, states that it is illegal to discriminate in any hiring or employment practices based 
on an "individual's race, color, religion, sex, or national origin (Civil Rights Act, 1964)". 
Therefore, in the Bostock decision, the Court applied its reasoning that Title VII prohibits 
employers from taking certain actions “because of” certain characteristics. An employer cannot 
refuse to hire someone or fire him or her “because of” race, color, religion, sex or national origin. 
This language means that Title VII’s “because of” test incorporates a “but-for” test: “but-for” an 
employee’s sexual orientation or transgender status, the employee would continue to be employed. 
The Court applied its reasoning that Title VII prohibits employers from taking certain actions 
“because of” certain characteristics. This language means that Title VII’s “because of” test 
incorporates a “but-for” test: “but-for” an employee’s sexual orientation or transgender status, the 
employee would continue to be employed (Bostock, 2020). 

The Court notes that the statute imposes liability on an employer only when they “fail or 
refuse to hire,” “discharge,” or “otherwise…discriminate against someone because of a statutorily 
protected characteristic like sex (Bostock, 2020).” Although the appellants in the Bostock case 
were all employees who had been fired based on their sexual orientation or gender choice, the 
decision clearly extends to all employment aspects covered by Title VII, not just discharge, 
including hiring, compensation, and terms/conditions/privileges of employment, all of which 
require human resource professionals to proactively manage training, employment handbooks and 
hiring guidelines under new guidelines. 

 To date, multiple states have statutes that clearly make discrimination based on sexual 
orientation illegal, including “failing or refusing to hire,” “discharge” or “otherwise discriminate” 
against such an individual. Indeed, state nondiscrimination policies have filled the void for 
decades; this recent Supreme Court decision makes clear that federal protections are still needed. 
This article will review the recent Supreme Court decision and the history of cases leading up to 
it as well as pending legislation focused on equality. It will conclude with a summary of best 
practices as well as recommendations for both research and practice in this area of employment 
discrimination. 
 

BOSTOCK: BACKGROUND 
 

The Bostock case has been hailed as one of the most important legal decisions regarding 
LGBTQ rights in the United States, along with Lawrence v. Texas (2003) and Obergefell v. Hodges 
(2015). Both the Lawrence v. Texas case and the Obergefell v. Hodges case, however, were 
decisions based on Constitutional considerations, whereas the Bostock (2020) decision is based on 
statute.  In the Lawrence case, the Court ruled that a Texas law that classified consensual, adult 
homosexual acts as illegal violated the privacy and liberty of adults to engage in private intimate 
conduct and thus violated their “right to privacy” under the Fourth Amendment (Lawrence, 2003). 
Similarly, in the Obergefell case, the Court again relied on the Constitution when it ruled that state 
bans on same-sex marriage (or state bans against recognizing legal same-sex marriages in other 
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jurisdictions) are unconstitutional under the due process and equal protection clauses of the 
Fourteenth Amendment (Obergefell, 2015). Bostock, in contrast, asked the Court to interpret the 
plain meaning of the language of Title VII of the Civil Rights Act of 1964.  
 Federal protection for the protected classes under Title VII—race, color, sex, religion and 
national origin—applies only to employers with more than fifteen employees (Civil Rights Act, 
1964). Indeed, 80% of all employers in the United States are NOT covered by Title VII. In 
addition, Title VII does not allow state laws that may be contrary to Title VII as a viable defense 
(Civil Rights Act, 1964). 
 As for state laws that may offer protection to LGBTQ employees, 27 states have laws 
prohibiting employment discrimination based on sex, but NOT sexual orientation or gender 
identity (Mallory, Vasquez, Meredith, 2020). 18 of these states’ laws, however, apply to smaller 
employers than the 15-employee threshold set by Title VII (Mallory, Vasquez, Meredith, 2020). 
Notably, 21 states have included LGBTQ as a protected class and four states’ laws offer more 
robust remedies than Title VII--higher money damages--while prohibiting sex discrimination 
based on sexual orientation or gender choice (Mallory, Vasquez, Meredith, 2020). 
 Along with states and local governments pushing the expansion of the definition of “sex” 
in terms of employment discrimination, three key Supreme Court decisions helped clarify the 
definition of the language in Title VII to help set the stage for Bostock. In 1986, the Court heard a 
case focused on sexual harassment, Meritor Savings Bank v. Vinson, in which the Court deemed 
that sexual harassment is considered unlawful discrimination under Title VII (Meritor Savings, 
1986). In 1998, the Court further refined its holding in Meritor Savings Bank in a case entitled 
Oncale v. Sundowner Offshore Services, Inc. where the Court held that sexual harassment between 
members of the same sex is considered a form of unlawful discrimination, again, under the 
auspices of Title VII (Oncale, 1998). In the case, Price Waterhouse v. Hopkins, the Court 
recognized that gender stereotyping is considered a form of unlawful discrimination as well (Price 
Waterhouse, 1989). 
 In addition, two decisions by the EEOC, prepared the setting for the historical Bostock 
decision of 2020. To enforce the anti-discriminatory laws as regards employment of the Civil 
Rights Act, Title VII established the Equal Employment Opportunity Commission (Civil Rights 
Act, Title VII, 1964) to investigate any reported employment discrimination and file lawsuits 
against entities that the EEOC believes have discriminated in the employment context (Civil Rights 
Act, Title VII, 1964). In addition, the EEOC may make its own determination on cases rather than 
taking these to court although EEOC decisions do not carry the weight of case law. Nevertheless, 
the Supreme Court does consider the weight of the EEOC opinions as the EEOC "constitute[s] a 
body of experience and informed judgment to which courts and litigants may properly resort for 
guidance (Macy, 2012)." In Macy v. Dep’t of Justice, the EEOC ruled that discrimination based 
on transgender status is sex discrimination in violation of Title VII (Macy, 2012). The EEOC 
reiterated this decision in Baldin v. Foxx where the EEOC ruled that discrimination on the basis of 
sexual orientation is prohibited in employment under Title VII (Baldin, 2015). 
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BOSTOCK: PROFILE OF THE CASE 

  
Bostock v. Clayton County, Georgia consolidated three cases filed by employees who were 

fired for their sexual orientation or gender identity; the Court heard the Bostock case along with 
Altitude Express v. Zarda and R.G. & G.R. Harris Funeral Homes v. EEOC (Bostock, 2020, Zarda, 
2018, R.G & G.R Harris Funeral Homes, 2018). In each case, the employer allegedly fired a long-
term employee simply for being homosexual or transgender (Bostock, 2020). Clayton County fired 
Bostock for conduct “unbecoming” a county employee after he joined a gay softball team; Altitude 
Express fired Zarda after he mentioned he was gay; and the R.G. & G.R. Harris Funeral Homes 
fired Aimee Stephens, who presented as a male when hired, when she said she would be living and 
working as a woman (Bostock, 2020). The underlying issue in front of the Court was identical: 
does the plain meaning of the word “sex” in Title VII prohibit an employer from firing an employee 
because of sexual orientation or being transgender. In the three separate cases, the Circuit Courts 
ruled differently—the 11th Circuit held that Title VII does not prohibit an employer from firing an 
employee based on sexual orientation whereas the 2nd and 6th Circuits allowed the cases to move 
forward. The split in the circuits motivated the Supreme Court to take up the question which had 
come up in other cases, discussed above, but not specifically aimed at employment 
discrimination—hiring, firing, promoting.  

Over thirty-six briefs were filed in support of Bostock and Zarda; in fact, one brief was 
sponsored by 206 major corporations, from Amazon to Zume (Hyndman, Cohen, Anten, 2019). 
The paragraph addressing the interests of these 206 Amici Curiae, or “friends of the Court”—
impartial advisors with an intense interest in the case--emphasizes the power of the workforce and 
economic impact of employees of same-sex orientation or identifying as transgender: 

 
“The 206 businesses that join this brief as amici collectively employ over 7 million 
employees and comprise over $5 trillion in revenue. These businesses—which range across 
a wide variety of industry—share a common interest in equality because they know that 
ending discrimination in the workplace is good for business, employees and the U.S. 
economy as a whole. These businesses are committed to creating workplaces that afford 
lesbian, gay, bisexual and transgender (“LGBT”) employees the opportunity to earn a 
living, excel in their professions, and provide for their families free from fear of unequal 
treatment (Hyndman, Cohen, Anten, 2019).”  
 

This Amici Curiae brief, along with the multiple others, presented a powerful argument that 
excluding sexual orientation and gender identity from Title VII’s protection against sex 
discrimination would undermine the nation’s business interests, that the U.S. economy benefits 
from a diverse workforce, and that uniform federal protections against sexual orientation and 
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gender identity discrimination are necessary to provide businesses and employees with consistency 
and certainty (Hyndman, Cohen, Anten, 2019). 

The Supreme Court, in an eloquent opinion written by John Roberts, agreed with the 
employees and the 206 corporations who contributed to this brief as friends of the court. The Court 
held that an employer who fires an individual for being gay or transgender “defies the law” and 
violates Title VII (Bostock, 2020). Writing for the majority, Justice Gorsuch wrote:  
 

“An employer who fires an individual for being homosexual or transgender fires that 
person for traits or actions it would not have questioned in members of a different sex. Sex 
plays a necessary and undisguisable role in the decision, exactly what Title VII forbids. 
Those who adopted the Civil Rights Act might not have anticipated their work would lead 
to this particular result. But the limits of the drafters' imagination supply no reason to ignore 
the law's demands. Only the written word is the law, and all persons are entitled to its 
benefit (Bostock, 2020).” 
 
Gorsuch is known as a “textualist,” someone who reads the literal meaning of the language 

of statutes. He wrote a book, in 2019, where he specifically addresses “a case for Textualism 
(Gorsuch, 2019).” Indeed, Michael Shear, a White House correspondent for the New York Times, 
observed Gorsuch’s dependence on textualism and a reliance on the plain meaning rule of the 
language of the statute writing that “Justice Gorsuch employed a fundamentally conservative 
principle—a literal reading of the words of a statute—to reach a decision that contrasts sharply 
with the conclusions of the other conservative justices on the court (Shear, 2020).” 

In his dissent, Justice Alito asserted that the decision amounted to the Court undertaking 
the role of Congress and making legislation (Bostock, 2020). Alito argued that at the time that the 
Civil Rights Act of 1964 was crafted, the concepts of sexual orientation and transgender were 
unknown and Congress could not have intended that the use of the word “sex” would have implied 
these expanded definitions of the work (Bostock, 2020). Alito wrote: "Many will applaud today's 
decision because they agree on policy grounds with the Court's updating of Title VII. But the 
question in these cases is not whether discrimination because of sexual orientation or gender 
identity should be outlawed. The question is whether Congress did that in 1964. It indisputably did 
not (Bostock, 2020)." 

More importantly to his dissent, Alito cited more than one hundred federal statutes that use 
the term “sex”; these include statutes focused on fair housing, education, and credit. Indeed, the 
EEOC as well as legal researchers, LGBTQ attorneys and employment attorneys note that the 
issues that will follow Bostock include Title IX issues, Fair Housing issues, Transathletes and 
bathrooms (Mallory, Vasquez, Meredith, 2020; EEOC, 2020). 

To Alito’s point, Congress continues to attempt to pass legislation that would codify the 
decision in Bostock. Since 1974, Congress has debated passage of The Equality Act, a bill that, if 
passed, would amend the Civil Rights Act of 1964 to prohibit discrimination on the basis of sexual 
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orientation and gender identity in employment, housing, public accommodations, public 
education, federal funding, credit and the jury system. The House of Representatives passed a 
version of The Equality Act on February 25, 2021; as of Spring 2021, its fate in the Senate was 
yet to be determined (Equality Act, 2021). Congress appears to be acting in concert with its 
corporate constituents; in 2019, 167 companies expressed public support for the Equality Act, as 
opposed to 3 in 2015. And 2018’s Corporate Equality Index reported 91% of organizations 
prohibit discrimination on the basis of sexual orientation, as compared to 61% in 2002, and 83% 
prohibit discrimination on the basis of gender identity, as compared to 3% in 2002 (Corporate 
Equality Index, 2018). 

In his decision, Gorsuch also indicated that he understood that the judgment could set a 
precedent that would force gender equality on traditional practices ranging from athletics to 
religion. Gorsuch’s opinion included this recognition: “[t]hey say sex-segregated bathrooms, 
locker rooms, and dress codes will prove unsustainable after our decision today but none of these 
other laws are before us; we have not had the benefit of adversarial testing about the meaning of 
their terms, and we do not prejudge any such question today (Bostock, 2020)."  

 
BOSTOCK IMPLICATIONS:  

EMPLOYMENT AND HUMAN RESOURCE PRACTICES 
 
Indeed, challenges and opportunities abound in the post-Bostock world for LGBTQ rights. 

Employment discrimination on the basis of sexual orientation and gender identity is pervasive – 
surveys report that 42% of employees who identify as LGB have experienced workplace 
discrimination, with the number jumping to 78% if transgender employees are included (Sherrell, 
2019). The Bostock decision provides much needed clarity with respect to the rights and 
protections of LGBTQ employees and applicants. It extends beyond wrongful termination to 
include all employment practices covered by Title VII, including hiring, compensation, and 
terms/conditions/privileges of employment. To ensure compliance, companies with 15 or more 
employees, particularly companies located in states or cities where sexual orientation and gender 
identity are not currently protected by law, must review their workplace policies, practices, and 
processes to ensure sufficient protection of LGBTQ employees and applicants. At a minimum, this 
includes (1) updating documentation related to EEO policies and practices to explicitly and clearly 
include sexual orientation and gender identity as protected characteristics, (2) reviewing and 
revising employment practices to ensure non-discrimination/non-harassment against these groups, 
and (3) providing training to staff on policies and practices to avoid discrimination claims (Golden, 
2020; Kaplan, 2020). 

However, there remain many unanswered questions and potential challenges for 
employers. For example, Bostock does not address or provide clarification on issues related to 
dress codes, bathroom or locker room access, pronoun policies, Title VII exemptions for 
religiously-affiliated employers, and federal protection for LGBTQ workers that are not protected 
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by Title VII (Mallory, Vasquez, Meredith, 2020). Additionally, while the Bostock decision extends 
to employer-sponsored healthcare benefits, it does not address refusal to do so on religious grounds 
(Nagele-Piazza, 2020). This will undoubtedly create confusion for employers, particularly given 
that just three days prior to the Court’s decision, the U.S. Department of Health and Human 
Services amended the Affordable Care Act to remove anti-discrimination protection based on 
gender identity (Nagele-Piazza, 2020) The new rule firmly claimed that for the purposes of 
obtaining health care, “sex” means male or female (Affordable Care Act, 2010, 2020). 

While many of the issues related to compliance with the Bostock will undoubtedly receive 
clarification through future legislation and legal precedent, there are several reasons why 
individual employers can (and should) leverage the Court’s decision to take a more proactive 
stance with respect to their diversity and inclusion efforts for LGBTQ employees. For one, recent 
social movements, most notably #MeToo and Black Lives Matter, have resulted in increased 
public scrutiny and pressure on organizations to ensure fair and non-discriminatory practices. 
Employees and other stakeholders are becoming increasingly educated regarding workplace rights 
and fair treatment and are quick to call out companies with respect to potential violations (Kaplan, 
2020).  

Additionally, today’s job candidates increasingly value and seek out employers who 
demonstrate a commitment to diversity and inclusion. Over 86% of Millennial and Generation X 
job seekers, who comprise over two-thirds of the labor force, report that diversity is one of the top 
three criteria they look for in employers, along with salary and schedule flexibility (Bolden-Barrett, 
2019; ZipRecruiter, 2019). Further, a company’s commitment to diversity is a primary driver of 
retention and loyalty, especially for younger workers – Millennials report they would be likely to 
stay longer with a company who takes a proactive stance toward diversity and inclusion (Deloitte, 
2020). As Generation Z enters the workforce, it is likely that they will place even more of an 
emphasis on diversity and inclusion during their job search.  

Finally, more employers than ever already support providing LGBTQ protections. In 2019, 
167 companies expressed public support for the Equality Act, compared with just three who did 
so in 2015 (Colletta, 2019). Further, the Human Rights Campaign 2018 Corporate Equality Index 
reported 91% of Fortune 500 companies already prohibit discrimination on the basis of sexual 
orientation and 83% prohibit discrimination on the basis of gender identity, versus 61% and 3%, 
respectively, who did so in 2002 (Colletta, 2019).  

In the post-Bostock era, and with public opinion and existing employment practices by 
progressive companies leading the way, employers and Human Resource (HR) professionals are 
in a unique position to be a catalyst for change by actively promoting fair treatment and inclusion 
of LGBTQ employees. Beyond simply updating policies and procedures, HR and company leaders 
can promote cultural change and inclusivity and capitalize on the competitive advantage that 
comes with a diverse and inclusive workforce. This can, and should, involve careful review of all 
employment practices to ensure they do not intentionally or inadvertently exclude LGBTQ 
employees. Additionally, individual employers can take a proactive stance in addressing the issues 
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not covered by Bostock, such as updating dress code standards, enacting policies for 
restroom/locker room usage, and including non-binary options on employment applications and 
personnel forms, and reviewing employee benefits to ensure inclusivity (Litchfield & Lord, 2020). 
Finally, company leaders must clearly and consistently enforce polices and address employee 
concerns quickly and thoughtfully (Kaplan, 2020). 

 
CONCLUSION 

 
In the last decade, the number of Americans who identify as LGBTQ has significantly 

increased. An estimated 18 million (5.6%) of adults in the United States identify as LGBTQ (Jones, 
2021; Evelyn, 2021). This reflects an increase of 60% since 2012 and is and is the highest number 
ever reported. Primary drivers of this increase include both changes in societal norms to become 
more accepting of LGBTQ individuals as well as more younger individuals, who will soon be 
entering the workforce, self-identifying as something other than heterosexual (Jones, 2021).  

Bostock takes a significant step forward for LGBTQ rights in the workplace in that it 
explicitly states that sexual orientation and gender identity are not to be used as factors in 
employment related decisions. Nevertheless, the Bostock decision is just a first step, and more 
must be done to ensure the fair treatment of these groups. While more clarification will come with 
legislation at local, state, and federal levels; compassion, not compliance is necessary for true 
strides to be made. Individual employers, therefore, are in a unique position to lead the change. 
They must continue to push the envelope for diversity and employee protections and perhaps 
Congress and legislation will follow. 
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ABSTRACT 

 
This research compares the insurance industry investment portfolios under the current 

investment requirements and a proposed sustainability investment framework. The qualitative 
study assesses the regulatory environment as it relates to sustainability. The qualitative survey 
respondents provided information pertaining to current and expected operations or underwriting 
practices, current and expected investment practices with respect to sustainability, and the 
adequacy of the regulatory environment or need for reform (risk based capital, (RBC) for 
insurers).  This paper will address regulatory investment constraints and the current investment 
regulatory risk based capital requirements.  
 

The study addresses qualitative aspects of insurance and financial institution decision 
makers’ investment strategies and sentiments towards the regulatory environment. Regulations can 
influence the proportion of sustainable investment allocations through RBC requirements. There 
has been a recent strong commitment to investing insurance and financial institutions assets into 
asset classes with greater emphasis on sustainable environmental, social and governance, (ESG) 
investing. Climate change exacerbates insurer claims, in terms of severity and frequency of climate 
related loss, so the insurance industry has a real cost associated with contributions to emissions 
and activities deleterious to the climate. The insurance industry traditionally has more exposure to 
environmental risks on the property/ casualty underwriting side of the industry.  

Climate change has resulted in increased claims, higher losses, more unpredictable events, 
and greater numbers of catastrophes. Climate change is positively correlated with higher frequency 
and severity of occurrences of catastrophes (Intergovernmental Science‐Policy Platform on 
Biodiversity and Ecosystem Services, 2019). Global losses from natural catastrophes in 2020 
amounted to approximately $210 billion dollars resulting from 980 events, an increase from 2019 
with $166 billion in losses resulting from 860 events (Insurance Information Institute, 2021). In 
the US eight of the top ten costliest catastrophe losses have occurred since 2005. The impact on 
the insurance sector is higher than for other financial institutions due to the magnitude of the claims 
associated with operations as well as the investment of premium income, and to an increasing 
extent with respect to the insureds there is an increased emphasis on being aware of the risks 
underwriting facilitates that may further exacerbate climate change. Alternatively, underwriting 
standards can also induce environmentally favorable decisions or outcomes as well as incentivize 
sustainable practices. This can be accomplished through the underwriting process and providing 
insurance coverage or for financial institutions funding for companies with more sustainable 
practices.  

The insurance industry is in an excellent position to make financial inducements for 
sustainable practices and adverse consequences for unsustainable practices, in the long run 
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combating climate change exposure on three fronts. Fewer claims associated with climate change, 
fewer unsustainable (environmentally unfriendly) companies would have coverage and it would 
be more challenging to continue to resume business operations with those practices, and not 
investing in those companies that contribute to climate change the most. Those sectors include oil 
and gas; textiles; and airlines; as well as many others (Worldbank, 2019; Ritchie and Roser, 2020). 
This would increase asset allocation towards innovative solutions to climate change, catastrophe 
planning, and energy. This conscience investing may be useful in reducing the reliance on 
sustainable non -renewable energy sources (as wood is renewable and not sustainable for climate 
change) and reducing adverse climate impacts. Another potential externality includes the potential 
for fewer catastrophe claims arising from the shift of assets away from companies contributing to 
global warming sources. Sustainable investing portfolios will be compared to the current RBC 
structured portfolios.  

Financial institutions also make substantial investments and those can be into sustainable 
asset classes or less environmentally friendly securities. Lenders also can restrict conduct of those 
organizations seeking financing and influence their practices by preferential lending to those 
entities with sustainable ESG practices. This paper will also culminate in policy implications and 
recommendations for insurance regulation as it pertains to investment portfolios. There are more 
rating agencies recognizing the need for rating mechanisms and uniform transparency in how to 
rank ESG characteristics of firms (Sustainable Investment Forum, 2020). Cogent ESG ratings will 
provide a standardized method for determining ESG investment suitability. It is also likely that 
financial institutions and insurance companies in particular will begin to be scrutinized for the 
asset holdings and their underwriting practices. 

Insurance companies have substantial financial leverage and influence due to the large 
combined investment power of the industry assets under management, (AUM), with heavily 
regulated RBC requirements. Sustainable investing is investigated to quantify the impact on 
insurance companies, regulations, portfolio returns, climate change, and ultimately the impact on 
liability exposures.  

The purpose of this research study is to demonstrate that the insurance industry pledge of 
commitment to sustainable investing is good for business (Daly, 2020). It has the potential to 
provide increased investment portfolio yields, improved technology and quality of life, be positive 
for the environment, and once again good for business through decreased liabilities from pollution 
and climate change catastrophe experience.  

There are substantial assets under management and the investment decision makers have a 
collective leadership position that amounts to approximately $101.7 trillion in global assets under 
management by the end of 2020. Pension funds comprise nearly $57 trillion of the global AUM, 
with the international insurance community exceeding $35 trillion in AUM, with Europe 
accounting for $11 trillion. (US SIF 2020). Roughly 33% of the $51.4 trillion in total U.S. AUM 
is professionally managed according to the US SIF Foundation’s 2020 biennial report on US 
Sustainable and Impact Investing Trends. The report also indicated significant increases in 
professional portfolio managers’ intent to invest in more sustainable asset classes (US SIF, 2020). 
This is consistent with the findings of my research study.  
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CHART 1: ESG ASSETS BY INVESTOR TYPE 

 

Source: US SIF Foundation’s 2020 biennial report on US Sustainable and Impact Investing 
Trends 

 

Table 1: Aggregate Industry Forecast Income Statement 

(All amounts in Millions U.S. Dollars) 

Year 

Pretax 
Under-
writing 
Income 

Net 
Investment 

Income 

% 
Change 
Invest. 
Income 

Book 
Yield 

Investment 
Income 
Ratio 

Operating 
Ratio 

Realized 
Capital 
Gains 

2012 (13,927) 49,019  (4.6%) 3.52%  10.8%  92.3%  8,448  
2013 11,295  49,520  1.0%  3.38%  10.5%  86.3%  12,082  
2014 8,749  48,117  (2.8%) 3.13%  9.7%  87.4%  12,093  
2015 11,080  48,854  1.5%  3.15%  9.5%  88.2%  9,666  
2016 (3,513) 47,451  (2.9%) 3.02%  9.0%  91.6%  7,892  
2017 (28,777) 51,099  7.7%  3.06%  9.3%  94.4%  15,729  
2018 2,384  57,080  11.7%  3.32%  9.5%  89.5%  10,621  

2019 17,174  58,129  1.8%  3.29%  9.2%  87.6%  11,000  
2020 12,879  60,048  3.3%  3.25%  9.1%  88.5%  11,440  
2021 9,901  62,682  4.4%  3.31%  9.2%  89.0%  11,898  

 

Source Conning Library 4Q: Industry Aggregate Forecast  
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Table 2: Aggregate Industry Forecast Balance Sheet 

(All amounts in Millions U.S. Dollars) 

Year 

Cash & 
Invested 
Assets 

% 
Change 

Loss & 
LAE 

Reserves 

Unearned 
Premium 
Reserve 

 Change 
in 

Unrealized 
Capital 
Gains 

Stock 
Dividends 

Statutory 
Capital & 
Surplus 

% 
Change 

Est. Net 
GAAP 

Adjust-
ment 

Est. 
GAAP 

Capital & 
Surplus 

2012 1,427,217  5.1%  597,895  210,920  17,951  26,440  600,312  5.9%  37,967  638,279  
2013 1,503,280  5.3%  593,517  220,233  38,646  33,821  674,076  12.3%  39,098  713,174  
2014 1,567,766  4.3%  599,118  229,918  4,210  34,064  705,383  4.6%  40,084  745,467  
2015 1,536,430  (2.0%) 606,228  238,710  (21,028) 38,549  694,092  (1.6%) 41,713  735,805  
2016 1,607,673  4.6%  622,314  242,035  15,552  28,403  728,161  4.9%  41,822  769,983  
2017 1,728,005  7.5%  655,953  255,461  59,960  29,958  787,494  8.1%  43,509  831,002  
2018 1,709,465  (1.1%) 657,455  271,812  (41,100) 33,912  764,500  (2.9%) 51,109  815,609  

2019 1,819,628  6.4%  661,644  282,071  70,000  34,256  875,388  14.5%  51,537  926,925  
2020 1,871,113  2.8%  666,722  291,723  18,200  39,858  923,994  5.6%  52,691  976,685  
2021 1,919,642  2.6%  672,240  301,178  18,700  42,974  970,199  5.0%  53,907  1,024,106  

 

Source: Conning Library Industry 4Q Industry Aggregate Forecast 2019 

 
The insurance industry is heavily impacted by regulations that restrict the types of 

investment classes that an insurance company can invest in within their premium investment 
portfolio. These regulations restrict investments to investment grade rated securities and reduce 
the allocation percentages to certain asset classes. The RBC Formulas could have a proposed 
change to increase granularity. Regulations, such as RBC have not insulated insurance companies 
and financial institutions from investment losses as evidenced by the 2007-2008 global financial 
crisis resulting in substantial losses for companies like AIG and the default of Bear Sterns. The 
rating agencies were slow to downgrade debt and the collateralized mortgage backed security risk 
was underestimated under the model risk assumption that housing prices always appreciate. 
Regulators need to be cognizant of the risk to many unsustainable companies and industries of 
stranded assets and the need for reform in selecting sectors that also improve climate change, as 
the consequences of investing unsustainably and exacerbating climate change has been linked to 
higher and more unpredictable losses. Fires and increased storms, earthquakes correlated to 
fracking, and other practices can result in further deterioration of operating performance and 
investment losses. There is increasing pressure on the rating agencies to find a systemic approach 
to rating ESG investment grade assets. RBC practices can also be applied to underwriting practices 
with respect to lending through financial institutions and coverage written by insurance companies. 
These risk based factors will provide for greater profitability as it measures the potential impact of 
stranded assets (Ansar, Caldecott, and Tilbury, 2013) or long tailed claim liabilities. This can be 
established through the state regulators rate making procedures, requiring additional excess capital, 
or in limiting the underwriting for higher risk organizations.  

The following are the risk based capital formulas and solvency ratio formulas currently 
utilized by the insurance industry. This does not include the full detailed break -down of asset class 
percentages and the regulatory approval process, and there are variances due to different state 
regulatory requirements.  
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Figure 1 RISK BASED CAPITAL FORMULAS

 

 

 
Life RBC variables defined: C0 = affiliated asset risk; C10 = asset risk other investments; C1cs = common stock risk; C2 = insurance risk; C3s = 
interest rate risk; C3b = health provider credit risk; C3c = market risk; C48 = guaranty fund assessment and separate account; C4b = health 
administrative expense risk 

PC RBC variables defined: R0 = affiliated investments; R1 = fixed income; R2 = common stock risk; R3 = credit risk assets; R4 = reserving risk; 
R5 = net written premium risk 

Health RBC variables defined: H0 = affiliated investments; H1 = other assets; H2 = underwriting risk; H3 = credit risk; H4 = business risk 

The use of Solvency II and RBC systems differ in the treatment of different risk measures 
(factor-based vs. probabilistic measures), the application of internal models, and how 
diversification is measured. The Solvency II formula is depicted in Figure 2. The variables i and j 
are comprised of the following component risks: market risk, counterparty default risk, life 
underwriting, non- life underwriting and health.  The parameters are represented in the 
correlation matrix: 

Figure 2 SOLVENCY II FORMULA 

 

SeeTable 3: Investment Risk Based Capital Allocations.  
 

Climate change has substantial costs. An applied carbon price of US$50–US$100/tCO2 
in 2030, as recommended by the Stern–Stiglitz Report would adversely affect the companies 
contributing to emissions of CO2(g) held in investor portfolios (High Level Commission on 
Carbon Prices, 2017). The regulatory environment should be proactive in factoring in such 
significant and expensive costs. Climate change costs in developing countries could increase by 
$280 to $500 billion per year by 2050, from the (UNEP, 2019) report. “Without substantial and 
sustained global mitigation and regional adaptation efforts, climate change is expected to cause 
growing losses to American infrastructure and property and impede the rate of economic 
growth over this century (US Global Change Research Program, 2018).” Financial institutions 
and insurance company investments and underwriting decision makers are going to need to 
address these costs and concerns. The investments of insurance companies and other financial 
institutions and their underwriting operations are likely to become an increasing concern for 
investors and gain regulatory attention if they do not adhere to ESG investing principles. This 
includes investments that directly reduce climate change; impacting practices, not simply a 
pledge about climate risk management, but going a step further as defined by (Caldecott, 2020) 
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to align with climate outcomes and doing this in a fully integrated and financially incentivized 
way.  
 

Table 3: Investment Risk Based Capital Allocations

 

Source: Conning Library Commentary, 2020 

 

If the US energy market does not have European insurance underwriting coverage to insure 
the energy sector, there is not sufficient capacity within the U.S. insurance market to provide 
adequate coverage for the energy sectors transferable risks (Houston Energy Risk Managers, 
2021). This is a concern for the energy sector as it mitigates numerous risks through the 
commercial insurance market and is also facing greater risks from stranded assets, aging 
infrastructure, and increased environmental and pollution standards. Many oil and gas companies 
are moving towards greater clean energy and lower carbon foot print business strategies. This 
would entail a complete shift, especially for publicly traded insurance companies and when the 
rating agencies get a standardized way of accounting or rating for ESG investments this may 
become an uninsurable or underinsured industry. The European insurance market is very proactive 
concerning climate change, this is true of European insurers, financial institutions, and the energy 
companies. 
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ESG commitments are becoming more frequent and the acronym is becoming more widely 
recognized: ESG: Environmental, social and governance (sustainable investing). There are several 
entities working to establish uniform standard factors into the investment process including: 
Sustainability Accounting Standards Board (SASB), the Global Reporting Initiative (GRI), and 
the Task Force on Climate-related Financial Disclosures (TCFD). Rating agencies are working to 
establish and develop metrics and ESG ratings. The Paris Climate Agreement goal is to “limit 
global warming to well below 2, preferably to 1.5 degrees Celsius, compared to pre-industrial 
levels.” (United Nations Climate Change, 2020).  

Many industries and companies are also altering their investment strategies. This is 
pervasive across institutional investors, pension funds, sovereign funds, private and public 
companies in all sectors, and in cities and nations, as well as the objective of many collective 
global entities. Two examples are BP and Zurich. British Petroleum, BP, is increasing low carbon 
investments to approximately $5 billion per annum. They have pledged to decrease emissions 
resulting from operations by 30-35% by 2030, reduce oil and gas production by at least 40%, and 
prohibit any exploration in new countries (BP, 2019, 2020). This is unprecedented for an energy 
company, yet it is a leadership strategy to position BP to emerge as a leader in the energy sector 
while it has assets instead of being left behind with stranded assets in an unsuitable environment 
that cannot sustain the damage from climate change. More companies are setting net zero goals. 
Insurance companies are taking initiative to combat climate change (Insurance Information 
Institute, 2019).  Zurich is a proactive insurance company that has ratified the UN business pledge 
to limit global temperature rise. Zurich has stated the intention to be entirely dependent on 
renewable energy by 2022 for all global operations. “At the end of September 2020, Zurich’s 
impact investment portfolio of USD 5.4 billion helped avoid 2.9 million metric tons of CO2 
equivalent emissions and improved the lives of 4 million people. The portfolio includes green 
bonds, as well as social and sustainability bonds, and commitments to eight private equity funds 
active in areas such as financial inclusion and clean technology, as well as private debt impact 
infrastructure investments such as wind or solar farms” (Zurich, 2020). The ESG fund portfolios 
consistently outperform the category benchmark and are on par with U.S. large-mid cap returns 
(Morningstar, 2020). 
 

METHODOLOGY AND DATA COLLECTION 

 The individuals selected for this study are leaders employed by insurance companies and 
or financial institutions or in the capacity of insurance allocation and have investment decision 
making capacity within these institutions. This study utilized the University of Houston-
Downtown Center for the Protection of Human Subjects (CPHS) #40-20.  These individuals were 
in an environment characterized by decision- making under regulatory constraints. The survey 
respondents so far have represented companies within the US and European financial institution 
sector, results with the exception of shared financial information are anonymous. The university 
risk management and insurance advisory committee members, who fit the survey requirements 
were also given the link to the survey. The objective of this research is to identify sustainable 
investment decision making allocation changes and the perceived impact of the RBC and 
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regulatory environment.   The practical application of this research was to ascertain the extent of 
the commitment to ESG investing, identify any limitations in the RBC regulatory environment, 
the perceived value of the regulatory environment being favorable to ESG investing, to investigate 
if there have been any changes in underwriting practices, and the expected impact on both portfolio 
returns and climate change.  Insurance companies generate income from operations and premium 
investment income, both have a tremendous impact on sustainability and the environment. The 
operations side of an insurance company impacts climate change through underwriting and 
therefore facilitates the types of risks insured businesses can afford to accept as a result of the 
insurance covenants. The insurance companies and financial institutions also impact climate 
change through significant investment AUM.  

 
RESULTS 

Q1: Informed consent obtained through Qualtrics. If the answer was yes, the participant was able 
to proceed to respond to the investment decision questionnaire survey questions. If the answer was 
no they received a thank you message and that concluded their session. This study is part of the 
University of Houston-Downtown CPHS #40-20 approval.  

Q2: Has your company modified investment allocations as a result of climate change or sustainable 
investing as defined by social, green, or sustainable investing in this survey? 

The respondents were split evenly, with 46.6% indicating that they have made modifications to 
investments that reflect allocations taking climate change and sustainable investments into 
consideration.    

Q3: In the future how likely do you perceive it is that your company will modify investment 
allocations as a result of climate change or sustainable investing?  

The overwhelming majority of survey respondents indicated that their company intend to modify 
investment allocations going forward as a result of climate change or sustainable investment 
initiatives. 75% of the responses indicated a likelihood of modifications to allocations: 31.25% 
indicated extremely likely; 31.25% indicated moderately likely; 12.5% indicated somewhat likely; 
18.75% indicated neither likely nor unlikely (not anticipating changing); and 6.25% were 
moderately unlikely to modify their strategy.  

Q4: Are you able to invest sustainably with the current NAIC risk based capital insurance 
constraints? (For non -insurance institutions considering your financial regulatory constraints?)  

The overwhelming response was maybe with 73.33%, 6.66% indicated yes, and 20% indicated 
they were not able to invest sustainably within the regulatory environment.  

Q7: In your opinion, does the investment regulatory environment encourage, discourage, or not 
impact sustainable investing? 

This question was split with 33.33% indicating the regulatory environment encourages sustainable 
investing, 26.66% did not perceive any impact, and the remaining 40% felt that the current 
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regulatory environment discourages sustainable investing. This is likely to be more relevant if the 
responses were separated out from financial institutions and insurance company decision makers, 
as the RBC insurance requirements are more restrictive.  

Q8: Do you perceive sustainable investing would impact financial performance results? 

This was overwhelmingly expected to have a positive response with 93.75% of respondents 
indicating sustainable investing positively impacts financial performance results. This is consistent 
with financial performance comparison studies where ESG portfolios outperformed their category 
benchmarks (Morningstar, 2020).  

Q9: Do you perceive that aggregate sustainable investing by the insurance industry 
will impact catastrophe claims? yes, positively to reduce claims; yes negatively to increase claims; 
or no impact. 

None of the respondents indicated a negative impact. 73.33% of the survey respondents perceive 
that aggregate sustainable investing by the insurance industry will positively impact catastrophe 
claims. 26.67% of respondents indicated they did not think there would be an impact. This should 
lead to stronger expressed intent to invest sustainably. When comparing expected return increases 
paired with reduced catastrophe claims, as climate change is positively correlated with increased 
frequency and severity of catastrophes, one would anticipate much stronger inducements to invest 
sustainably.  

Q11: Rank order of top exposure concerns for the insurance/ financial industry 

The study participants were also asked to rank order their most significant exposure concerns for 
the insurance/ financial industry. The top four are included in the order of highest to lowest 
frequency of occurrence:  

1.) Climate change/ global warming [natural disasters (hurricanes, wildfires, large 
widespread weather events, flooding, fire were specifically mentioned)]  

2.) cyber risks 
3.) covid -19 
4.) political unrest 

This is consistent with (SOA, 2019) findings that climate change is the single most significant risk 
of concern to the insurance and financial institution sectors. 

Q13: Will you change your underwriting policy to reflect climate change concerns? 

Most survey participants indicated an inclination to change their underwriting practices. 47% 
indicated they would be likely to change: 17.64% were extremely likely, 23.52% were moderately 
likely, and 5.88% were somewhat likely, while only 5.88% were extremely unlikely to change. 
The remaining 47% indicated they were not likely or unlikely, so neutral about making changes to 
their underwriting policies.  

Q14: Have you changed underwriting standards to encourage sustainable initiatives? 
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Very few participants have changed underwriting standards to reflect inducements for sustainable 
or climate friendly initiatives on the part of their clients. 12.5% have said yes they have made 
changes, 62.5% are unsure, and 25% indicated no they have not. 

Q15: Have you changed your underwriting standards to discourage unsustainable initiatives? 

Very few participants have changed underwriting standards to discourage clients from practices 
that are not sustainable or environmentally friendly. 12.5% have said yes they have made changes, 
31.25% are unsure, and 56.25% indicated no they have not. There are fewer companies avoiding 
underwriting business, coverage or lending based on unsustainable practices, to a greater extent 
this is avoided more than inducements to incentivize sustainable or climate friendly conduct on 
the part of clients. 

Q16: Have you changed premium/ rate making standards to encourage sustainable initiatives? 

Very few participants have changed premium/rate making standards to encourage sustainable or 
climate friendly initiatives on the part of their clients. 0% have said yes they have made changes, 
70.58% are unsure, and 29.4% indicated no they have not. This may indicate regulatory reform 
would be beneficial in including explicit pricing mechanisms to provide financial incentives for 
companies pursuing sustainable or climate friendly initiatives.  

Q17: Have you changed premium/ rate making standards to discourage unsustainable initiatives? 

Very few participants have changed premium/rate making standards to discourage unsustainable 
or climate damaging practices on the part of their clients. 13.33% have said yes they have made 
changes, 73.33% are unsure, and 13.33% indicated no they have not. This may indicate regulatory 
reform would be beneficial in including explicit pricing mechanisms to provide financial 
disincentives for companies contributing to climate change.  

Q19: Are you able to allocate investments optimally? 

The most common response was somewhat with 71.42% of the responses, 7.14% felt they are able 
to invest optimally, and the remaining 21.42% indicated they were not.  

Q20: Does the current regulatory environment promote sustainable investing? 

This question was split with 50% responding maybe, 14.28% responding affirmatively, and 
35.71% saying no the current regulatory environment does not promote sustainability. Although 
from the survey indications most decision makers are proactively moving in that direction.  

Q21: In your estimation does the current regulatory environment prevent portfolio losses or 
insolvency? 

The majority of participants did not perceive the regulatory environment prevents losses or 
insolvency, with 53.33% saying no. There were 33.33% of survey participants indicating maybe 
and 13.33% saying yes. 
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ABSTRACT 
The purpose of this study was to determine which leadership strategies contribute to human 

resource management (HRM) practices that contribute to long-term employee retention and 
development.  For the purposes of this paper HRM practices that result in long-term retention and 
development of employees are defined as sustainable human resource management (SHRM). From 
a review of the literature related to stakeholder theory and sustainable human resource 
management practices, a conceptual model of leadership’s relationship to long-term employee 
retention and development emerged.  This conceptual model was employed to identify the 
relationship between the dependent variable SHRM a proxy for long-term employee retention and 
development and four internal leadership strategies - ensuring person-job fit (P-J Fit), confidence 
in leadership, organizational trust, and transparency.  Using PLS-SEM to analyze responses from 
a survey of 421 respondents three internal organizational related factors – ensuring person-job 
fit, organizational trust, and transparency – were found to be significant factors of SHRM.   
Key Words: Leadership, PLS-SEM, human resources, SHRM, sustainability, trust, transparency 
 

INTRODUCTION 
 

Current research is only beginning to scratch the surface of what SHRM can offer long-
term organizational success through the multifocal lens of stakeholders and value-driven processes 
(Tabatabaei, Omran, Hashemi & Sedaghat, 2017). While most research focuses on the near-term 
outcomes of business performance with respect to SHRM, recent studies assert the need for a new 
strategic minded look at “long-term survival” methods to keep firms on top of competitive 
advantage (Ehnert, Harry, & Zink, 2014). Considering future projections of human capital 
resources also contributes to the resolution of operating during highly complex and rapidly 
changing global issues such as negative environmental impact, population increases, political 
climate, and scarcity of resources (Tabatabaei, et al., 2017). Ehnert et al., (2014), argue that SHRM 
paves the way for a solution-driven approach to increasing organizational efficiency while 
decreasing the threat in contributing further to these negative trending global issues. 

There is evidence that business organizations continue to value the contribution of skilled 
human capital for increasing corporate profitability as well as sustaining competitive advantage 
within their respective industries (Kim, 2019; Maamari & Alameh, 2016). Businesses that 
overlook the importance of sustainable human resource management (SHRM) practices tend to 
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fall behind those firms that incorporate effective leadership-relation building strategies (Kim, 
2019; Holtom, Mitchell, Lee & Inderrieden, 2005). Organizations can no longer afford to focus on 
short term financial objectives while ignoring long-term resourcing strategies to keep highly 
skilled employees operating at peak efficiency to serve enduring mission objectives (Maley, 2014).  

Organizational leadership can attempt to capitalize upon effectively utilizing human capital 
as a competitive resource by developing competent strategies, policies, and cultural norms that 
help better define the multidimensional aspect of corporate success (Freitas, Jabbour & Santos, 
2011). Additionally, SHRM can have long reaching benefits for firms that can enhance 
organizational capabilities, expand their human capital portfolios as well as increase positive 
relationships with stakeholders (Tabatabaei, et al., 2017). The obvious negative consequences of 
failing to address SHRM practices may yield severe shortages in skilled employees and decreased 
organizational performance as alternative employment options become a more viable prospect 
(Tariq, Ramzan & Raiz, 2013).  

Emergent studies indicate that an increased focus on SHRM is necessary to enhance 
organizational performance in today’s highly competitive climate while synergistically 
maintaining a sense of corporate social responsibility (Macke & Genari, 2019; Wikhamn, 2019; 
De Vos & Van der Heijden, 2017). SHRM is also observed differently across a diverse array of 
academic disciplines using inconsistent levels of analysis, dimensions, and periods of observation 
(Ehnert, et al., 2016). Despite this gap in effective measurement criteria, research agrees on a 
common definition which describes SHRM as the collection of programmed human resource 
strategies which enable the organization to accomplish its mission while expanding HR resources 
over a lengthy period of time (Ehnert, 2009). Thus, the realm of stakeholder-concerns related to 
sustainability has expanded into all business operations, including human resource management, 
(Ambec & Lanoie, 2008; Pfeffer, 2010).  

Sustainable HRM is commonly associated with stakeholder interactions, connections, 
social systems, and organizational climate (Benn & Bolton, 2011; Doh & Quigley, 2014). To 
perpetuate long-term stability, stakeholders must participate interchangeably and willingly; 
however, these actors will perform exchanges based on differing viewpoints and values (Kramar, 
2014). This suggests that SHRM is influenced through a modified form of social exchange theory 
(SET), where a conditional relationship is developed and nurtured over time based on the 
formation of an informal obligation between an organization and its employees (Covella, 
McCarthy, Kaifi & Corcoran, 2017; Blau, 1964).  In this context, confidence in leadership is 
offered as a suggested antecedent to building SHRM. Employees are internal stakeholders 
naturally positioned for social exchange relationships within the organization that result in 
informal obligations leading to sustainability of human resources.  Organizational related 
constructs contributing to both stakeholder support and SHRM include person-job (P-J) fit, 
confidence in leadership, organizational trust, and transparency. 

The purposes of this research study are to provide additive empirical research exploring 
several alternative antecedents to SHRM; to inform practitioners of potential foci issues to 
concentrate efforts for improvement; and to fill gaps in research related to this emerging field.  The 
primary research questions are: (1) How do certain organizational behaviors influence the efficacy 
of sustainable HRM? And, (2) What effect do internal stakeholders provide on overall sustainable 
HRM? 
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Theoretical Framework and Hypothesis Development 
Stakeholder Theory 
 

This research is rooted in stakeholder theory where attributes such as legitimacy, power, 
and urgency are possessed by stakeholders (Mitchell, Agle & Wood, 1997) and contribute towards 
the accomplishment of the organization’s mission. In this context, we posit that stakeholders hold 
the key in supporting SHRM based on specific organizational behaviors that elicit increased 
organizational trust among stakeholders. Also significant in supporting these behaviors are the 
organizations that effectively practice a state of transparency among stakeholders, as research 
demonstrates a high relationship-building effect as one positive outcome (Holland, Krause, 
Provencher & Seltzer, 2017; Parris, Dapko, Arnold & Arnold, 2016). Finally, little research 
addresses the efficacy of P-J fit on SHRM, as matching skills and abilities to the requirements of 
the job have been found to increase proactive behaviors and engage in identifying opportunities 
closely aligned with HR placement objectives (Cai, Cai, Sun & Ma, 2018).  

In close alignment with stakeholder theory, where stakeholders have vested interest in the 
firm, SHRM is a planned pattern (or rollout) of HR actions which enable the firm to achieve its 
objectives (Wright & McMahan, 1992). This suggests that stakeholders have influence over the 
organization as well as the desire to meet human capital objectives. Prior research provides that 
the ability of an organization to develop sustainable resources over time is based on the ability to 
foster relationships with key stakeholders (Post, Preston & Sachs, 2002). As such, organizations 
are led to identify, prioritize, and maintain transparency with these critical stakeholders (Carroll, 
1991; Freeman, 1984; Schnackenberg & Tomlinson, 2014).  The stakeholder approach to 
developing SHRM (Järlström, Saru & Vanhala, 2018) as an operational investment is important 
for executing the organization’s overall vision. Research supports this notion by pointing out that 
it is the employees that are the primary component for achieving competitive advantage (Barney 
& Wright, 1998).  

Efforts to increase transparency, have led many firms to engage in annual sustainability 
reporting which includes strategic actions to manage HR more effectively (Wikhamn, 2019). This 
highlights the value stakeholders place on organizational transparency and as such, this research 
study postulates that transparency will have a positive effect on sustainable HRM. Prior research 
supports that stakeholders assume an enduring organizational identity, especially when increased 
communication with stakeholders are concerned (Grimmelikhuijsen, Porumbescu, Hong & Im, 
2013; Rajhan, 2018; Scott & Lane, 2000).  

Organizational trust is influenced by stakeholders’ natural predisposition to form bonds 
with familiar and irreplaceable organizations (Sable, 2008). This level of trust occurs over a 
continuum and as such, creates high or low value relationships within the organization (Bandsuch, 
Pate & Thies, 2008). These fostered relationships can provide an increased sense of commitment 
to the organization. Thus, stakeholders are motivated to exert more effort to expand programs or 
policies that are of vital interest to the firm (Bosse & Coughlan, 2016). This supports the notion 
that stakeholders actively seek resources which foster sustained competitive advantage over 
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similar firms, such as sustained HRM or increases to human capital requirements. Additionally, 
primary stakeholders may be included as collaborators in developing HR plans, facilitating 
employee participation, fostering positive leader-member exchanges which in the long-term, 
enhances organization performance (Järlström, et al., 2018).  How much stakeholders may be open 
and willing to foster such relationships may be rooted in their own personal attributes, allowing 
effective use of their skills and abilities to collaborate in the planning process.  This further 
suggests that P-J fit plays an important role in SHRM. 
Figure 1:  Sustainable HRM  

Person-job Fit

Confidence in 
Leaders

Organizational 
Trust

Transparency

Sustainable HRM

 
 
SHRM and Person-Job Fit  
 

Person-job (P-J) fit has been historically associated with a relationship between an 
employee’s attributes and those of the particular tasks performed on the job (Kristoff-Brown, 
Zimmerman & Johnson, 2005). Other research literature identifies P-J fit to work related attitudes 
such as satisfaction with the job, improved quality of work-life, lower turnover intentions, and 
positive feelings about the organization (Cable & DeRue, 2002). Kristoff-Brown et al. (2005) posit 
that there are two forms of P-J fit.  One, is that an employee has the capacity to meet work demands.  
The second is that the employee needs and values are met by their work.  Work engagement is an 
important component of P-J fit, as research has already demonstrated its saliency in decreasing 
feelings of turnover in the organization (Covella et al., 2017) as well as increasing positive work-
related attitudes (Guan, Deng, Bond, Chen & Chan, 2010). This would infer that an employee who 
possess high P-J fit, would be more open to collaborative work and enthusiastically participate in 
SHRM activities. 

P-J fit has been historically studied with other fit indicators such as person-organization 
fit, person-environment fit, and person-group fit (Hambleton, Kalliath & Taylor, 2000); however, 
since the focus of our research concerns stakeholder level interests, we chose to pursue P-J fit as a 
likely candidate to demonstrate a positive effect on supporting SHRM within the organization. 
Additionally, organizations use P-J fit as a means of developing future HR policies and strategic 
direction such as developing performance appraisals to shape organizational effectiveness which 
is also a critical component of SHRM (Gratton, Hope-Hailey, Stiles & Truss, 1999).  P-J fit is 
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suggested to be closely aligned with SHRM as organizations that actively develop programs 
specifically focused on job-fit performance indicators such as matching P-J fit requirements to 
expectations, are in effect, supporting SHRM as well as sustained competitive advantage (Werbel 
& DeMarie, 2005). Prior research found that P-J fit is not a one-time event at the moment of hiring, 
as employees who activity engage in HRM planning processes can actually increase their P-J fit 
over time (Tims, Derks & Bakker, 2016). This suggests that employees, as primary stakeholders, 
support SHRM over time if they perceive themselves as active participants in developing their 
own work such as job crafting, accepting challenging work roles, and decreasing less meaningful 
work roles. Since P-J fit is an abilities-based function matched to the skills of the employee, 
individuals will routinely assess the fit of their job with their own personal attributes (Walsh & 
Gordon, 2008). Thus, the research related to P-J fit predicts the following: 

H1: Person-job fit (skills, abilities, and demands) is directly related to sustainable HRM 
practices. 

 
SHRM and Organizational Trust 
 

Starnes, Truhon, & McCarthy (2009) explain that organizational trust is a multidimensional 
construct.  It includes relationships between employees and their immediate supervisors as well as 
relationships between employees and top leadership.  Organizational trust is influenced by 
stakeholders’ natural predisposition to form bonds with familiar and irreplaceable organizations 
(Sable, 2008). This level of trust occurs over a continuum and as such, may create high or low 
value relationships within the organization (Bandsuch, Pate, & Thies, 2008). These fostered 
relationships can provide an increased sense of commitment to the organization, that stakeholders 
are motivated to exert increased effort to expand programs or policies that may be of vital interest 
to the firm (Bosse & Coughlan, 2016; Condrey, 1995). This supports the notion that stakeholders 
actively seek resources which foster sustained competitive advantage over similar firms, such as 
sustained HRM or increases to human capital requirements. Additionally, primary stakeholders 
may be included in collaboratively developing HR plans, facilitate employee participation, foster 
positive leader-member exchanges which in the long-term, enhances organization performance 
(Järlström, Saru, & Vanhala, 2018).  

How much stakeholders may be open and willing to foster such relationships may be rooted 
in their own personal attributes, allowing effective use of their skills and abilities to collaborate in 
the planning process.  This further suggests that employees and leaders who have a high fit to their 
jobs may be more open and active in this endeavor. Thus, based on the research related to 
organizational trust and SHRM, we posit the following hypothesis: 

H2: Employee trust in the organization is directly related to sustainable HRM practices. 
 
SHRM and Confidence in Leadership  
 

Confidence in leadership refers to employees’ support of leadership. Followers confidence 
in direction provided by top leadership includes their perceptions of organizational characteristics 
such as centralization, formalization, and coordination (Kottke, Pelletier, and Agars, 2013). For 
this reason, we differentiate “top leadership” as an organizational construct from individual 
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leaders.  In their study, Kottke et al (2013) found a correlation to employees’ turnover intentions 
and confidence in top leadership. Hargreaves & Fink (2006), argue that “sustainable improvement 
depends on successful leadership,” (p. 1). Leadership has also been argued to be an important 
factor in sustainable organizational efforts and the retention of quality human resources (Kanter, 
2004; Lockwood, 2004).    Progessional job shaping allows organizational stakeholders to have an 
active voice in SHRM which further shapes the strategic direction of the organization (Cleveland, 
Byrne & Cavanagh, 2015). Organizations that encourage empowering leadership and fostering a 
SHRM environment, have been historically linked with high levels of P-J fit (Cai, et al., 2018). 
Our research posits that employees who have confidence in leadership will contribute to SHRM 
practices and less likely to desire leaving the organization. Thus, based on the research related to 
confidence in leadership and SHRM, we offer the following hypothesis: 

H3: Confidence in leadership is directly related to sustainable HRM practices. 
 
SHRM and Transparency 
 
Transparency differs from organizational trust in that it refers to the availability of accurate 
information rather than individuals’ perceptions of organization support.  The importance of 
transparency has been studied in various business operations to include research and design (Cao, 
Cebulla, Gómez Vilchez, Mousavi, & Prehofer, 2016), supply chain (Egels-zandén & Hansson, 
2016; Svensson, 2009), branding (Leitch, 2017) and sustainability reporting (Fernandez-feijoo, 
Romero, & Ruiz, 2014).  The main focus of these studies relates to the openness and honesty of 
operations.  In an attempt to create a “shared understanding of transparency” Leitch, (2017) argues 
that transparency is dependent on an organization deliberately making information available.   

Linjuan & Chun-ju (2015) found that organizational transparency had a positive effect on 
employee engagement which has been found to be negatively related to employee turnover 
(Whittington & Galpin, 2010).  Highlighting an increased effort by large sized organizations to 
increase saliency on transparency, many firms are now publicizing an annual sustainability report 
which includes strategic actions to manage HR more effectively (Wikhamn, 2019). This highlights 
the value stakeholders place on organizational transparency and as such, this research study 
postulates that primary stakeholders (employees and their managers) will have a positive effect on 
sustainable HRM. Prior research supports that stakeholders assume an enduring organizational 
identity, especially where openness with stakeholders is concerned (Scott & Lane, 2000). Thus, 
based on the research related to transparency in organizations, we posit the below hypothesis:  

H4: Transparency practiced in the organization is directly related to SHRM practices. 
 
Methods 
 

This research used a non-experimental and cross-sectional survey design to collect data 
measuring responses to five variables, person-job fit, confidence in leadership, organizational trust, 
and transparency in organizations. The survey was adapted from pre-existing research instruments 
which were validated, and reliability tested by their respective developers. The outcome variable, 
SHRM was adapted from the assumption that lower levels of the independent variables would 
trigger a departure from the employee’s desire to participate in long-term strategic planning HR 



45 
 

The Journal of Business Leadership, Vol. 29, No. 1 Spring 2021 

activities. This also infers that these same employees may be considering leaving the organization 
at some point in the future (Kahumuza & Schlechter, 2008; Park & Kim, 2009). Since the 
dependent variable is related to long-term HR consequences, we chose to focus this study 
exclusively on full-time employed individuals residing in the United States. Participants were 
recruited from the crowdsourcing platform, Amazon Mechanical Turk (www.mturk.com) and then 
redirected to an online survey hosted on Qualtrics.com.  
 
 
 
 
Sample 
 

The survey collected data from 421 participants; however, only 402 provided complete 
responses for usable data. Table one below contains survey demographic information.   
 
Table 1:  Demographics of Survey Respondents 
 

Demographic Composition of Respondents 
Female 48.80% 
Male 51.20% 
Ages 18-30 32.80% 
Ages 31-45 42.30% 
Ages 46+ 24.90% 
Employment 0-2 yrs 31.30% 
Employment 3-10 yrs 50.20% 
Employment 11-20 yrs 13.70% 
Employment over 20 yrs 4.00% 
Employment NA 0.70% 
Education less than Bachelors 43.80% 
Bachelors Degree 36.10% 
Masters/Professional  19.40% 
Doctorate 0.70% 

 
Among survey respondents, over 80% were employed less than 10 yeas at their current job.  

However, only a little over 32% of respondents were under the age of 30 years old. Information 
related to the size of respondents’ businesses for which they worked and respondents’ level of 
employment was also collected.  Almost 70% of respondents held non-supervisory or executive 
positions.   
 
Procedures 
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A call for survey data was placed on the popular crowdfunding platform, Amazon MTurk. 
Respondents were offered a small reward in return for their participation for fully completing the 
survey. Volunteers were then redirected to a link hosted on qualtrics.com to take the actual survey 
where they received a randomly generated tracking number which was subsequently used to claim 
their reward on the Amazon MTurk task posting. In recent years, this web-based crowdsource 
platform has been routinely used as an open call for data collection and can be directed to a defined 
group of people (Howe, 2006).  A large benefit commonly cited in using Amazon Mechanical 
Turk is that an immense pool of available volunteers are willing to provide data for a very small 
reward, which is ideal for researchers conducting large scale behavioral research studies (Mason 
& Suri, 2012). Studies have shown that the behavior of research subjects on Amazon Mechanical 
Turk mimics similar behavior from subjects within a laboratory setting (Horton, et al., 2011; 
Paolacci, Chandler & Ipeirotis, 2010).  A detailed disclaimer was posted for volunteers to ensure 
their privacy was protected and their data would be maintained under only anonymous conditions. 
 
 
Survey Instrument 
 

All items were assessed using a 7-point Likert scale, and presented as statements offering 
a single choice of responses ranging from “1, Strongly Disagree” to “7, Strongly Agree”. P-J fit 
was measured using three items adapted from the Person-Fit Scale (PFS) developed by Cable & 
DeRue (2002). Confidence in leaders was measured using seven items adapted from the seven-
item LMX scale which assesses the dimensions of satisfaction, understanding, recognition, 
authority, benevolence, confidence, and strength of relationship with the employee’s leader (Graen 
& Uhl-Bien, 1995). Organizational trust was measured using eight items adapted from the 
Cummings & Bromiley (1996) Organizational Trust Index (OTI) short form, which is originally 
12 items. These items focused on the critical dimensions of trust such as affective and cognitive 
dimensions which yielded the highest item-to-factor correlations during reliability testing. The 
variable, transparency, was also adapted from the Organizational Trust Index (OTI) short form and 
consisted of 4 items focusing on the perception of openness and freely sharing information from 
within the organization. Finally, SHRM was measured using a three-item scale adapted from the 
work of Hellgren, Sjöberg, & Sverke (1997) which explored an employee’s intention to maintain 
long-term relations with the organization. Internal consistency was assessed using Cronbach’s 
alpha coefficient. According to the results presented in Table 2, all values exceeded the 
recommended minimum threshold of 0.70 (Cortina, 1993) and demonstrated adequate reliability 
for further analysis. 

 
Table 2: Scale means, SDs, alphas (α), rhos (ρ), and intercorrelations (N = 402) 

 
Latent variables 

 
Mean 

 
SD 

Cronbach’s 
Alpha (α) 

Rho 
(ρ) 

Latent variables 
1 2 3 4 5 

Person-job fit  
(1) 5.46 1.32 .90 .90 .9

2     
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Confidence in 
leaders  

(2) 
5.05 1.30 .93 .94 .5

3* .84    

Organizational 
trust  

(3) 
4.54 1.36 .91 .92 .3

5* .53* .77   

Transparency  
(4) 4.71 1.55 .95 .95 .4

2* .65* .74* .93  

SHRM  
(5) 3.66 1.82 .86 .86 .5

6* .56* .66* .66* .89 

Note: *p < 0.001; square root of AVEs are in bold 
 
Data Analysis 
 

The purpose of this study is to explore the relationships between organizational based 
antecedents among full-time employees residing in the United States and their propensity to 
support sustainable HRM within their place of employment. Partial Least Squares to Structural 
Equation Modeling (PLS-SEM) was used for the following reasons: PLS-SEM is a nonparametric 
method and has a greater flexibility in handling various modeling situations where it is difficult to 
meet rigorous assumptions, such as a normal distribution and homoscedasticity, that are typically 
required with more traditional multivariate statistics (Vinzi, Chin, Henseler, & Wang, 2010). 
Therefore, PLS-SEM is appropriate for exploratory research and prediction, which are the main 
foci of this research. The method can be executed on metric and non-metric data in both small and 
large sample sizes, with reflective or formative measurement models, and does not assume normal 
distribution (Matthews, Hair, & Matthews, 2018). It can also overcome multicollinearity issues 
that can occur in traditional regressions (Avkiran, 2018).  

The application of PLS-SEM has been gaining increased attention in the area of human 
resource management. For example, Mendy and Rahman (2019) examined the impacts of the 
barriers on internationalization and highlighted particular attention to employer attractiveness. 
Pham,Phan, Tukova, Vo, & Nguyen, (2018) investigated the relationships among green training, 
organizational culture and organizational citizenship behavior toward the environment (OCBE) in 
hotel industries. Shahzad, Farrukh, Ahmed, Lin, & Kanwal (2018) investigated the impact of 
transformational leadership, organization structure, and job characteristics on psychological 
empowerment among banking professionals. Shahriari, Abzari, Isfahani & Kianpour (2017) 
explored potential impacts of high-performance work systems on organizational learning and 
innovation. 
 
PLS-SEM 
 

PLS-SEM is a statistical method for studying complex multivariate relationships among 
two or more latent complex concepts (called latent variables), each measured through a number of 
observable indicators (usually defined as manifest variables). PLS-SEM, originally developed by 
Wold (1985), offers an alternative to covariance-based SEM (CB-SEM). Whereas CB-SEM 
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estimates model parameters so that the discrepancy between the estimated and sample covariance 
matrices is minimized, in PLS-SEM, the explained variance of the endogenous latent variables is 
maximized by estimating partial model relationships in an iterative sequence of ordinary least 
squares regressions (e.g., Hair, Ringle, and Sarstedt 2011b). PLS-SEM moves away from stringent 
assumptions on data while maintaining a prediction-oriented focus.  
The PLS-SEM model consists of three components: the structural model, the measurement model, 
and the weight relations. Whereas structural and measurement models are components in SEM 
with latent variables, the weighting scheme is specific to the PLS approach.  
Variables measured on a specified number of observations can be divided in J blocks (X1,…,XJ). 
Each block Xj is comprised of k variables (Xj1,…,Xjk). Each block Xj is assumed to be associated 
with a latent variable LVj. In the structural model, also called inner model, we treat all the 
structural relationships as linear relationships. We can express the structural relations in 
mathematical notations as: 

𝐿𝐿𝐿𝐿𝑗𝑗 = 𝛽𝛽0 + ∑ 𝛽𝛽𝑗𝑗𝑗𝑗𝐿𝐿𝐿𝐿𝑗𝑗 + 𝜀𝜀𝑗𝑗𝑗𝑗→𝑗𝑗      (1) 
The subscript i of LVi refers to all the latent variables that are supposed to predict LVj. The 
coefficients βji are the path coefficients and they represent the direction and strength of the relations 
between the response LVj and the predictors LVi. We assume the latent variable LVj is uncorrelated 
with the residual 𝜀𝜀𝑗𝑗. 

The measurement model (or outer model) relates latent variables to their block or manifest 
variables depending on the direction of the relationships (Fornell & Bookstein, 1982). There are 
two main measurement options: reflective mode or formative mode. Reflective mode assumes that 
the direction of causality goes from the latent variable to manifest variables. A formative mode 
assumes that manifest variables are causing the latent variable. The most common type of 
measurement is the reflective mode. All the latent variables in our study are measured reflectively. 
In mathematical notation, each block of manifest variables reflecting its latent variable can be 
written as  

𝑋𝑋𝑗𝑗𝑗𝑗 = 𝜆𝜆0𝑗𝑗𝑗𝑗 + 𝜆𝜆𝑗𝑗𝑗𝑗𝐿𝐿𝐿𝐿𝑗𝑗 + 𝜀𝜀𝑗𝑗𝑗𝑗     (2) 
Coefficients 𝜆𝜆𝑗𝑗𝑗𝑗 are commonly referred to as loadings. 𝜆𝜆0 is the intercept term and ε accounts for 
the residuals. In PLS-SEM, latent variables are estimated as a linear combination of their manifest 
variables. The weighting scheme is used for estimation of the weights to compute latent variables.  

As previously expanded upon, the aim of the PLS-SEM algorithm is to maximize the 
explained variance of all endogenous latent variables. The PLS-SEM algorithm can be divided 
into three major stages.  

Stage 1: Determining weights to compute latent variable scores 
Stage 2: Estimating the path coefficients (inner model) 
Stage 3: Obtaining the loadings (outer model) 

In this study, PLS-SEM was used to explore the four proposed relationships in Figure 1 to relate 
SHRM with P-J Fit, Confidence in Leadership, Organizational Trust, and Transparency. The latter 
four factors are predictors and SHRM is the response variable. All these five variables are latent 
variables and each of them is associated with multiple manifest variables. All the latent variables 
are reflective blocks. The model that displays the relationship among these variables is provided 
in Figure 2. 
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The full model was estimated using SmartPLS, a software with graphical user interface for 
variance-based SEM using the PLS path modeling method (Wong 2013). The path weighting 
scheme and a tolerance limit of 1.0E-5 was used. In SmartPLS, the software will stop the 
estimation when (i) the stop criterion of the algorithm was reached, or (ii) the maximum number 
of iterations has reached, whichever comes first. To obtain a stable estimation, we set the maximum 
iterations to 300 to make sure that the algorithm will converge before reaching the maximum 
number of iterations. All path coefficients and outer loading values for our SHRM prediction are 
presented in Figure 2.  
 

Discussion of Results 
 

Evaluation of Measurement Model 
 

The evaluation of the outer model (reflective measurement) relies on three characteristics: 
internal consistency, convergent validity, and discriminant validity. Reliability and internal 
consistency for all measures was determined using Cronbach’s alpha and Dillon-Goldstein’s ρ 
(Rho). Table 2 below provides corresponding alphas, ρ, correlates, and descriptive data. According 
to these results, all values of Cronbach’s alpha and Dillon-Goldstein’s Rho exceeded the 
recommended minimum threshold of 0.70 (Cortina, 1993; Chin, 1998) and demonstrated adequate 
reliability for further analysis. 

 Discriminant validity was tested using average variance extracted (AVE) and Fornell-
Larcker criterion for each of the latent variables to ensure two or more scales that should measure 
different constructs are not closely related. The value of AVE for each variable should be at least 
0.50 (Bagozzi & Yi, 1988). All AVE values (reported in Table 1) exceeded the minimum 
threshold. Fornell and Larcker (1981) criterion is applied by comparing the square root of each 
AVE (in the diagonal) with the correlation coefficients (off-diagonal) for each latent variable in 
the relevant rows and columns. Referring to Table 1, the square root of AVE of organizational 
trust is 0.77, which is larger than the correlation values in the column of 3 (0.74 and 0.66) and also 
larger than those in the row of organizational trust (0.35 and 0.53). Similar observation is also 
made for P-J fit, confidence in leaders, transparency, and SHRM. The result indicates that 
discriminant validity is well established. 

Likewise, to test for convergent validity, we used the same AVE values to ensure items 
that should be interrelated are in fact related. Since all variables contained AVE values above 0.50, 
convergent validity was also satisfactory. We also tested for possible multicollinearity using 
variance inflation factors (VIF), see Table 3, and found all variables met well below the 
recommended VIF threshold of 10 (O'Brien, 2007).  
 
Table 3: Path Coefficients 

Variable AVE VIF T statistics p-value 
Person-job fit .84 1.42 7.478 0.000 
Confidence in leaders .71 2.05 1.303 0.193 
Organizational trust .60 2.60 6.559 0.000 
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Transparency .87 3.08 3.297 0.001 
SHRM .79 - - - 

 
Evaluation of Structural Model 
 

The evaluation of the structural model (inner model) is assessed using the coefficients of 
determination of the endogenous latent variables. The coefficients of determination (R2) of the 
endogenous variables are the main measure of the model accuracy. Predictive relevance evaluates 
how well the path model can predict the originally observed data. Referring to Figure 2, R2 for 
predicting SHRM is 0.60. This means that the four latent variables (P-J fit, confidence in leaders, 
organizational trust, and transparency) moderately explain 60% of the variation in SHRM. We can 
further observe that organizational trust has the strongest effect on SHRM (0.36), followed by P-J 
fit (0.30), transparency (0.21), and employee confidence in leaders (0.07). The t statistics and p-
values for each of these four latent variables are obtained using bootstrapping procedure and 
reported in Table 2. Using a level of significance of 5%, the hypothesized path relationship 
between SHRM and organizational trust, P-J fit, and transparency is statistically significant, 
respectively. The hypothesized path relationship between SHRM and confidence in leaders was 
not found to be statistically significant. Thus, we can conclude that organizational trust, P-J fit, 
and transparency are moderately strong predictors of SHRM; however, employee confidence does 
not predict SHRM directly.  

Furthermore, it is also revealed that all the manifest variables are good representations of 
their corresponding latent variables. For example, with loadings 0.90, 0.92, and 0.92 respectively, 
all three items adapted from the Person-Fit Scale are good indicators of person-job fit. Meanwhile, 
all 7-items adapted from the seven-item LMX scale are important indicators of Confidence in 
leaders, with loadings of 0.81, 0.85, 0.87, 0.85, 0.80, 0.86, and 0.86 respectively. However, 
confidence in leaders does not significantly impact sustainable HRM due to its weak effect (0.07).  
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Figure 2. Path coefficients and outer loading values from PLS-SEM 

 
Multicollinearity and Normality 
 

To determine if any independent variables were too closely correlated, thereby 
destabilizing the statistical significance of these crucial study variables, an initial factor analysis 
was conducted to determine the actual inter-correlations among variables.  According to an initial 
factor analysis and using r > .90 as a determinate for inter-correlation values, no variable qualifies 
as being highly correlated to another variable in the dataset.  To further confirm the absence of 
multicollinearity, a linear regression was performed on each independent variable against all study 
variables to compute the tolerance and variance inflation factors (VIF).  A tolerance of .10 or less 
as well as a VIF greater than 10 indicates that large multicollinearity may exist and an alternative 
approach may need to be taken with regard to further analysis on the variables (O'Brien, 2007).  
The resulting collinearity statistics are within the acceptable limits for this study.  We tested for 
normality of distribution through use of the Shapiro-Wilk test, where small values of W would 
lead to the rejection of normality. We used the dichotomous variable for gender to test for group 
differences and found that all values for W were greater than .85 (p < .001) with the exception of 
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females for organizational trust (p = .014). Additionally, analysis of the residuals using multiple 
linear regression further confirmed that the data follows normal distribution. 

These findings contribute to the body of knowledge on SHRM by demonstrating the 
positive effect of organizational initiatives that can provide long-term advantage in resourcing 
human capital needs to emerging firms. 

  
Recommendations for Future Research 

 
Given the importance that has been placed on leadership and sustainability in business 

operations, it is surprising that the proxy leadership confidence (Confidence in Leaders) was not 
found significant in this research.  Future research should focus on better operationalizing the 
variable “Confidence in Leadership” in order to determine the relevancy of stakeholder-opinion 
on organizational leaders as defined by this study. 

 
Conclusion 

 
Kim (2019) argues that “(a)lthough organizations may develop and acquire new technology 

or processes to obtain competitive advantages, these cannot be effectively implemented when 
adequate human capital is lacking,” (p. 1).  Determining what factors contribute to SHRM is 
essential for making sure that internal human capital is available and well as future human capital.  
Considering person-job fit, promoting transparency in human resource management operations, 
and developing organizational trust are three steps that organizations can take to promote 
sustainable human resource management. 
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ABSTRACT 
 

In the Spring of 2020, Coronavirus 2019, also known as COVID-19, struck the world 
reshaping the way small businesses conducted operations. As a result, workers transitioned their 
employment facilities away from on-site offices to personal home offices, with many employees 
fearing for their livelihood. Preliminary results indicated that employees performed well remotely, 
even while balancing childcare demands and having increased diversions around the home 
(Cutter, 2020). However, as COVID-19 lingered on, small businesses found that projects take 
longer than normal to complete, new employee hiring, training and integration became more 
difficult online, and legal challenges in the employer-employee relationship have erupted, such as 
workers’ compensation jurisdictions, state injury compensation and scope of employment issues. 
The purpose of this article is to examine workers’ compensation issues related to the new remote-
work environment brought on by COVID-19. Challenges and obstacles related to the remote work 
environment are considered, reported and addressed from a small business perspective. Hiring 
challenges, employee onboarding, cohesion issues, and the remote work paradigm are discussed. 
Suggestions for small business owners are provided. 
 
Key Words: entrepreneurs, entrepreneurship, small business owner, small business, employees, 
legal, risk, insurance, workers’ compensation, remote work, work from home  
  

INTRODUCTION 
  

In the Spring of 2020, Coronavirus 2019, also known as COVID-19, struck the world 
reshaping the way small businesses conducted operations. Virtually all citizens in the USA were 
forced to shelter-in-place for the first time in history to avoid falling ill from the virus. As a result, 
workers transitioned their employment offices to personal homes and many feared for their 
livelihood. Companies responded by encouraging, supporting and financing new home office 
spaces for employees and incorporated new office “home” practices. As small businesses and 
companies transitioned to remote, work-from-home offices, most found astonishing success in the 
early months. In fact, preliminary results indicated that employees performed well remotely, even 
while balancing childcare demands and having increased diversions around the home (Cutter, 
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2020). Businesses, such as Google, Facebook, Shopify, S4-Capital, HP, Twitter, rushed to 
announce their success, embracing remote work long-term, reassessing the need for permanent 
office space, with many vowing to sell their headquarter buildings (Loten, 2020). 

For many, remote work became the new normal and many believe it would be here to stay 
(Sutton, 2020). However, as COVID-19 months lingered on, fissures began appearing in the 
remote work-from-home experiment. Small businesses found that projects took substantially 
longer than normal to complete, new employee training became more difficult, integrating new 
employees and hiring remotely posed challenges and complications. Companies began to see a 
lack of cohesion, with many fearing that younger generations would not absorb as much experience 
from home-offices, compared to face-to-face office time. In the end, executives and business 
owners started to question if remote work would be sustainable long-term or a good idea for their 
company (Cutter, 2020). 
 Prior to the pandemic shut-down, most employees worked in a central location; employers, 
therefore, knew how their insurance premiums were calculated in the particular state, how claims 
were treated by regulatory agencies and what to expect from the courts. By allowing workers 
remote access to perform their jobs, employees were suddenly free to work in another state. This 
created concerning issues for employers as far as potential workers’ compensation liability and 
costs.  
 With more workers given the flexibility to work from anywhere, many chose to leave 
expensive cities and escape the high costs of living where headquarters are located. Instead, 
employees elected to live in smaller, rural areas, keeping their current salary while enjoying a more 
relaxed and affordable lifestyle. These migrations posed substantial risks to employers as workers 
moved across state lines while continuing their remote-work practices. As workers crossed state 
lines, an employer or business suddenly could be deemed to have established a “satellite office” 
in another state for workers’ compensation purposes. This created substantial concern and risk to 
the business. 
 Determining workers’ compensation jurisdiction in the event of a workplace injury is 
hardly a straight-forward matter when an employer has a “presence” in more than one state. Not 
only does the case law on issues such as compensability, disability and medical compensation 
differ by state, but the question of which state determines jurisdiction in the first place varies. This 
can be a very important legal issue as an injury in one state may cost far more in workers’ 
compensation benefits than another. It is even possible a workplace injury in one state may not be 
a compensable injury in another. In addition, new questions arise about the extension of the 
traditional office into a worker’s home, potentially opening up questions about whether any injury 
that occurs in an employee’s home now arises out of and is in the course and scope of employment. 
Finally, insuring against the potential exposure of workers’ compensation claims in an unfamiliar 
state raises various challenges as insurance companies may not be licensed in the new state, rate 
filings differ and there is the potential for higher minimum premiums. 
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 While teleworking may offer significant advantages for both employers and employees, 
especially during a pandemic, it is not without risk.  Examining a “work from anywhere” policy 
for these potential risks is a wise business move before approving workers to move across state 
lines. The purpose of this paper was to examine workers’ compensation issues related to the new 
remote-work environment brought on by COVID-19. Challenges and obstacles related to the 
remote work environment are considered, reported and addressed from a small business 
perspective. Hiring challenges, employee onboarding issues, team concerns, and project 
challenges are discussed. Suggestions for small business owners are provided.  
 

REMOTE WORK PARADIGM 
COVID-19 reshaped small business operations by forcing employees to shelter-in-place to 

avoid becoming ill from the virus. Workers transitioned from on-site offices to personal homes in 
an instant. Companies encouraged and even financed new home-office spaces for employees to 
work out of. Preliminary research results indicated that working from home was astonishingly 
successful (Cutter, 2020). Early success with remote work practices was attributed to a fear of 
livelihood or fear of reduced living standards (Cutter, 2020). In other words, people were scared 
they would lose their job or feared their companies would bankrupt. In fact, during the early 
COVID-19 work-from-home months, company founders, CEO’s and vice presidents treated the 
work from home order as if it were a ‘momentary’ emergency that required all employees to work 
non-stop and around the clock (Sutton, 2020). However, as the stay-home months progressed 
employee fatigue set in. Companies and CEOs quickly realized that COVID-19 was not a passing 
‘emergency,’ thus new work policies and new parameters needed to be implemented (Sutton, 
2020). 

Companies, such as Microsoft, conducted studies examining the impact of COVID-19  
remote work patterns on their teams and employees. Communication patterns, employee burnout, 
collaboration and efficiency issues were examined to help harness, measure and resolve challenges 
that the new work environment posed (Singer-Velush, Sherman, Cutter, 2020; Anderson, 2020). 
Findings indicate that workers signed into work earlier and signed out from work later due to 
“carved-out pockets of personal time.” Employees reported “carving-out” personal time pockets 
during the work-day to care for children, exercise, walk the dog or to grab fresh air (Singer-Velush, 
Sherman, Anderson, 2020). It was apparent that workers incorporated work-life balance methods 
as COVID-19 months progressed and as the new home-work practices continued. Another initial 
finding was that company meetings and team meeting frequency or duration shifted. It was 
reported that the frequencies of employee meetings increased, while the duration time or length of 
meetings decreased (Singer-Velush, Sherman, Anderson, 2020). In other words, teams met more 
frequently, but for less time throughout the week. 

In addition to the above, many companies extended their timelines for workers to return to 
the workplace and many announced a permanent intention to stay remote-working indefinitely. As 
COVID-19 progressed, fissures emerged in the remote-work paradigm and new studies found that 
remote-work practices were not as effective as once believed. Employee distraction was a common 
employer complaint, as well as blurred lines between work and home life (JDP, 2020; Cutter, 
2020). A recent study reported that nearly 55% of employees felt their home-work environment 
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was too distracting compared to their pre-COVID-19 office environment (JDP, 2020). In fact, 
many employees reported they had trouble maintaining a consistent work routine throughout the 
day (JDP, 2020).  Furthermore, nearly 86% of those surveyed admitted to taking advantage of 
working remote policies by allowing themselves more freedom to be less productive during work 
hours (LDP, 2020). Workers reported taking more breaks and wasting more time; reduced 
productivity resulted (Cutter, 2020). Nearly 85% of employees also reported their belief that 
colleagues were taking these same freedom ‘advantages’ or liberties during work hours.  
Employees reported believing that colleagues take advantage of remote-work practices during 
work hours and are less productive or effective as a result of these work-from-home freedoms 
(JDP, 2020). Finally, nearly 2/3rd of those surveyed reported a change in the hours they work. The 
study found that employees work longer and more evening hours and weekend hours compared to 
pre-COVID-19 times (JDP, 2020). These extended hours were thought to increase stress and 
decrease motivation because workers were uncertain if supervisors would “notice” the extra time 
spent on the job (Routley, 2020). 

REMOTE WORK CHALLENGES 

As a result of remote work practices, corporations struggle with decreased employee 
efficiency, lower employee motivation, increased employee stress, lower work productivity, lower 
employee health and decreased employee effectiveness which negatively impact employer bottom-
lines (Toniolo-Barrios & Pitt, 2020; Cutter, 2020). Employees began reporting more distractions 
at home, citing issues with focusing-on-the-job while working from home and many struggled 
with depression to adapt to the new chaotic COVID-19 world. After reviewing several studies, the 
most common complaint reported was employee distraction caused by pets, children home 
schooling, spouses at home, external noises surrounding the home, technology overload with 
chronic negative media and blurred lines between career and personal life (Toniolo-Barrios & Pitt, 
2020). Another common obstacle was the lack of dedicated work-space. Workers reported a lack 
of dedicated work-space in their homes and many were forced to improvise using dining room 
tables, family rooms or shared work spaces that are interrupted by children, noisy pets, doorbells, 
etc. (Toniolo-Barrios & Pitt, 2020). Significant struggles were also reported due to after-hour 
stresses. Employees reported not being able to “unplug” after normal work hours and most reported 
feeling that their work followed them 24 hours a day (Toniolo-Barrios & Pitt, 2020). Another 
common concern was that workers had substantial difficulties collaborating and communicating 
with colleagues in the remote-work environment (Toniolo-Barrios & Pitt, 2020). Employees 
became highly concerned that their professional efforts, hard work and contributions would not be 
fully appreciated due to a lack of in-office or face-to-face contact with supervisors, managers or 
superiors (Routley, 2020).  

REMOTE WORK BENEFITS 
 

In contrast to the above, there were substantial benefits being reported by managers 
regarding the remote-work environment. Perhaps the most widely reported benefit was cost 
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savings for the company. Research found that companies save approximately $ 20,000 per 
employee, per year when employees work remotely year-round (Routley, 2020). This is a 
substantial savings that businesses can utilize for other purposes, such as corporate growth, 
expansion, hiring, marketing, etc. Another common benefit attributed with remote-work is work 
location flexibility and recruitment. Work-location flexibility allows companies to recruit top 
talent from all over the country and internationally (Hired, 2020).  A recent study found that 75% 
of current job candidates report work location flexibility as a key consideration when selecting an 
employer today (Hired, 2020). Recent studies showed nearly 70% of job candidates consider work 
location flexibility to be the most important factor for job selection, while more than half of polled 
job candidates felt work location flexibility was more important than holiday allowance and more 
than 1/3rd felt it was more important than working for a prestigious company (Hired, 2020; 
Routley, 2020). In addition, nearly 65% said they were willing to on-board remotely to a new 
company when they were given work-location flexibility opportunities and strong 
resources/support (Hired, 2020; Routley, 2020). Lastly, nearly 2/3rd of job candidates felt 
comfortable accepting a job without meeting any team members in-person (Routley, 2020; Hired, 
2020). Results like this prove that work location flexibility is a driver to “winning candidates” and 
to finding strong job candidates. It is clear that allowing for work location flexibility is a necessity 
for small businesses to stay competitive in the marketplace. However, work location flexibility has 
serious legal considerations, implications, and consequences.  
 

ONBOARDING AND SOCIALIZATION CONCERNS 
 

 With all of the above to consider, it is imperative to understand that there are substantial 
socialization, corporate culture and onboarding concerns that have been reported regarding the 
work-from-home environment. Managers explained that team cohesiveness and company culture 
suffered due to the remote-work environment and lack of face-to-face time caused by COVID-19 
isolation (Cutter, 2020; Hired, 2020; Routley, 2020). When employees do not reside in physical 
location with one another, feelings of detachment from colleagues can occur. This in turn impacts 
team cohesion and team bonding. In addition, when employees are not physically located in the 
same space, it allows for employee error and misinterpretations of corporate norms, values and 
beliefs regarding corporate culture due to lack of reinforcement (Routley, 2020). Managers explain 
the necessity for constant daily reinforcement of corporate culture while on the job which is 
diminished when working from home. According to managers, the environment is simply not the 
same.  

Another managerial concern regarding remote work is with productivity and reduced focus 
concerns (Routley, 2020). Managers explain that informal locations, such as work-from-home 
offices, lead to more freedoms which is often misused. Nearly 82% reported reduced productivity 
issues, nearly 2/3rd report reduced team cohesiveness concerns, and nearly 3/4th of managers 
reported issues with maintaining corporate cultures in the remote world (Routley, 2020). Managers 
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find it difficult to teach work expectations and reinforce corporate values when there is no physical 
location or face-to-face interaction to rely on.  
 In addition, and from an employee perspective, nearly 20% of workers reported feeling 
lonely on the job when working remote (Routley, 2020). This loneliness can be especially harmful 
for new employees who are onboarding or ‘socializing’ into the company remotely because they 
struggle to find “friends” on the job, or connect properly with mentors or bond with colleagues. In 
addition, new employees reported feeling that they are not part of a team or valued because they 
were not physically located together and interacting face-to-face and supervisors could not “see” 
the hard work that an employee would be putting into the job (Routley, 2020).  Lastly, many 
employees reported increased communication issues when working remote. Employees reported 
difficulty communicating with team members virtually, difficulty raising tough questions and 
difficulty discussing concerns because they felt intimidated when working remote compared to in-
person or face-to-face (Routley, 2020).  
 Perhaps the greatest concerns reported by managers was with onboarding remotely and 
with conducting job interviews remote (Hired, 2020). During the interview processes, managers’ 
reported concerns with candidates not fully understanding corporate culture, concerns that 
interviewers were not able to build rapport with candidates and concerns that technology issues 
impede the interview process (Hired, 2020). Common remote onboarding barriers are that new 
candidates will miss spontaneous interactions day to day, body language and other non-verbal 
communication indicators could be missed or not evident online and team and corporate bonding 
would take longer which may impact employee long-term loyalty to the company (Cutter, 2020). 
Spontaneous interaction opportunities allow employees to bond to members of the company, and 
it provides opportunities for new employees to understand the corporate culture, and how they fit 
into their company. In addition, daily face-to-face interaction, allows a new employee to monitor 
non-verbal indicators which help new employees understand how they are doing and/or the 
nuances of the corporate culture.  
  

WORKERS’ COMPENSATION OVERVIEW 
  

Since 1949, in the United States, some form of workers’ compensation has been mandatory 
for most employers in all states except Texas (Workers’ Compensation, 2014). Workers’ 
Compensation Insurance represents an exchange between the employee and the employer: in 
exchange for forfeiting the right to sue the employer under negligence, the employee would receive 
insurance coverage from his or her employer for restitution for medical care if the 
employee was injured or killed on the job. Workers’ compensation benefits apply specifically to 
injuries incurred within the scope of the employment; an injury (or death) that might occur when 
an employee travels to or from their work-place generally would not qualify for workers’ 
compensation benefits, although there are exceptions depending on the job responsibilities that 
could require an employee to travel between multiple locations, or work after-hours (Goldberg, 
2016).    
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Each state within the United States has its own workers’ compensation laws which 
cover the circumstances of injuries, the amount of benefits to the injured worker, and the duration 
of those benefits (Larson, 2018). Likewise, each state has its own administration system, with a 
state governing board overseeing the workers’ compensation systems (Workers’ Compensation, 
2014). Most of these workers’ compensation coverages are provided by private insurance 
companies, although a few states have state-owned insurance providers (Larson, 2018). Therefore, 
if there is a dispute between an injured employee and his or employer, and that employer’s 
insurance provider, that negligence claim will go to a specific state court; workers’ compensation 
claims vary state by state.  

Before the COVID-19 pandemic of 2020 forced offices to close and workers to 
work remotely--from a home office or a beach-front rental--, most employees worked at a central 
office, and, if an employee were to be injured at work, within the scope of employment, the 
employers’ Workers’ Compensation insurance would compensate the injured employee (or the 
deceased employee’s family) for lost wages, medical care, and vocational rehabilitation (Boggs, 
2015). The centralized work location, be it an office, a warehouse, or a manufacturing plant, 
facilitated the application of any one state’s workers’ compensation act. Employers knew how 
their insurance premiums were calculated in each particular state, how claims would be treated by 
regulatory agencies and what they could expect from state courts (Larson, 2018).   

When remote working became the norm starting in March, 2020, not only were 
employees—both existing employees and new-hires—working from their homes in the same state 
of their employer’s main office, but many moved to other locations to take advantage of the relaxed 
rules of employment under pandemic guidelines. “Newfound freedom of remote work propels a 
wave of people to flee the U.S. mainland for Hawaii” proclaims an article on remote workers 
flocking to Hawaii in 2020 (Lyte, 2021). Indeed, 50,000 applications flooded a Honolulu real 
estate office’s website that had offered 50 slots for affordable housing opportunities for remote 
workers (Lyte, 2021). What happens when a worker is injured and makes a claim for workers’ 
compensation benefits whose employer is in San Francisco or New York City or Denver and the 
injured employee relocates to another state, another place far from the central office of the 
employer? Has the employer suddenly established a “satellite office” for workers’ compensation 
purposes? How does a court, or an insurance company determine the jurisdiction of a workplace 
injury? When an employee moves to work remotely from a home location, what are the 
implications of the extension of the traditional office setting to that worker’s home? Does an injury 
that occurs to a worker in a home office while working remotely “arise out of and in the course 
and scope of employment”—a key consideration for establishing workers’ compensation benefits 
(Goldberg, 2016)?  

Determining workers’ compensation jurisdiction in the event of a workplace injury is not 
an uncomplicated process when an employer has a “presence” in more than one state, as many 
large corporations, of course, do. Not only does the case law on issues such as compensability, 
disability, and medical compensation differ by state, but the question of which state determines 
jurisdiction in the first place varies as well (Gross, 2020). The injured employee, the employer and 
the insurance company must investigate multiple elements of the occurrence: what was the place 
where the injury occurred; what is the place where the employment relationship exists; what is the 
place where the employee resides; is there concurrent jurisdiction between states involved (Gross, 
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2020). An injury in one state may cost far more in workers’ compensation benefits than in another 
state (McClone, 2020). In fact, a workplace injury in one state may not be a compensable injury 
in another (McClone, 2020). Insuring against the potential exposure of workers’ compensation 
claims in an unfamiliar state raises various challenges as insurance companies may not be licensed 
in every state, and, as has been noted, rate filings differ and higher minimum premiums are likely 
(NAIC, 2020).   

  
HOME WORKERS: INJURIES, INSURANCE, LEGAL IMPLICATIONS 

  
The impact on workers’ compensation premiums for an employer whose workers now 

mostly work remotely takes on multiple facets: increased premiums, a change in the 
nature, frequency and severity of injuries from remote workers, the variety of states in which 
workers are located, while working remotely, and the calculation of the employer’s Experience 
Modification Factor, the company’s safety score in reference to their workers’ compensation 
insurance coverage (Connor, 2020). The Experience Modification Factor relies on an employer 
assisting its employees for taking care of their own wellbeing, whether through training, safety 
meetings or other means. The stronger the safety measures in place, the less likely it is for an 
employee to injure him or herself (Connor, 2020). Fewer injuries means that the Experience 
Modification Factor is lower and therefore premiums are impacted in a positive manner for the 
employer. An employer has much more control over safety measures in a centralized workplace 
that when employees are scattered throughout the country, much less the world.   

As our review of recent legal cases will illustrate, home-office injuries arise from multiple 
causes: slips, trips, falls; electrical hazards; ergonomic hazards; family, dogs, and other distractions 
that present hazards. In addition, disputes that arise around commuting as relates to the home office 
present challenges for workers’ compensation claims for remote workers as do the availability and 
adequacy of necessary work supplies (Wickeit, 2020).  

Another issue that arises in workers’ compensation claims from remote workers revolves 
around whether or not the worker was ordered to work remotely or volunteered to work remotely. 
Working from home, of course, does not automatically make an employee ineligible to receive 
workers’ compensation benefits; instead, an insurance company will investigate the specifics of 
the incident and the injury; the burden of proving the cause of the injuries will rest on the employee, 
but the question of volunteering to work from home or being mandated to work from home arise 
in legal analysis of these cases (Wickeit, 2020).  

  
LEGAL ANALYSIS OF A WORKERS’ COMPENSATION CLAIM: 

APPLICATION TO CURRENT CASE LAW 
  
While teleworking offers advantages for both employers and employees, especially during 

a pandemic, the possible risks that may arise for both are considerable, especially within the 
context of workers’ compensation benefits. The legal basis for determining whether or not an 
injury that was caused by an accident is compensable under a workers’ compensation system is 
that the accident must be deemed to “arise out of employment” and occur “in the course of 
employment (Whitely, 2021).” This two-part legal test emphasizes the challenges regarding 
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remote workers and potential risks of injuries. “Arising out of” and “in the Course and Scope of” 
are not the same, although they are interrelated. “Arising out of” is part of the legal test that deals 
with the cause of the injury; this concerns the nature of the risk to which the employee was exposed 
at the time of the accident (Whitely,2021). “Course of employment” concerns the time, place and 
activity of the accident: when did the accident happen, what time, where was the employee and 
what was the employee doing (Whitely, 2021). When an employee is not clearly on the employer’s 
premises during work hours performing job duties, the risk that arose must be clearly related to 
the employment; this is the crux of the conundrum with remote workers and accidents.  

An analysis of the legal test pertaining to “arising out of,” dealing with the cause of the 
injury, will consider the following: the importance of a dedicated work space, the establishment of 
boundaries between work space and living space; the initial set up and expense of creating the 
work space (did the employer deliver the supplies and require the employee to assemble 
everything); and finally, what is the role of any employer or government regulatory agency for 
inspections and approval of workplace working conditions. OSHA is certainly not inspecting home 
offices and employer approval from a remote central office is not the same as a centralized 
workplace safety oversight committee. In contrast, an analysis of “in the Course and Scope” part 
of the legal test, with its focus on time, place and circumstances, will focus on issues surrounding 
some of the following: the difference between work and personal time; breaks and lunch; 
distractions; errands; establishment and enforcement of time rules.   

The oversight from the employer of remote workers is critical to establish at the beginning 
of a distant relationship vis a vis reporting any incidents. Training and formal policies must be in 
place that emphasize the importance of reporting injuries immediately, the importance of updating 
any incident form and the establishment of a process for reporting injuries that occur in a 
remote work place, and, finally, the employer must comply with not only the reporting process of 
its workers’ compensation policy but also with any governmental agency such as OSHA or other 
state workers’ safety agencies.  

Several recent cases illustrate the challenges of applying these legal tests. In Wait v. 
Travelers Indem. Co. of Illinois, a case that occurred many years prior to the COVID-19 pandemic 
shut-down but one where a home-worker was injured, a Tennessee Court explained the application 
of the “arising out of” and “course of employment” legal tests. Ms. Wait, an executive with a non-
profit, the American Cancer Society (ACS), was allowed to work from home because of a lack of 
office space at corporate headquarters. ACS furnished her office equipment and office supplies. 
Ms. Wait did all her work from her home office and held meetings there with co-workers. One 
day, while preparing her lunch, she opened her door to a neighbor who entered her home and 
brutally beat her for no apparent reason. Ms. Wait sought workers’ compensation benefits from 
Travelers Indemnity, the insurer of ACS. The issue in front of the Tennessee Court was “did the 
injuries arise out of her work and in the course of employment (Wait, 2007).” The Court ruled that 
the legal test of “arise out of employment” requires a causal connection between the employment 
conditions and the resulting injury; the assault did not arise out of a dispute that was work-related 
or inherently connected to the employment; the assault was coincidental and did not “emanate 
from a peculiar danger or risk inherent to the nature of the employment”; the Court denied the 
benefits (Wait, 2007). However, the Court did find that the issue was in the “course and scope of 
employment” because Ms. Wait was where her employer could reasonably expect her to be at the 
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time of the assault; the employer would have anticipated that she would be in the kitchen, preparing 
and eating her lunch. She took her lunch break on the premises (of her home) just as employees 
do in traditional worksites. This decision, however, illustrates that both parts of the legal test are 
necessary to prove compensability (Wait, 2007).  

Sedgwick CVS v. Valcourt-Williams, a Florida case that was decided in 2019, is another 
case where the Court focused on the legal test of “arising out of the employment (Sedgwick, 
2019).” Ms. Valcourt-Williams, ironically, a Workers’ Compensation claimant, had a work-from 
home arrangement. She was reaching for a cup of coffee when she tripped over her dog and was 
injured. Because the fall occurred during her working hours, she applied for workers’ 
compensation benefits and was denied. The Court again emphasized that employers must provide 
benefits if an employee sustains injuries “arising out of work performed in the course and scope 
of employment (Sedgwick, 2019).” The Court noted that the Florida Legislature specified that 
“arising out of” pertains to occupational causation and, in this case, the employer did not contribute 
to the risk that the woman would trip over her dog; the workers’ compensation law does not require 
the employer to cover the costs of the injury (Sedgwick, 2019).  

In the Schwan Food Co. v. Frederick case, a Maryland case decided in 2017, the Court 
focused on the “course and scope of employment” element of the legal test for a workers’ 
compensation claim. Mr. Frederick, an employee who worked from home, slipped on black ice 
outside his home while taking his child to daycare. The Court focused on the question of the 
“coming and going” rule. This rule primarily means that workers who suffer injuries while they 
are in the process of commuting to or from work do not suffer compensable injuries. Once they 
report to an office or worksite and then go visit clients or otherwise travel for work, an ensuring 
traffic accident would cause an injury to be work-related and thus compensable. However, once 
the worker leaves for the day and is commuting home again, the coming and going rule applies 
and accidents occurring during this driving time are generally not considered workers’ 
compensation events. (Schwan, 2017). In Schwan, the employee was using his home office as his 
home base for visits to clients. He had started his workday when he slipped on the ice while leaving 
his home. The employee argued the coming and going rule should not apply since he had already 
started his workday at his home office before the injury occurred, but the concept of when a 
workday actually begins becomes muddied when the worksite is the same as the employee’s home. 
The Court reversed and remanded the decision saying it could not decide if he had started his 
workday: “Unable to determine whether Mr. Frederick’s home was a work place, whether his work 
day had commenced, and whether he was engaged in an activity incidental  to  employment at  the  
time  of  his  injury,  we  are  simply  unable  to  apply  the positional-risk test to determine whether 
Mr. Frederick’s injury would not have occurred but for the conditions and obligations of his 
employment (Schwan, 2017).” 

In Capraro v. Matrix Absence Management, a New York decision, an appellate board 
rejected the strict standards embraced by the “arising out of and in the course and scope of” tests 
(Capraro, 2020). An employer declined to pay for home office furniture for a remote worker so 
the employee decided to order some furniture, all of which arrived in big boxes. The employee 
was injured when he carried the boxes upstairs to his home office. He filed a claim for workers’ 
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compensation benefits and the claim was denied; he sued and the Court focused on the “arise out 
of and in the course and scope of employment” test. The Court rejected a strict test of rigid standard 
where injuries “are only compensable if occurring during regular work hours and while the 
employee is actively engaged in work duties as opposed to, for example, taking a short break or 
using the bathroom (Capraro, 2020). The Court focused on the “short break” and noted that “a 
short break or some similar [m]omentary deviation from the work routine does not constitute an 
interruption in employment sufficient to bar a claim for benefits (Capraro, 2020).” Uncertainty, 
state by state, and a focus on facts will shed light on these kinds of cases in the future and there 
does not seem to be a single standard or rule for determining whether to allow compensability for 
injuries in or connected to home offices. 

Aside from home office injuries, another issue workers’ compensation claims brought on 
by the pandemic involves is whether or not workers who contract the COVID-19 virus and claims 
that he or she contracted it while at work can make a claim. Several aspects of the legal tests remain 
consistent: 1) the burden to prove “arising out of and in the course and scope of” remains with the 
employee; 2) the burden does not rest on the employer to prove that it was NOT contracted at 
work; and 3) infectious diseases are not normally compensable workers’ compensation claims. 
However, there are some changes in the shifting of the burden. (Spadea, 2021; O’Brien, 2020). 
The State of Illinois had taken the biggest step for shifting the burden away from front line health 
workers and first responders by issuing the broadest rules that enable these workers to claim a 
rebuttable presumption that the illness arose out of and in the course of employment. The rule 
presumed that the illness is causally connected to the hazards of employment (O’Brien, 2020). 
However, facing backlash from employers, the state rescinded the shift of the traditional initial 
presumption and burden of proof, which now rests back with the employee as in other workers’ 
compensation injury cases. Other states, such as Texas, have taken limited steps to shift the 
presumption away from employees and place the onus on employers to prove the virus was NOT 
contracted at work. The Texas approach is to shift the presumption, but only for some workers 
such as first responders (NCCI 2021). While not a final statute as of Spring 2021, the Texas bill 
makes a significant change in the shift of the burden of proof. Other states such as Washington 
also considered bills to shift the presumption, but in Washington’s case, the shift would apply to 
all health care workers (NCCI 2021). Other states considered even more expansive approaches 
such as Minnesota which even considered legislation to shift the presumption for all school 
workers who might claim they contracted COVID-19 when schools went back into session in the 
state (NCCI 2021). The legislative response to COVID-19 will present further analysis of how 
Workers’ Compensation laws changed in the post-pandemic work world. 

 
SUGGESTIONS FOR SMALL BUSINESS OWNERS 

 
Small business owners and founders need to be proactive in considering an array of 

possible remote-work policies that address work location flexibility as well as onboarding 
remotely. Managers and small business owners should establish comprehensive onboarding plans 
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that include topics and timelines for remote workers. Organizations must schedule routine 
employee training sessions with the IT department for remote workers and assign mentors and 
“onboarding buddies” for all new hires. Managers must ensure that all corporate documentation is 
clear and that established procedures and work-location parameters are clearly posted and 
indicated. Managers must clearly indicate workspace and internet allowances, set clear work hours, 
set work hour availability requirements and establish work expectations to help alleviate work-
personal life boundary concerns. In addition, employers must clearly state policies for all corporate 
expectations, clearly identify key communication channels for employees/customers/managers 
and establish methods for building rapport between employees and new hires. Simple things such 
as having frequent check-ins, ensuring that there is a dedicated leader or person for team members 
to report concerns to can help alleviate pressure, and stress on the workforce. Managers and team 
leaders should establish general meeting cadence expectations and team meeting 
requirements/timelines/goals for remote teams. Furthermore, it is crucial to acknowledge remote-
employee contributions on a regular basis to keep motivation and moral of the workforce high.  
Acknowledging hard work helps alleviate and prevent burnout and helps prevent corporate 
employee turnover. Lastly, it is vital to understand workers’ compensation jurisdiction and case 
law when creating remote-work and work location flexibility policies in order to protect the 
company properly. 

 
SUMMARY, IMPLICATIONS AND FUTURE RESEARH 

  
The tale of the challenges of workers’ compensation claims from remote workers is a 

cautionary story for small business owners and entrepreneurs, especially. Remote work options 
can be concerning. Workers’ Compensation jurisdiction for workplace injury is, in no way, clear 
and uncomplicated. If an employer has a “presence” in more than one state, the complications 
intensify. A survey of case law shows compensability, disability, and medical compensation differ 
state by state and jurisdiction issues can be harbingers of complex legal cases where no one really 
prevails.   

More research is needed and more cases will emerge as a result of remote work. Continuing 
studies on small businesses and assessing the owners’ understanding of laws, liability, workers’ 
compensation issues will lead to insightful findings.    
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ABSTRACT 
 

Democracy is associated with the United States more than any other country in modern 
times. Corporate Citizens have been legally classified as equal to natural persons, thereby giving 
them the right to support political perspectives as “super” citizens with much higher degrees of 
monetary clout. Corruption has become omnipresent in the U.S. system, not merely from an 
economic but also a political perspective. This paper researches the devolution of democracy 
within the U.S. via corruption, economic and political. The paper begins with two cases 
exemplifying the corruption within the most traditional areas of U.S. culture in modern times, 
sports and proceeds with a discussion on Citizens United and its clear and deleterious effects on 
U.S. Democracy via the influence of business interests over citizen’s interests. 
 

INTRODUCTION 
 

Corruption has been a part of human existence since it began being recorded. Adam was 
corrupted into eating the forbidden fruit, ancient Egypt’s First Dynasty (3100–2700 BC) dealt with 
corruption in its judiciary, and it existed in ancient China.  

As globalization spread throughout the 20th century, so did the corruption as an inherent 
aspect of human behavior. There are only approximations of the magnitude of corruption on a 
global scale, as most corruption tends to happen behind closed doors. The World Bank estimates 
international bribery exceeds US$1.5 trillion annually, or 2% of global GDP and ten times more 
than total global aid funds. Other estimates are higher, up to 5% of global GDP. The most 
devastating impact of which is on the poorest populations. 

Transparency International estimates Indonesia’s former president Suharto 
misappropriated between $15 billion and $35 billion. The Philippines’ Ferdinand Marcos, Mobutu 
Sese Seko of Zaire and Sani Abacha of Nigeria are estimated to have misappropriated $5 billion 
each. 

“As far back as 2013, our [Transparency International] Global Corruption Barometer 
(GCB) reported that 55% of citizens worldwide shared to “a large extent or entirely” the opinion 
that their “governments [were] run by a few big interests looking out for themselves. 
Overwhelming majorities in 17 out of 28 OECD countries were amongst them. In 2017, the GCB 
Europe also revealed that 65% of citizens in the region shared this opinion, while the 2019 results 
of the GCB Latin America show that 65% of citizens think their “governments are run by a few 
private interests” (Transparency International CPI 2019). 
With a score of 69, the United States has dropped two points on Transparency International’s 
Corruption Perception Index (CPI) since last year [2019], bringing it down to a score of 69, its 
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lowest score on the CPI since 2010. This comes at a time when Americans’ trust in government is 
at an historic low of 17 per cent, according to the Pew Research Center. 

This article will delve into several specific case studies of corruption in the United States, 
however, the discussion of corruption in the U.S. will venture beyond the case studies and venture 
into the real corruption in the U.S. and whether, or not, the economic activity associated with 
corruption has an impact on democratic processes. According to www.opensecrets.org , the 
amount of lobbying money being infused into the U.S. system has increased dramatically over the 
last decade, or so, with an increasingly larger contingent of ‘Dark Money’, or money which cannot 
be associated with a specific source being used for political purposes. There is a line to be drawn 
between mere economic corruption and the corruption of the political process, in the U.S., this 
refers to the level of democracy. 

INSTITUTIONS 
 

For years humans have been trying to answer the question of “what is an institution,” and 
in reflecting each person looks at the question through their own lenses. Philosophers asked the 
great question in the view of social constructs, economists asked in the scope of economic theory, 
and those of the political variety sought their answer in the spectrum of politics and government. 
American philosopher John Searle believes an institution is an institution because of 
‘institutionalized’ facts that create a paradigm of behavior. These facts can be the value of money, 
the weight of a person, or the distance between two planets in space (Searle, 2005). John Searle 
answers the question of existence the same way as many other philosophers have done. Descartes 
said it best “cogito, ergo sum,” (“I think, therefore I am”) both are paradoxes in the sense that they 
cause each other’s existence – institutional facts create institutions as institutions create 
institutional facts. If one goes by the Oxford Dictionary there are many definitions of an institution; 
the most popular is “a society or organization founded for a religious, educational, social, or similar 
purpose.” Essentially, an institution is an entity created by a group of people in order to accomplish 
a certain goal. These goals can be anything from providing services to people to being a governing 
body of sports. As certain cases show corruption begins to grow rapidly as soon as goals are 
accomplished (FIFA, IOC, Lobbying).   

 
Institutional Theory 

 
Institutional theory consists of certain processes such as rules, norms, and routines, these 

become guidelines for social behavior. According to institutional theory, institutions gain their 
legitimacy because of the power that society and social constructs have given them.  “A school 
succeeds if everyone agrees it is a school; it fails if no one believes that it is a school regardless of 
its success in instruction or socialization” (Meyer, Scott, & Deal, 1981, p. 59). The whole theory 
supports the idea that an institution relies on the society in which it exists, and therefore an 
institution only has power when people give it power. Moreover, as Meyer, Scott, and Deal 
express, if no one believes in the said institution it will die, similar to the relationship of, how a 
parasite interacts with its host. In contrast to that is organizational theory which sees an 
organization as a living entity which will continue to reach for measures to ensure its existence 
past the attaining of its usefulness. 
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International Corruption costs the world $3.6 trillion in the form of bribes and stolen money 
each year according to United Nations Secretary-General António Guterres (Johnson, 2018).  The 
last corruption index was in 2018. The corruption index uses surveys, expert assessments, and 
statistics to measure corruption in the public sector. In 2018 they found that Denmark is the least 
corrupt nation in the world with a score of 88 out of 100. Denmark and other top countries have 
declined in anti-corruption in recent years as 9 out of the top ten countries have seen their scores 
gradually decline (e.V., T. I.). Statistics like this show corruption is on the rise. According to Delia 
Ferreira Rubio, chair of Transparency International (company that conducts the corruption index), 
“Corruption is much more likely to flourish where democratic foundations are weak and, as we 
have seen in many countries, where undemocratic and populist politicians can use it to their 
advantage.” In comparison, the United States is ranked 22nd with a score of 71 out of 100, also 
declining in its score (e.V., T. I.). The lowest (worst) corruption scores came from the countries: 
North Korea, Yemen, South Sudan, Syria, and the lowest Somalia. The final five scores were all 
under 15 out of 100 with the lowest being 10 (e.V., T. I., 2019). The least corrupt region in the 
world is Western Europe and the European Union with an average score of 66. The most corrupt 
region was found to be Sub-Saharan Africa with the average score of 32. In the last seven years 
only 20 countries have significantly increased their scores, while 16 countries scores significantly 
dropped (e.V., T. I., 2019). Overall since 2006, 113 countries have seen their scores in democracy 
decline (e.V., T. I. 2019). Democracy scores are based on: free and fair elections, strong and 
independent institutions, political rights, civil rights. According to Transparency International 
there are four recommendations to slow down corruption. First, is to strengthen checks and 
balances such that one legal entity does not get too much power. The second is to close the 
implementation gaps of anti-corruption legislation. The third recommendation is to empower 
citizens to speak out and hold governments accountable. The last recommendation is to specifically 
protect freedom of the press, so no journalist has to fear for their life while reporting on corruption 
(e.V., T. I., 2019).  

 
Forms and Stages of Institutions 

 
According to Community Development Financial Institutions Fund (CDFI Fund) there are 

four stages to an institution. The first stage i.e., the start-up stage, consists of finding a possible 
market or group of people to target. The next stage has potential to be the most important in the 
creation of an institution as it formulates direction and the physical establishment. During this 
stage, the main goal is to accumulate as much money as possible for the startup of the institution. 
Institutions require cashflow, like any other business. For example, the National Collegiate 
Athletic Association (NCAA), gets its revenue primarily from two sources, television and 
marketing rights for division one men’s basketball championships and the ticket sales from the 
championship events themselves. The total revenue from these sources (2019) is US$ 977.7 
million. This money is earmarked for scholarship funds, division one championships, school 
performance funds, and many other outlets (NCAA, 2019). In these early stages, an institution can 
be easily manipulated via internal and/or external factors. When an institution is being formed it 
is much like an infant and is formed predominantly by its environment. One decision made by the 
institution could alter the whole trajectory of the institution. An example of this would be the 
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company Enron. Enron grew from $10 billion dollars to $100 billion in 10 years. In order to 
achieve this stellar growth, leadership did not forsake any number of corrupt and illegal practices. 
One of the most notable of these corrupt (unethical), but not illegal, acts was the manipulation of 
financial statements, via Special Purpose Entities (SPE’s) to hide debt and manipulate the parent 
company’s reported revenues and earnings (Rimkus, 2017). In return the company could take out 
more loans and declare higher losses. The CDFI Fund labels the next stage ‘delegation’. 
Delegation is when the first strategic plans are put into place and the institution begins to adapt in 
order to create a future extension of their sphere of influence. Lastly, permanence occurs. At this 
time the institution plants its roots to survive for long-term success and tries to survive and 
accomplish its goals. The CDFI Fund states that one of the red flags of this stage is that an 
institution can lose connection to its mission through adaptation and survival. Generally, in this 
situation large quantities of corruption can be observed, as an institution gets farther away from its 
original purpose (CDFI, 2015).  
 

Examples of Institutions 
 

In this paper four institutions will be highlighted and analyzed with respect to their 
interactions with corruption. The first institution is International Federation of 
Association Football (FIFA), where in 2015 FIFA was accused of a massive corruption scandal 
and the effects are still felt in the sports world. Another institution that will be considered is the 
International Olympic Committee (IOC). The IOC has been considered one of the most corrupt 
institutions in the world. The United States Government and the effects of lobbying, which is a 
type of corruption, will also be focused on.  
 

ORGANIZATIONAL BEHAVIOR 
 

In a world full of institutions people make the final decisions. In institutional theory it is 
explained that an institution only has power and relevance because people believe it to have those 
qualities. Organizational behavior describes the behaviors of people within a group. Much like 
institutions, groups begin to act like living organisms. If a group completes the goals it has set for 
itself, it will change. The only difference between institutions and groups is that one person can 
have a larger influence on the adaptation of a group than he or she can on an institution, i.e., 
institutions have a greater level of formality and structure. Corruption can also affect a group to a 
greater degree that it can an entire institution. The formality and structure of the institution insulate 
it [somewhat] against singular interventions, whereas in a group one person has higher potential 
for influence due to the lack of formality, structure and usually size. Wolfgang Maennig of the 
University of Hamburg, states “corruption is understood as the use of a position by its occupant in 
such a way as to fulfil the tasks required of the occupant by the employing institution in a manner 
consciously different to the objectives of that institution. Such activity results from a desire for 
advantages for the occupant of the position (or, if that occupant is acting as principal agent, for 
acquaintances, relatives, associated organisations or parties) from the person or institution 
benefiting from the actions (Maennig, 2002).” Essentially, corruption can be as simple as exerting 
one’s power to achieve goals often exogenous to the institution itself. Many institutions such as 
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the International Federation of Association Football (FIFA) and the International Olympic 
Committee show their corruption in this form.  
 

INTERNATIONAL FEDERATION OF ASSOCIATION FOOTBALL’S  (FIFA) 
CORRUPTION SCANDAL 

 
As of May 2015, the International Federation of Association Football’s (FIFA), the largest 

soccer institution, name was tarnished. Many of FIFA’s top executives were arrested on allegations 
of bribery, fraud, and money laundering. As reported by the BBC: “They were found guilty of 
breaches surrounding a £1.3m ($2m) ‘disloyal payment’ made to Platini in 2011. The FIFA ethics 
committee said the pair of Sepp Blatter, then president of FIFA, and Michel Platini, President of 
the Union of European Football Associations (UEFA), had demonstrated an ‘abusive execution’ 
of their positions” (BBC, 2015). It was alleged that the executives used these corrupt practices in 
securing the media rights, marketing rights, and locations steering the bidding process for the 
World Cup in Russia and Qatar and possibly other previous World Cups.  The estimated value of 
the alleged corrupt practices was approximated around $150 million stretching across multiple 
decades (Boudreaux, Karahan, and Coats, 2016). The estimated value, however, may be just a 
micro piece of all the money and practices that occurred. In 2014, the World Cup in Brazil made 
an estimated $4 billion dollars, mainly from television rights and sponsorships. The country of 
Brazil spent about $15 billion dollars for the World Cup. Reliable sources reported that the money 
was taken from education and social project funds and were also collected via corrupt practices 
(Boudreaux, Karahan, and Coats, 2016). 
   Corruption and FIFA have long been bedfellows; consequently, the Brazil World 
Cup was not the first instance of corruption nor will it be the last. In fact, for the upcoming World 
Cup in Qatar in 2020, accusations of corruption have already surfaced. In an article published by 
DW, a German news outlet, analysis has begun of claims that Qatar and FIFA could be breaching 
human rights and work standards. These accusations, made by German broadcaster WDR that 
were published by DW, express concern about the employees that are building the massive 
infrastructure needed to host the World Cup. In reports, one worker stated that he had not been 
paid, had been unable to call home, and is surviving off of meals of bread and water. In following 
these accusations, WDR additionally requested data from the Nepali government about its workers 
located in Qatar. The data was alarming, as the Nepali government’s data illustrated that between 
the years of 2009 and 2019, 1,426 Nepali workers have died. In 2019 alone, 111 Nepali workers 
have died (Thorogood, J. 2019). (As the World Cup was awarded to Qatar in 2010, most of these 
deaths have happened during the timeline of the construction of the World Cup infrastructure.) In 
response to these reports, FIFA acknowledged the poor treatment of its workers, stating, “We are 
aware of reports that the company TAWASOL – a sub-contractor in the construction of the Al 
Bayt Stadium – has violated the standards for workers.” (DW, 2019). FIFA has had allegations of 
poor labor conditions in the past. In South Africa workers were working 18-hour days will low 
wages. In Brazil, migrant workers were found living in poor conditions (Malliris, 2013).  
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Factors 
 

FIFA was not always corrupt, however, like most institutions certain factors arise that lead 
the organization towards corruptive practices. FIFA was founded in 1904 on the premise that 
soccer and international soccer needed rules and it would be beneficial for all nations to cooperate 
with each other under one banner. First, rules were put into place such as; a player could not play 
for multiple nations (FIFA). It did not take long, however, before money became a central theme. 
Each nation had to pay fees to FIFA, and at this time FIFA began shaping international competition 
into cashflow (FIFA). 

In the case of FIFA, a substantial factor was money. Money is not evil and it is not bad, 
however, history shows that FIFA’s decisions were driven by monetary gain and not the betterment 
of the sport and its players. This laid the groundwork for an organizational culture rife with 
corruption, and in 2015 the president of FIFA Sepp Blatter as well as many other FIFA executives, 
were arrested for wire fraud, money laundering and racketeering (Thompson, Vinton, 2015). A 
similar pattern can be seen with the new regime of executives that took over after Sepp Blatter, 
and their handling of the Qatar World Cup (DW, 2019).  
Money, however, was not the only factor. FIFA, in 2015 and in previous years, realized that they 
are only relevant every 4 years during the men’s world cup. Since its inception FIFA has become 
a gentlemen’s club of the top countries in the world. Being admitted into FIFA is similar to being 
admitted into the U.N. as countries would be recognized by the international community (Malliris, 
2013). Therefore, by FIFA being bestowed the title of a gentlemen’s club, it bestowed great power 
to FIFA as an institution.  
 

Corruption 
 

During the trials, resulting from the FIFA scandal case, many atrocities arose during the 
trial of three men: Jose Maria Marin (former president of Brazilian soccer Federation) and Juan 
Angel Napout (President of South American soccer confederation), Manuel Burga (former 
Peruvian soccer federation president) (Associated Press, 2017).  According to Sports Illustrated’s 
online article, Marin and Napout were found guilty and Burga was acquitted (Straus, Wahl, & 
McCann, 2017). During the first week of the trial, many accusations came to light via witness 
testimonies. The star witness for the trial was Alejandro Burzaco, an official that pleaded guilty 
and was the head of an Argentinian sports marketing company involved in bribery.  The first 
accusation that was verified in the bid for the 2022 Qatar World Cup was that FIFA officials and 
other major companies such as Nike received bribes by Qatari officials in order to give them World 
Cup rights to their respective markets (Associated Press, 2017).  There was also evidence presented 
that demonstrates certain broadcasting companies, such as FOX Sports of the United States, gave 
bribes to FIFA officials in order to secure broadcasting rights. Burga, who was later acquitted, was 
also seen making a “throat slashing” motion toward Burzaco. Burga said he was scratching his 
throat, however, these actions resulted in tightening of his bail conditions. One witness did state 
that they received death threats but the senders were never identified. In addition, political 
accusations were made about the demand of tickets to events for certain South American 
politicians and lawmakers. In messages between Napout and Burzaco, statements illuminated 
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corruption of policy makers to the court, such as “we have a trial over there. There are two judges 
mad because I refused” (Associated Press, 2017). One of the strangest events of the trial was when 
a former Argentinian government official, Jorge Delhon, committed suicide when the court was 
told he had taken millions in bribes for television rights.   
 

Factors That Lead to Corruption 
 

Institutions are not created to be corruptive they are created to accomplish a set goal or 
goals. Many institutions accomplish their goals, which leads to a redirection of efforts. The cause 
and effect relationship between institutions accomplishing their goals and the void of strategic 
direction left behind creates fertile ground for the rise of corruption. I would like to use a very 
human analogy to emphasize this point. A athlete works tirelessly to accomplish the goal of 
becoming a professional athlete. Once this is accomplished, the athlete also attempts to maximize 
cashflow by extending their career for as long as possible. However, professional sports take a 
physical and mental toll on humans and one inevitably becomes older and injuries take longer to 
heal. In order to adapt and stay in the league longer, professional athletes have often turned to 
illegal performance enhancing drugs. Similarly to institutions and their corruption, the athlete uses 
performance enhancing drugs as a form of corruption in order to survive in the professional ranks.  
Adaptation for survival is not the only factor towards welcoming corruption. In a published article 
titled The Dark Side of Authority: Antecedents, Mechanisms, and Outcomes of Organizational 
Corruption, it is stated that the misuse and abuse of authority plays a large part of any corruption 
(Aguilera, Vadera, 2008). This statement assumes that people are inherently motivated by personal 
gain and will engage in corruptive behavior when the opportunity arises. The factor that lead FIFA 
officials down the path of corruption may have been money, however that was not because of a 
few people were greedy. FIFA is a storied organization that has ties to every country in the world. 
The corruption of 2015 was not just about money it was a power trip by FIFA executives hold 
countries hostage with their boy’s club (Malliris, 2013). FIFA, however, was caught and their way 
of doing things was halted.  
 
 

INTERNATIONAL OLYMPIC COMMITTEE (IOC) 
 

The Olympic games and the International Olympic Committee (IOC) have a storied history 
dating back to the times of ancient Greece. The public image of the Olympics is filled with 
memories of iconic moments and great athletes, and the hope of world peace as every nation puts 
aside their differences for the sake of good clean athletic competition. Realistically, the IOC is 
very different than represented by this idealistic vision. The goal of the IOC described by its charter 
is: “The goal of the Olympic Movement is to contribute to building a peaceful and better world by 
educating youth through sport practiced in accordance with Olympism and its values.” (Olympic 
Charter, Chapter 1, Rule 1.1) (IOC.org). If the world had a monkey see, monkey do approach, 
which some of it does, the values of the Olympics are filled with corruption, cheating, and 
countless other examples (Jennings, 2011).    
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Factors 
  

The Olympics in addition to other major sporting events such as the World Cup, bring 
along major economic benefits to the host city or nation. With these benefits comes major 
competition between cities and nations vying to host the major events. Wolfgang Maennig of the 
University of Hamburg, writes about the direct correlation between the economic benefits and the 
rise of corruption: “As long as the hosting of the Games remained an affair with few clear 
economic advantages for the host cities, the number of applicants remained low. Following the 
financial catastrophe of the 1976 Montreal Games, by the end of the Seventies only one city was 
prepared to apply to host the 1984 Games (and hence the potential for corruption was almost 
nonexistent). The dramatic change in the way the Games could be financed after Los Angeles 1984 
is one of the central reasons why at present around ten cities submit an application to hold the 
Summer Olympics, and the problem of corruption re-emerged for a time” (Maennig, p.16, 2005) 
The role money plays as a conductor of power is present in the examples presented by Maennig. 
When the IOC had leverage after the 1984 Olympics as many countries wanted to reap the benefits 
of being host, the IOC was able to flex their power and corruption re-emerged..  
 

Corruption 
  
Corruption in the International Olympic Committee (IOC) goes back to ancient times. According 
to Wolfgang Maennig of the University of Hamburg, Germany, the first documented corruption in 
sports happened in 388 B.C. when the fighter Eupolos bribed three of his competitors (Maennig, 
2005). In modern times the IOC still has its bouts with corruption. According to investigative 
journalist, Andrew Jennings, bidding cities would often complain about being asked to buy the 
Olympians’ votes in the years leading up to the 2002 Olympic games in Salt Lake City, Utah.  
(Jennings, 2011). During that time bribes ranged from money, hip-replacements to sexual favors. 
This all came to light during the Olympics at Salt Lake City when IOC president Antonio 
Samaranch acknowledged the allegations. To redeem itself Jennings writes that the IOC created 
50 reforms, however those fifty reforms did nothing to eliminate the corruption. Instead reforms 
such as, greater recognition and education of the flame relay, were put into place (Jennings, 2011). 
In addition, Antonio Samaranch supported the fascist dictator Franco in Spain. Samaranch also 
received gifts such as a $28,000-dollar samurai sword and was able to handpick the members of 
the IOC. Samaranch also changed the rule of retirement from the age of 75 to 80, so he could get 
re-elected (Mason, Thibault, & Misener, 2006).  In 2004, the vice president of the IOC, Kim-Un-
Yong of South Korea, received €330,000 from other Korean officials who were in return accepted 
into the National Olympic Committee of South Korea. Kim-Un-Yong was sentenced to two and 
half years imprisonment (Mason, Thibault, & Misener, 2006).  
 Through another lens, the IOC is a nonprofit organization with massive sources of revenue. 
The IOC generates $1.5 billion annually with 7 of its top 10 sponsors coming from the United 
States. The United States based broadcasting company National Broadcasting Company (NBC) 
paid $3.5 billion to televise the 2008 games in Beijing, they also paid $2.2 billion for the 2010 and 
2012 games (Mason, Thibault, & Misener, 2006).  
 



79 
 

The Journal of Business Leadership, Vol. 29, No. 1 Spring 2021 

Aftermath 
  

As previously mentioned, after the 2002 Olympics in Salt Lake City, Utah; the IOC put 
into place fifty reforms. According to Jennings and many other critics, these reforms did little to 
change the corruption surrounding the IOC. The fifty reforms were a public relations stunt in order 
to appeal to the select public that was not going to look into what the reforms actually were. After 
the problems with leadership, particularly Antonio Samaranch, the IOC has had two presidents 
and the corruption issues have gotten better but are still around. Jacques Rogge had problems with 
particular Olympic events being fixed (McLaren, 2008). The president after him Thomas Bach, 
has had no particular issues stemming from him, however, during his presidency he had to ban 
Russia from competing after evidence of performance enhancing drugs.  
 

POLITICAL LOBBYING IN THE UNITED STATES 
  

In the United States lobbying is a touchy situation, where many people are involved and 
hundreds of millions are affected by it. Lobbying is the attempt to influence the decisions and 
actions of the government (Mayer, p.486, 2007). Thus, begging the question of the difference 
between lobbying and corruption. The simple answer is, there is no difference. In fact, lobbying is 
considered by some to be a legal form of bribery and therefore legal corruption. (“We assume the 
elite may build a legal framework to protect (their) own conduct of corruption (e.g. legal 
lobbying)” (Kaufmann, Vicente, (2011). The effects of lobbying can be seen by the alterations of 
legislation in a variety of industries. These alterations can be seen to benefit the businesses of the 
said lobbyists and for some the politicians that were influenced (Drutman, 2015).  
 

 
"End Corruption. Defend the Republic. - Represent.Us."  Downloaded  15 Aug. 2020. 
 
Professors Martin Gilens of Princeton University and Benjamin Page of Northwestern University 
created the above representation based on 20 years of statistics. The ideal representation between 
various groups attaining their interests is the 45° line, which would infer there is no correlation 
between money and whose interests are represented via passed legislation. However, as their 
research clearly shows, there is almost no correlation between the interests of the bottom 90% (the 
vertical line at the bottom) of the population in the U.S. being realized and that which gets passed 
in legislation. On the other hand, there is a clear correlation between the interests of the top 10% 
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of the wealthy benefitting from passed legislation. Cash purchases influence. The Atlantic, a 
literary and cultural commentary magazine, which published the staggering statistic that in 2015 
$2.6 billion dollars were spent in lobbying. In context, the U.S. House of Representatives was 
funded with US$1.18 billion in 2015 and the Senate with US$860 million (Drutman, 2015). The 
money spent in lobbying is nearly double that which is needed to run Congress. Or take the 
infographic below: 
 

 
 This infographic (downloaded on 8/15/2020 at 
https://visual.ly/community/Infographics/politics/amazing-roi-corporate-lobbying ) shows the 
amazing Return On Investment (ROI) for lobbying in the U.S. 
 

Factors 
 
Lobbying has always been around as people have always tried to influence others. The political 
leverage and ROI of lobbying today, however, was not seen until the past 30 years. Some political 
theorists believe that lobbying had no specific influencing factor and has just grown over time to 
the grand scheme that it is today (Drutman, 2015). One factor behind the current day phenomenon 
of lobbying was in the early 1970s when a group of CEOs realized the power they had in 
influencing the government. The CEOs began to hire lobbyists and the results achieved were 
excellent. They were able to eliminate a labor law reform (Labor Reform Act of 1977), they 
lowered their taxes (Economic Recovery Tax Act of 1981) and influenced the public to favor less 
government interaction in the economy (Drutman, 2015). Soon, companies began to see how much 
they influence with campaign fund contributions. A lobbyist told The Atlantic in 2007, that 
lobbying started in order to keep the government out of their business and it gradually changed 
into let’s work together with the government (Drutman, 2015). One example of this is the 
pharmaceutical companies having opposed the government adding prescription drug benefits to 
Medicare. In 2000, pharmaceutical lobbyists changed their mind and decided to support it, one 
detail of the new Medicare bill was that it forbade bulk purchasing of prescription drugs. Over a 
ten-year period, it is estimated that the companies benefited by $205 billion dollars (Drutman, 
2015). With this kind of competitive advantage, no industry and/or company could afford to be 
left out. 
Lobbying in the United States is no different than the other institutions mentioned. The main goal 
of Congress is to serve the people of the United States. The particularism of states interests as well 
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as the individual interests of Congressional representatives, especially in seeking reelection, has 
come to dominate the political landscape. As there is no set goal for a hypothetical representative 
from, e.g., Pennsylvania, their goal then becomes the propagation of the political institution that 
they lead, i.e., to be re-elected (Alesina, Tabellini, 2004). “Politicians want to retain those tasks 
that are likely to generate large rents, large campaign contribution or bribes” (Allesina, Tabellini, 
p.5, 2004). When the said representative is re-elected, they remember who helped them and usually 
vote how the industry would want them to, not for the benefit of the people they represent. Very 
similar to the bribes that take place when a country is trying to receive a World Cup or Olympic 
bid.  

Corruption 
  
According to a report by the Center for Economic Studies and Ifo Institute, they state, “The first 
observation is its size; this is a billion-dollar industry with total revenues that exceed annual 
campaign contributions (Groll, Ellis, 2017).” The organization Open Secrets 
(www.opensecrets.org ) tracks the amount of lobbying done in the United States by industry and 
Congressional representative. In 2019, $1.72 billion dollars have spent towards lobbying with a 
total of 11,001 lobbyists. In 2018, $3.46 billion was spent towards lobbying with a total of 11,654 
lobbyists. The industry that spends the most towards lobbying is pharmaceuticals, as of July 2019, 
they have spent $155,174,705 dollars (Lobbying, 2019). In addition, pharmaceutical companies 
have been in the news lately with their involvement in the opiod crisis plaguing the nation, killing 
thousands. In 2017, over 70 thousand people died from drug overdose (National Institute on Drug 
Abuse, 2019). 
 The United States is not the only country that uses lobbying. Many countries in Europe 
also have lobbying within their governments. The effect of lobbying however, is mightily different. 
In the European Union lobbying is done mostly with public relations and no money is involved 
(Doh, Guay, 2006). The European Union highly regulates anything that is remotely connected to 
lobbying. The simple reason to why they regulate lobbying so strictly is because it is another form 
of corruption.  

Aftermath 
  
Lobbying in the United States continues to grow. As long as industries continue to see the benefits 
that come from lobbying, they are going to continue to contribute to it. The effects of lobbying, 
however, may not be clear to some. The simple fact is almost every bill that enters the floor of 
Congress has had some type of influence that originated from lobbying.  If there was not an effect 
that came from lobbying, then industries would not be pumping in billions of dollars in order to 
keep it working.  

Discussion 
 
According to Statista, the Global Sports Market is valued at US$ 471 billion, higher than the GDP 
of many countries in the world. Evidence supports that institutions do not start as corrupt, but 
rather move in a direction and make decisions that evolve into corruption either to eventually attain 
their goals, or alternatively, once they have attained their goals to find a new raison d’être for their 
further survival.  
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 In fact, the original purpose of “lobbying” was for informed sources to be assisting 
Congress with information they would not normally have had. That is exacerbated by the original 
intent of Congress to be populated by “the people” of the society, i.e., farmers, teachers and, etc. 
and not predominantly lawyers and professional politicians. In essence, the simple statement is 
that lobbying/corruption is endemic to human nature, the proverbial contra to homo oeconomicus 
and our rational decision making powers at the foundation of our economic theory, and it creates 
an inefficient democracy in which the rights and concerns of the few prevail over those of the 
many. The very nature of mankind demands a system of checks and balances in order to maintain 
whichever political and or economic system is chosen. Imbalance creates the impetus for change. 
Greater imbalance implies greater impending change. So, as our democratic system continues to 
represent the interests of the few, it simultaneously plants the seeds for its own destruction. 



83 
 

The Journal of Business Leadership, Vol. 29, No. 1 Spring 2021 

References 
 
Alesina, A., & Tabellini, G. (2004). Bureaucrats or Politicians? NATIONAL BUREAU OF ECONOMIC 
RESEARCH. doi: 10.3386/w10241  
Aguilera, R.V. & Vadera, A.K. J Bus Ethics (2008) 77: 431. https://doi.org/10.1007/s10551-007-9358-8 
Associated Press. (2017, November 20). FIFA corruption trial reveals secret bribes and death threats. Retrieved from 
https://nypost.com/2017/11/20/fifa-corruption-trial-reveals-secret-bribes-and-death-threats/ 
Boudreaux, C.J., Karahan, G. and Coats, R.M. (2016) "Bend it like FIFA: corruption on and off the pitch", 
Managerial Finance, 42(9), pp.866 – 878 
CDFI. (2015, June 17). Stages of Growth. Retrieved July 29, 2019, from https://www.cdfifund.gov/Documents/3-

Stages of Growth.pdf 
Doh, J. P. and Guay, T. R. (2006), Corporate Social Responsibility, Public Policy, and NGO Activism in Europe and 

the United States: An Institutional‐Stakeholder Perspective. Journal of Management Studies, 43: 47-73. 
doi:10.1111/j.1467-6486.2006.00582.x 

Drutman, L. (2015, April 20). How Corporate Lobbyists Conquered American Democracy. Retrieved August 14, 
2019, from https://www.theatlantic.com/business/archive/2015/04/how-corporate-lobbyists-conquered-
american-democracy/390822/  

e.V., T. I. (n.d.). Corruption Perceptions Index 2018. Retrieved from https://www.transparency.org/cpi2018. 
e.V., T. I. (2019, January 29). How corruption weakens democracy. Retrieved from 

https://www.transparency.org/news/feature/cpi_2018_global_analysis.  
Fifa corruption crisis: Key questions answered. (2015, December 21). Retrieved from 

https://www.bbc.com/news/world-europe-32897066 
Gilens, M. & Page, B. (2014). Testing Theories of American Politics: Elites, Interest Groups, and Average Citizens. 

American Political Science Association 2014, September 2014|Vol. 12/No. 3. 
Groll, T., & Ellis, C. J. (2017). Repeated Lobbying By Commercial Lobbyists And Special Interests. Economic 

Inquiry,55(4), 1868-1897. doi:10.1111/ecin.12473 
Harvard University. (2018, August 9). Evolution of cancer cell lines draws concern. Retrieved August 4, 2019, from 

https://medicalxpress.com/news/2018-08-evolution-cancer-cell-lines.html 
History of FIFA - Foundation. (n.d.). Retrieved from https://www.fifa.com/about-fifa/who-we-are/history/index.html 
IOC. (2019, October 4). Who we are. Retrieved from https://www.olympic.org/about-ioc-olympic-movement. 
Jennings, A. (2011). Investigating corruption in corporate sport: The IOC and FIFA. International Review for the 

Sociology of Sport,46(4), 387-398. doi:10.1177/1012690211408845 
Johnson, S. (2018, December 13). Corruption is costing the global economy $3.6 trillion dollars every year. Retrieved 

from https://www.weforum.org/agenda/2018/12/the-global-economy-loses-3-6-trillion-to-corruption-each-
year-says-u-n.  

Kaufmann, D., & Vicente, P. C. (2011). Legal Corruption. Economics & Politics, 23(2), 195–219. doi: 
10.1111/j.1468-0343.2010.00377.x 

Lobbying. (2019, July 24). Retrieved August 19, 2019, from https://www.opensecrets.org/lobby/index.php 
Maennig, W. (2005). Corruption in International Sports and Sport Management: Forms, Tendencies, Extent and 

Countermeasures. European Sport Management Quarterly,5(2), 187-225. doi:10.1080/16184740500188821 
Malliris, C. (2013). The Dark Side of FIFA: Selected controversies and the ... Retrieved October 12, 2019, from 

https://sites.duke.edu/wcwp/tournament-guides/world-cup-2014/fifa-institutional-politics/the-dark-side-of-
fifa-controversies-and-the-future/.  

Mason, D. S., Thibault, L., & Misener, L. (2006). An Agency Theory Perspective on Corruption in Sport: The Case 
of the International Olympic Committee. Journal of Sport Management,20(1), 52-73. 
doi:10.1123/jsm.20.1.52  

Mayer, L. H. (2007). What Is This Lobbying That We Are So Worried About. Yale L. & Pol'y Rev., 26, 485. 
McLaren, R. H. (2008). Corruption: Its Impact on Fair Play. Marquette Sports Law Review,19(1), 3rd ser., 15-38. 

Retrieved August 8, 2019, from http://scholarship.law.marquette.edu/sportslaw/vol19/iss1/3 



84 
 

The Journal of Business Leadership, Vol. 29, No. 1 Spring 2021 

Meyer, J.W., Scott, W.R. & Deal, T.E. (1981). Institutional and technical sources of organizational structure: 
explaining the structure of educational organizations. In H.D. Stein (Ed.), Organization and the Human 
Services. Philadelphia: Temple University Press. 

National Institute on Drug Abuse. (2019, January 29). Overdose Death Rates. Retrieved from 
https://www.drugabuse.gov/related-topics/trends-statistics/overdose-death-rates 

Our History. (n.d.). Retrieved from https://www.cancer.org/about-us/who-we-are/our-history.html. 
Pew Research Center. Public Trust in Government: 1958-2019, April 2019, https://www.people-press. 

org/2019/04/11/public-trust-ingovernment-1958-2019/  
Rimkus, R. (2017, March 1). Enron Corporation. Retrieved from https://www.econcrises.org/2016/12/07/enron-

corporation-2001/.  
Searle, J. R. (2005). What is an institution? Journal of Institutional Economics, 1(1), 1-22. 
doi:10.1017/s1744137405000020 
Statista, https://www.statista.com/statistics/1087391/global-sports-market-size/ (downloaded August 15, 2020. 
Straus, B., Wahl, G., & McCann, M. (2017, December 22). Breakdown of convictions in FIFA corruption trial. 

Retrieved from https://www.si.com/soccer/2017/12/22/fifa-trial-verdict-napout-marin-corruption-bribery  
The Center for Public Integrity. https://visual.ly/community/Infographics/politics/amazing-roi-corporate-lobbying  
Thompson, T., & Vinton, N. (2015, May 27). Top FIFA officials arrested after federal probe days before boss Sepp 

Blatter is expected to be re-elected. Retrieved from https://www.nydailynews.com/sports/soccer/fifa-
officials-arrested-bad-news-sepp-blatter-article-1.2236802.  

Thorogood, J. (2019, June 6). Qatar 2022: FIFA admits violation of workers standards: DW: 06.06.2019 (Deutsche 
Welle, Ed.). Retrieved from https://www.dw.com/en/qatar-2022-fifa-admits-violation-of-workers-
standards/a-49078052  

Transparency International (2019). Corrupt Perceptions Index 2019. https://www.transparency.org/cpi2019  
Where Does the Money Go? (2019, September 20). Retrieved from http://www.ncaa.org/about/where-does-money-

go.  
Who we are. (2019, July 17). Retrieved from https://www.olympic.org/about-ioc-olympic-movement  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



85 
 

The Journal of Business Leadership, Vol. 29, No. 1 Spring 2021 

Welcome to the American National Business Hall of Fame 
 
The ANBHF is a nonprofit education and research organization dedicated to creating an 
awareness, understanding and appreciation of exemplary business leadership. We research and 
promote outstanding examples of business leadership, exposing students and the public to their 
stories. The ANBHF also supports specific areas of academic research in management and 
business leadership. 
One of the great strengths of the free enterprise system is its ability to create the conditions under 
which entrepreneurship and managerial leadership thrive. Our laureates demonstrate that lasting 
business success is usually based, not only upon hard work and a concern for the bottom line, but 
also upon a willingness to make unpopular decisions when necessary, a concern for the customer 
and a concern for employees. Moreover, they demonstrate that capitalism is consistent with a high 
standard of ethics. 
Established in 1972, The American National Business Hall of Fame is dedicated to creating an 
awareness and appreciation of America's rich heritage of exemplary business leadership. Our 
organization revolves around several key programs. The foundation is our ANBHF Laureate 
program. We identify and induct outstanding American business leaders into the ANBHF. These 
exceptional business leaders' case histories offer the practical management techniques to which 
the laureates and historians attribute their success. In addition, the laureates' lives provide 
inspiration -- to take risks, to strive for excellence and to set high ethical standards.  
The organization also recognizes living laureates as ANBHF Fellows. These leaders represent a 
career story which will be reclassified as laureates after their death. Finally, the organization 
recognizes Situational Role Models. These individuals represent business leaders whose careers 
have episodes worth remembering and celebrating but whom, for various reasons, the selection 
committee of the ANBHF did not feel comfortable naming the individual fellows or laureates. In 
this case the selection panel decided that specific ethical lapses in an otherwise memorable career 
were too serious to justify elevating the individual to the status of laureate. In other cases, the 
individual committed a management error so serious as to be of major concern to the panel of 
judges. Henry Ford is an example of a business leader whose extraordinary positive contributions 
to American economic development were seriously tarnished by several noteworthy ethical lapses 
and management errors. The ANBHF board recognizes the possibility that judges erred in placing 
persons in this category and welcomes public requests for reconsideration 
The American National Business Hall of Fame program is managed by an executive office and a 
Board of Representatives from universities throughout the United States. 
Our laureates and fellows exemplify the American tradition of business leadership. The ANBHF 
has published the biographies of more than 40 of our laureates and fellows. Some are currently 
available online and more are added each month. For more information please visit 
www.anbhf.org. 
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SAMPLE PAPER FOR THE JOURNAL OF BUSINESS 
LEADERSHIP OR PROCEEDINGS PUBLICATION 

Jane Smith, University of Abcdef 

ABSTRACT 
 

Each paper must start off with an abstract (with the exception of case studies). The 
abstract should be approximately 300 words and summarize the topic and findings of the paper. 
It should also be italicized and be formatted in the same manner of the rest of the document (see 
instructions below). 

When you complete your manuscript, we will ask you to submit the “camera ready” 
manuscript as a MS Word file (.doc or .docx). Please work with us to make the document look 
great! Follow these directions carefully, and the result will be a highly professional appearance. 

 

INTRODUCTION 
 

The following sections of this document will give you some insight into how you can 
use this document as a template to create a nice looking paper. However, you do not need use 
this file as a template if you are mindful in how you format your own document. The aim is to 
make your document look “camera ready” so that we do not need to make any modifications. 
For your convenience a summary of the key elements is as follows. 

 
• The page size for the document should be set to 8.5 by 11 inches. 
• The margins should be set at one inch all around. 
• The document must be single spaced. 
• Turn on Widow/Orphan control and avoid headings to break over a page. 
• Do not use headers or footers. 
• The font used should be Times New Roman, 12 point (with the size exceptions 

mentioned below for quotes, tables, and references). 
• The document must use full justification throughout (with the excepting of the 

headings that need to be centered). 
• Each paragraph should begin with a left tab or first line indent of one half inch 

(typically the default tab option). 
• There should not be any extra blank lines between paragraphs unless there is a 

section of text that needs to stand out from the other paragraphs. 
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• Title of the paper must be in ALL CAPITAL LETTERS, bolded, centered and 
in 14 point font. 

• The Author’s names and affiliations should be in 12 point font, bolded and 
centered. Please do not use honorifics for author names (i.e. PhD, Dr., etc.) 

• Main Headings in the document should be in ALL CAPITAL LETTERS, bolded 
and centered in the default 12 point font. Subheadings should be in Initial Capital 
Letters, bolded and left justified. Pay attention not to orphan a heading from 
thetext that follows at the bottom of a page. More information on headings can 
be found in the sections below. 

If the paper contains hypotheses, lists, formulae, tables, figures, footnotes, etc., please read those 
sections below for more information. 

• References should be APA style in 10 point font, single spaced between 
references, with hanging indents. 

 
The important thing is to make your document look consistent with this document 

before it is submitted for publication. 
 
 

TABLES 
 

We encourage you to submit your tables just as you would like them to appear. With that 
in mind, we do have a few requests to maintain some consistency from one paper to the next. 
We would like for the table contents to be in 10 point font (or smaller if the size of the table 
calls for it) and centered on the page. Tables should NOT exceed the width of the one inch 
margins of the document. Please include the table’s title inside the borders of the table as shown 
below. The table title should be centered and bolded, and in the same size font as the rest of the 
table. 

Left justify, center, or right justify columns in your table to make your material more 
readable, as you desire. Please note that an auto indent setting in your “Normal” tab will affect 
the contents of your table. To correct this, highlight the table, open the “Paragraph” box in the 
“Home” tab, and remove the first line indent instruction. Also, please place the tables in the 
body of the document where you would like them to appear. If the table breaks a page, move   
text material from above or below to keep the table on one page. If the table cannot fit on one 
page, set the title and descriptive rows to “repeat” on the following page. 

 
 

Table 1 
DESCRIPTION OF STUDY 

Table Title on the Inside 
COMPANY Name DATE 

ABC A Name 1/1/2010 
DEF B Corp. 1/2/2009 
GHI C. Name 5/5/2008 

WXY D. Inc. 7/21/2007 
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If your table is extremely complex, or extremely large, you can try to get it to work by 
sizing down the font to 9 point, or even 8 point. Do NOT go below 8 point type as that will make 
it extremely difficult to read your table. If you are still unable to get your table to work on the 
page, then you must create it as a jpg and shrink it to fit. 

We do not accept landscape tables or figures. You must scale the table to fit in portrait 
mode. If you are unable to handle this yourself, you may contact us for advice or engage us to 
handle the conversion. 

We might advise you concerning tables, that extremely complex, or busy tables are 
difficult to read, and do not add to the manuscript. It is better to use simple tables, even if you 
need more of them, than to create something that no one can understand. 

FIGURES 

Your figures should always be centered, and should have a title for reference purposes. 
When you create figures, remember to use Times New Roman as the font in the figure, and think 
about how it will look in the journal. Generally, figures should not exceed 6 inches in width. Put 
the figures where you want them to appear and format them the way you want them to look in 
the final document. 

Figure 1 

If you have extremely complex figures, or if you have trouble placing them in the 
manuscript, you may need to consider engaging us to process the figures. You may contact us 
for a price quote for any aspect of the formatting process. 

GUIDELINES FOR CASES 

Prepare cases as described above with these exceptions. First, instead of an abstract, 
begin the case with a “Case Description” and a “Case Synopsis,” both in italics as illustrated 
below. Technical information is in the Description, while the Synopsis should gain the reader's 
interest. The body of the case should follow the synopsis, separated by a heading. Prepare the 

GHI DEF ABC 

My Figure 
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“Instructors’ Note,” described more fully below, in accordance with these instructions as well. 
The description and synopsis are important as they communicate basic information about the 
case to the reader. Never forget that the Note is actually more important than the case, at least 
in the perspective of accrediting agencies for your university! 

 

CASE DESCRIPTION 
 

The primary subject matter of this case concerns (describe the most important subject, 
ie, entrepreneurship/conflict management/ethics/etc.). Secondary issues examined include (list 
as many as the case contains just like for the primary subject). The case has a difficulty level 
of (choose one of the following: one, appropriate for freshman level courses; two, appropriate 
for sophomore level; three, appropriate for junior level; four, appropriate for senior level; five, 
appropriate for first year graduate level; six, appropriate for second year graduate level; seven, 
appropriate for doctoral level). The case is designed to be taught in (indicate how many) class 
hours and is expected to require (indicate how many) hours of outside preparation by students. 

 

CASE SYNOPSIS 
 

In this section, present a brief overview of the case (a maximum of 300 words). Be 
creative. This section will be the primary selling point of your case. Potential case users are 
more apt to choose cases for adoption which catch their fancy. 

The Case Description and Case Synopsis are not used when the case is assigned to 
students. Their purpose is to inform instructors and prospective users of the case. 

CASE BODY 
 

The body of the case will follow the description and synopsis, and should be formatted 
in accordance with the forgoing instructions. Avoid using photographs or extensive exhibits 
which will make reading the case more difficult. The general rule of thumb is, if looking at this 
exhibit is not important to the decision point of the case, then omit it. 

Please do NOT include assignment questions in the body of the case. These should be 
in the Instructors’ Notes. Leaving them in the case body will prejudice student readers, as they 
will seize on the assignments, ignoring much of the content of the case. 

 

INSTRUCTORS' NOTES 
 

Instructors' Notes are an important part of the referee process and must be included with 
all cases submitted for review or for publication in any form. Notes should be prepared in 
accordance with these publication guidelines and prepared as a separate manuscript and a 
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separate file because the case notes are published in a different issue from the case. 
Prepare Instructors' Notes for use by instructors who are not familiar with the case issues. 

The note should allow the instructor to teach the case without additional research. Begin the 
note with a REPEAT of the Case Description and Case Synopsis. Follow the Case Synopsis 
with Recommendations for Teaching Approaches. Specific questions, assignments or teaching 
methodologies should follow. Be sure to INCLUDE ANSWERS for all questions or 
assignments. Please do not include the questions and assignments in the case, but include them in 
the Instructor’s Note instead. This gives instructors more flexibility in what to assign. 
Epilogues, if appropriate,should close the note. If your case is from library research, include the 
references for all material used in a REFERENCES section. 

 
REFERENCES 

 
References should be completed using APA style. They are to be single spaced left 

justified and completed in Times New Roman 10 pt font. 
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AMERICAN NATIONAL BUSINESS HALL OF FAME 
PUBLICATION POLICIES AND PROCEDURES 

 
Review Process 
 All journal submissions undergo the double blind, peer review process by members of the 
Editorial Review Board. The Editor strives to maintain an acceptance rate of 20-25% or less for 
first time submissions. The review process is as follows: 
 

1. The journal Editor will review papers for appropriateness, and use a plagiarism verification 
tool to ensure the work has not been plagiarized. 

2. The Editor will send the manuscript to two reviewers, without disclosing the identities of 
the authors or second reviewer. 

3. The review results are confidentially delivered to the Editor, who then reviews the feedback 
to ensure the comments are relevant and non-discriminatory. The reviewer comments are 
sent to the author(s) with the Editor’s decision regarding publication. 

4. The reviewer feedback and Editor’s decision is sent to the authors. Submissions are either 
Accepted, Accepted with Minor Revisions, Accepted with Major Revisions, or Rejected 
for publication.  

5. Author(s) receiving an accepted with revisions determination are instructed on the process 
to revise and resubmit the article. 

6. Revised papers are returned to the Editor who returns the revisions to the original 
reviewers. 

7. Feedback from the second round of reviews are processed in the same manner. In some 
cases, author(s) are given a second opportunity to revise and resubmit papers should they 
not be found acceptable after the first revision. 

8. If accepted for publication, the author(s) are notified by the Editor and provided with 
instructions on the submittal process. 

 
Accepted Journal Article Requirements 
 The requirements for journal publication include: 

1. The submission must be formatted according to SAMPLE PAPER FOR THE 
JOURNAL OF BUSINESS LEADERSHIP OR PROCEEDINGS PUBLICATION. 

2. All author(s) must read and agree to the ASSIGNMENT OF COPYRIGHT TO THE 
JOURNAL OF BUSINESS LEADERSHIP. 

 
Ethics Policy 
 The Journal of Business Leadership publication ethics policy follows the Committee on 
Publication Ethics (COPE) Best Practice Guidelines for Journal Editors, reviewers and authors. 
The JBL attests journals remain transparent and neutral to regions, religion, and will not 
discriminate based on the age, gender, race, and people that are physically challenged. The journal 
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strictly abides by the review for publication ethics as recommended by the COPE and remain 
transparent in acknowledging the source while publishing the information on a collaborative mode.  
 
 Authors verify: Submitted manuscripts are the original work of the author(s), and that all 
 contributing authors are listed and given credit. Manuscripts have not been published nor 
 are under consideration by another journal concurrently. All sources of data used in the 
 development of the manuscript are properly cited. 
 
 Reviewers verify: Manuscripts are reviewed based on the intellectual content of the 
 paper without regard of gender, race, ethnicity, religion, citizenry or political values of 
 author(s). Conflicts of interest during the review process must be communicated to 
 the Editor. Manuscript information is kept confidential. Any concerns regarding the 
 review of a manuscript are communicated to the Editor. 
 
 Editors verify: Manuscripts are evaluated in fairness based on the intellectual content of   
 the paper without regard of gender, race, ethnicity, religion, citizenry or political values 
 of authors. Conflicts of interest pertaining to submitted manuscripts must be disclosed. 
 Manuscript information is confidential. Publication decisions of submitted manusripts are 
 based on the reviewer’s evaluation of the manuscript, policies of the journal editorial 
 board and legal restrain acting against plagiarism, libel and copyright infringement rest 
 with the Editorial Board. 
 
Right of Editors and Reviewers to Publish in Journals 
 Editors and reviewers are allowed to publish their original research in the journal. If an 
Editor wishes to have a paper considered for publication, the Co-Editor or Associate Editor will 
send the paper out for review. The review process for papers by Editors and Reviewers is the same 
as any other paper and no preference is given. A strict blind review process is maintained in all 
cases. 
 
Retractions and Corrections 
 Should any paper need to be removed or edited from the journal, the issue will be updated 
accordingly and republished. 
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