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DEAN AND PRESIDENT VINCENZO ESPOSITO VINZI,  
ESSEC BUSINESS SCHOOL, FRANCE, ASIA-PACIFIC, AFRICA.

“AT ESSEC, WE BELIEVE THAT TRAINING STUDENTS AND PARTICIPANTS FOR 
RESPONSIBLE LEADERSHIP IS KEY FOR ANSWERING THE CHALLENGES OF A 
COMPLEX WORLD. TOGETHER WITH THE MEMBERS OF THE COUNCIL ON BUSINESS 
& SOCIETY, WE STRIVE TO PROMOTE RESPONSIBILITY SO AS TO IMPACT TODAY’S 
ECONOMY AND SOCIETY, AND SHAPE TOMORROW’S WORLD.”

DEAN AND PROFESSOR XIONGWEN LU,  
SCHOOL OF MANAGEMENT, FUDAN UNIVERSITY, CHINA.

“THE SCHOOL OF MANAGEMENT, FUDAN UNIVERSITY JOINED THE COUNCIL TO 
COMMUNICATE, EXCHANGE AND COLLABORATE WITH OUR GLOBAL PARTNERS, 
ABSORB ADVANCED MANAGEMENT IDEAS AND SHARE CHINA’S UNIQUE EXPERIENCE. 
AS A LEADING BUSINESS SCHOOL IN CHINA, WE WILL MAKE CONTINUOUS EFFORTS 
TO DRIVE THE MUTUAL DEVELOPMENT OF GLOBAL MANAGEMENT EDUCATION AND 
THE SOCIAL ECONOMY.”

DEAN ANDY LOCKETT, PROFESSOR OF STRATEGY AND 
ENTREPRENEURSHIP, WARWICK BUSINESS SCHOOL, UNITED KINGDOM

“AS A LEADING EUROPEAN BUSINESS SCHOOL AT A WORLD-CLASS UNIVERSITY, 
WARWICK BUSINESS SCHOOL IS COMMITTED TO DEVELOPING IDEAS AND PEOPLE 
THAT SHAPE HOW WE DO BUSINESS. WE BELIEVE IN THE POWER OF EDUCATION 
TO CREATE THE LEADERS THE WORLD NEEDS TO TACKLE SOCIETIES’ GREAT 
CHALLENGES, SUCH AS GLOBAL WARMING, AGEING POPULATIONS AND INCREASING 
INEQUALITY.”

DEAN MARTIN BOEHM, IE BUSINESS SCHOOL, SPAIN

“IE BUSINESS SCHOOL’S MISSION AND PURPOSE ARE BASED ON THE PILLARS OF 
ACADEMIC EXCELLENCE, INNOVATION AND ENTREPRENEURSHIP, TECHNOLOGY, 
SOCIAL RESPONSIBILITY AND INTERNATIONALISATION. AT IE WE FIRMLY BELIEVE IN 
THE POWER OF THE ENTREPRENEURIAL MINDSET TO CHANGE THE WORLD FOR THE 
BETTER. WE WILL KEEP ENCOURAGING STUDENTS THROUGH THE COBS INITIATIVES 
TO EXPLORE SOCIAL INNOVATION AND ENTREPRENEURIAL CHALLENGES WITH 
SPECIAL EMPHASIS ON UNCONVENTIONAL APPROACHES TO ENDURING SOCIAL 
PROBLEMS.”

DEAN ANDREW BURKE,  
TRINITY COLLEGE DUBLIN BUSINESS SCHOOL, IRELAND

“WE ARE THE BUSINESS SCHOOL AT THE HEART OF A WORLD-RENOWNED RESEARCH-
LED UNIVERSITY LOCATED AT THE CENTRE OF A EUROPEAN CAPITAL CITY AND A 
HUB FOR GLOBAL BUSINESS. OUR APPROACH TO EDUCATION ENCAPSULATES A 
PROJECT-BASED APPROACH WHERE IMPACT ON BOTH BUSINESS AND SOCIETY ARE 
KEY. WE ENCOURAGE OUR STUDENTS TO GRADUATE WITH A ‘MORAL COMPASS’ TO 
TAKE A STEP FURTHER IN ORDER TO EXCEL AT ETHICAL LEADERSHIP BEYOND THE 
REALM OF THE ORGANISATION.”

DEAN LUIZ ARTUR LEDUR BRITO,
FGV-EAESP, BRAZIL

“BEING RECOGNIZED WORLDWIDE AS A THINK-TANK, FGV-EAESP NOT ONLY 
PRODUCES ACADEMIC RESEARCH IN MANAGEMENT AND PUBLIC POLICY, BUT ALSO 
APPLIES RESEARCH VIA ITS CLOSE RELATION WITH THE CORPORATE WORLD. ITS 
PARTICIPATION IN THE COUNCIL ON BUSINESS & SOCIETY ENRICHES ITS GLOBAL 
VISION THROUGH THE MULTIPLE PERSPECTIVES GENERATED BY THE COUNCIL’S 
INITIATIVES.”

DEAN TAKURO YODA,  
KEIO BUSINESS SCHOOL, JAPAN

“AS THE LEADING BUSINESS SCHOOL IN JAPAN, IT IS OUR DUTY TO INVESTIGATE 
HOW BUSINESS SHOULD MAINTAIN A BALANCE WITH GLOBAL SOCIETAL ISSUES. 
WE DESIRE TO EXPLAIN TO THE WORLD WHAT JAPAN HAS EXPERIENCED THROUGH 
RAPID GROWTH BY MEANS OF THE COUNCIL ON BUSINESS & SOCIETY.”

THE DEANS OF COUNCIL’S MEMBER SCHOOLS
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https://eaesp.fgv.br/en
http://www.kbs.keio.ac.jp/en/
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Dear Readers,

On behalf of all the member schools, 
the contributors to this magazine 
and the editorial and design teams 
behind it, a very big thank you for 
staying by our sides throughout this 
year of unprecedented upheavals and 
challenges.

In 2020, the Council’s articles, 
publications and videos have been 
seen, read and downloaded by over one 
million people – and you are among 
them. Teachers, trainers, professors, 
students, professionals, policy makers, 
and ordinary folk who make the world 
turn and with an interest and passion 
in what we do.

All of us, it seems, believing that 
responsible business and leadership 
have a major role in shaping a 
better world – for ourselves and our 
careers, our children and their studies 
and future wellbeing, and for the 
environment and our beautiful planet 
that urgently needs our respect and 
attention.

Take care, keep safe, and wishing all of 
you an excellent end-of-year 2020 and 
a New Year filled with hope, happiness 
and success.

With kind regards,

The Council on Business & Society

To our readers

© ARTWORK BY KEITH SURRIDGE AT KASQUE

http://portfotolio.net/kasbrado
http://portfotolio.net/kasbrado
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While I write these lines, the Covid 
lockdown continues in many countries, 
and nobody knows how this situation 
will evolve in the coming weeks. In 
many places, people will remain in 
their homes, most public activities will 
be cancelled and many families will 
not be able to meet. All indicates that 
we will live a very unusual Christmas.

In this grim context, a bit of hope 
would be much welcome. Perhaps 
viewing again a classical Christmas 
film may help. My choice would go 
to “It’s a wonderful life” (Frank Capra, 
1946), with James Stewart and Donna 
Reed. Beyond its artistic qualities (i.e. 
five Academy awards, inclusion in 
the list of “100 best American films 
ever made”), this film has been for 
many years one of the most popular 
Christmas films, with its timeless 
message of optimism and generosity.

Curiously, Mary and George, the 
heroes in this film, are neither soldiers 
nor detectives, but entrepreneurs. 
They have a vision for their company, a 
Building and Loan firm in a small town 

in the US. After saving their company 
from bankruptcy, Mary and Georges 
develop an innovative housing 
development scheme, thus providing 
a concrete help to people in need. A 
clear social purpose, much in line with 
our vision at the CoBS!

Without spoiling the fun of watching 
the film, I can tell you that our heroes 
find many difficulties throughout the 
movie. Eventually, their project is saved 
by the townspeople, rallied by Billy, 
George’s brother. As we may see, an 
example of a strong community that 
supports a good company. And much 
before the word “stakeholder” existed.

It is my wish that all our efforts at 
the CoBS may somehow inspire our 
students, and that many of them 
become the Marys and the Georges of 
the next generation.

Merry Christmas!

/EDITORIAL
AN UNUSUAL  

CHRISTMAS

ProF. adrIaN ZICarI,  
eXeCuTIVe dIreCTor,  
CouNCIL oN BusINess & soCIeTY

© ARTWORK BY KEITH SURRIDGE AT KASQUE

http://portfotolio.net/kasbrado
http://portfotolio.net/kasbrado
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THe WINds oF CHaNGe

As people, companies, and entire countries reel under the 
economic strains that have accompanied the spread of 
COVID-19, it is important to understand that the impact 

of these hardships is not the same for all.

As such, it means that the crisis has inflicted the greatest harm 
on those who could least afford it, and by extension risked a rise 
in inequality. The foreword to the AmCham France’s July 2020 
position paper on Corporate Inclusion goes on to further dub the 
crisis as one of diversity, vulnerability, and inclusion. This seems 
appropriate, given how the pandemic has brought out the best 
and the worst of humanity to light.

Yet, all these challenges give humanity and business a chance 
to take a step back—not that there is too much of a choice, given 
the safety restrictions put in place—to make amends, act res-
ponsibly, and start building an economy that is more sustainable 
as well as inclusive.

‘United we stand’ says Prof. 
Adrian Zicari, participant 
in the CSR committee of 
the American Chamber of 

Commerce in France (AmCham 
France) and representative of 

ESSEC Business School, as they 
argue for making the world of 
business more inclusive, especially 
in the post COVID-19 context, and 
suggest how such inclusion could be 
achieved.

INCLUSiON: UNiTED wE STAND
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Diversity is 
about numbers 
and inclusion is 
what you do with 
those numbers.

https://www.essec.edu/en/staff/faculty/adrian-zicari
http://amchamfrance.org/
http://amchamfrance.org/
https://www.essec.edu/en/
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LIes, daMNed LIes, aNd sTaTIsTICs

But what does it mean to be inclusive in the workplace? 
According to the experts, it involves accounting for the diver-
sity present by ‘creating a work environment that guarantees 
fairness and equal access to opportunities and resources’. It 
means having policies and procedures that promote respecting 
differences and allowing everyone to contribute to the success 
of the organisation while simultaneously being themselves.

Or as Prof Takagi from ESSEC puts it, ‘Diversity is about num-
bers and inclusion is what you do with those numbers’. As such, 
a company that simply does not discriminate is not necessarily 
inclusive, for inclusion, or the management of diversity, re-
quires concerted efforts to be put in. Given this, and despite the 
progress made—for there is now an increased awareness on 
discrimination—inclusion is far from being a ground reality.

For instance, ‘women represent only 17.49% of the executive 
committees of the 60 largest French companies quoted on the 
Paris stock exchange. Yet they represent 32.97% of manage-
ment teams, traditionally a pool from which senior executives 
are recruited.’, says Prof Ferray, an affiliated professor at SKEMA 
Business School. Or how a BCG study showed that 46% of 
LGBT+ employees interviewed in France lied about their sexual 
orientation in informal discussions with their colleagues.

THe WeaLTH oF NaTIoNs

But that need not—and should not—be so, as we move forward. 
In what could be a revisit to Adam Smith’s invisible hand, com-
panies need not consider the case of inclusion for social justice, 
but rather for their own interests of organisational success, such 
as financial performance. This link between inclusion and fi-
nancial performance is backed by studies from researchers and 
consulting firms alike, and given further support by the Interna-
tional Labour Organization.

In addition, organisational success is not limited to numbers 
alone. This is because diversity in management teams pro-
motes overcoming differences and fosters dialogue among the 
stakeholders, leading to innovation.

Other benefits of inclusion are productivity, client retention, 
employee involvement and retention, and safety. Another key 
element is resilience, for companies are operating in increasingly 
complex environments, and people from diverse backgrounds 
demonstrate more bandwidth and can leverage it in times of 
need.

BuILdING BLoCKs

And this brings us to the question of what companies need to 
do in order to empower the people who will contribute to their 
success stories. Fortunately, this to-do list can be counted on 
one’s fingers.

One, ask why the company needs to have an inclusive policy. 
And while the answer may seem obvious given all the advan-
tages listed previously, it is really a question about the strategic 
and business benefits that will arise from such an action. As 
such, it allows organisations to prioritise initiatives and use this 
policy as a strategic lever of success. The technology giant, 
Cisco, recently announced its new purpose of powering an inclu-
sive future for all. And it began by keeping inclusion at the heart 
of its own strategy across products, processes, people, and even 
infrastructure.

Two, lead by example—especially when the going gets tough. 
This calls for inclusion to be treated as an organisation-wide 
subject of importance, and can be achieved by frequent com-
munication from top management and dedication of company 
resources to build collaborative projects centred on the subject 
of inclusion.

Following-up on this, companies should adopt an ecosystem 
approach, aimed at developing a culture of inclusion. Fair war-
ning though—it will not happen overnight and requires conside-
rable effort, and more so early on. These efforts can be reflected 
in recruitment policy, training imparted to help employees build 
on their talent, and corporate culture through the use of incen-
tives.

And given all how this must blend with the aim of building a 
better post-pandemic world, ecosystem-building also includes 
looking at the overall environment that the company is part of. 
This relates to how a company thinks of inclusion in terms of its 
suppliers, production, customers, and other stakeholders. Parti-

cularly important given how COVID-19 has shown the existence 
of cracks in global supply-chains.

LessoNs IN CouNTING

The fourth cog deals with measurement. Yet, this measurement 
is not limited to numbers alone. To this end, gauge people’s 
reactions on the topic of inclusion, ask how employees feel 
about it, and look at whether a particular group of employees 
shares a certain solidarity on fairness, employee engagement, 
and belonging in the workplace. Given the increasing impor-
tance of the SDGs, many companies report links between their 
corporate actions and some specific SDGs, says prof. Adrian 
Zicari. “Particularly SDG 5 (Gender Equality), SDG 8 (Decent work 
and Economic Growth) and SDG 10 (Reducing Inequality). By 
this doing, companies more clearly explain their contribution to 
Inclusion at a global scale.”

Companies can also use external tools to help them in the pro-
cess such as using well-established criteria on inclusion. This 
helps generate feedback and can help a company know where 
it stands among others. But that should not mean that in-house 
tools not be used, for they are crucial to evaluate self-progress 
and provide customised solutions faced by the organisation.

The last lesson—continuous striving—is perhaps the most 
important. This means recognising that inclusion is a lengthy 
process and that mistakes may be made in the beginning. These 

failures should provide food for thought on how to pick up the 
pieces and start afresh. A particularly important quality to pos-
sess, given how the world around us is changing.

For instance, research by the IMF suggests that artificial intelli-
gence (AI) could cause more job losses to women than to men. 
This means training and reskilling will be very important in desi-
gning and implementing inclusion policies if the post pandemic 
era is to not to be marked by taking one step forward and two 
steps back.

oF soVereIGN IMPorTaNCe

This idea of progressing towards prosperity for all brings us 
to the doorstep of THE institution whose aim and existence is 
rooted in that very belief—the State. This is important because 
companies, who also fight for survival, will need to be supported 
if they are to implement inclusive policies.

This includes support to organisations such as exemptions from 
paying contributions for hiring young workers, or people from 
disadvantaged backgrounds. What is also crucial is to comple-
ment the stick with the carrot by giving strong incentives for 
implementing inclusive behaviour. For it is only through inclusion 
that we can hope to gain the benefits—financial and qualitative—
that are going to help humanity face the winds of change today 
and tomorrow. ///
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  The challenges give humanity and business a 
chance to take a step back to make amends, act 
responsibly, and start building an economy that 
is more sustainable while being inclusive.

  Diversity means having policies and procedures that 
promote respect of differences and allow everyone 
to contribute to the success of the organisation while 
simultaneously allowing them to be themselves.

  Companies need not consider the case of inclusion 
for social justice, but rather for their own interests of 
organisational success, such as financial performance.

  Diversity in management teams promotes 
overcoming differences and fosters dialogue 
among the stakeholders, leading to innovation.

  Organisations should prioritise initiatives and use 
inclusion policy as a strategic lever of success.

  Inclusion should be treated as an organisation-
wide subject of importance.

  Recognise that inclusion is a lengthy process and that 
mistakes may be made in the beginning and can be food 
for thought on how to pick up the pieces and start afresh.
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The capitalist world is 
increasingly driving the 
blurring of lines between 
work and non-working 

hours of our youth, say 
Profs Maria José Tonelli, FGV-

EAESP, Andrea Oltramari, UFRGS 
and Rosana Córdova, UFRGS. 
They deep dive into the branding 
strategies employed by companies 
to investigate how companies use 
youth to drive their business.

YOUTH AND EMPLOYER BRANDiNG 
STRATEGiES: THE HiDDEN 

CONSEqUENCES
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The capitalist world is increasingly driving the blurring of lines 
between work and non-working hours of our youth, say Profs 
Maria José Tonelli, FGV-EAESP, Andrea Oltramari, UFRGS and 
Rosana Córdova, UFRGS. They deep dive into the branding 
strategies employed by companies to investigate how com-
panies use youth to drive their business.

aLL THaT GLITTers Is NoT GoLd

What are the best companies to work for? What 
makes them desirable – the kind of work they do, 
the product the company is selling, or the industry? 

Or, does it have to do more with a dynamic environment?

Profs Tonelli, Oltramari and Córdova’s Brazilian study deep 
dives into understanding what attracts the younger generation 
to companies, and in doing so, it brings in a different pers-
pective – companies exploiting employees for financial gains 
in the name of organizational culture, with the self-indulgent 
nature of youth used as a factor to bait out employees.

For youth, work is 
perceived as more 
of a self-indulgent 
reputation-
building process 
for which they 
are ready to 
sacrifice their 
non-work time.

https://eaesp.fgv.br/en/faculty/maria-jose-tonelli + lien FGV = https://eaesp.fgv.br/en
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Additionally, young generations are attracted to certain 
companies because of the influence of social media, organi-
zational culture or the investment these companies make in 
retaining employees.

As such, companies portray themselves to be a cool place 
to work for the younger generation via employer branding 
strategies. The promise of career progression, attractive 
employee benefits, the guarantee of a popular brand in their 
resume are many of the trump cards of working in a popular 
company. But, is there more than meets the eye?

KILLING TWo BIrds WITH oNe sToNe

“The main lifestyle driver of consumer society is the cease-
less pursuit of happiness”. In this capitalist world, it comes in 
the form of presence of shopping malls and ubiquitous adver-
tisements. This way of living is so prominent that the bounda-
ries between a “producer” and a “consumer” are blurred. That 
is to say, an employee of a company can also be its customer. 
For example, a person who works for a beer company also 
consumes beer. As a direct consequence of this, it is imprac-
tical to differentiate between work time and non-work time.

Subsequently, when companies employ employer-bran-
ding strategies, they do so to particularly target the younger 
generation. The underlying motive here is to see employees 
as brand promoters themselves, even during non-working 
time. On that account, the terms “production” and “consump-
tion” can be merged to form the term prosumption – where 
employees are used to not only work for the brand, but also 
to brandish the brand in their personal life. For instance, an 
employee of a lift manufacturing company may start using 
lifts more often. An employee from beer company A may 
stop consuming beer from beer company B in order to show 
loyalty to his/her company.

uNder THe “INTerN” LeNs

Oltramari, Córdova and Tonelli bring in the perspective of 
young interns who aspire to work in these employer-brand 
companies. They infer that the young wish to join a company 
that is known to be a great place to work in terms of com-
pensation, work-life balance or management policies. It is not 
that the young want to stay in the same company for many 
years to come. It is rather perceived as a star addition to their 
resume. Even when the work gets repetitive, some may be 
okay with it just to spend a significant amount of time in the 
employer-brand company.

Further, it is also perceived by youth that such companies 
have immense budgets to invest in the well-being of their 
employees, even when it is not known for sure. This goes to 
prove that employer-brand companies invest a significant 
amount of resources in forming this brand image to attract 
the young. Moreover, even when interns earn less salary, they 
are ready to make an adjustment to stay in the company for 
a certain amount of time in order to get that brand on their 
resume.
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On the contrary, if they are not promoted or challenged 
enough, then they will start looking for newer roles in other 
companies. In a nutshell, the younger generation is “mes-
merized” by these well-branded companies and are ready 
to make certain compromises to be associated with them. 
The deal breaker would be an absence of a dynamic work 
environment.

do NoT JudGe a CoMPaNY BY ITs 
eMPLoYer-BraNdING sTraTeGIes

In essence, Profs Oltramari, Córdova and Tonelli outline that 
work life has increasingly become a parasite in the lives of 
the young – it slowly eats away the non-work period of time. 
They point out that, for youth, work is perceived as more of a 
self-indulgent reputation-building process for which they are 
ready to sacrifice their non-work time.

In addition, companies want to take advantage of this youth 
behaviour by trying to retain them as employees for financial 
gain. They do so by investing heavily in branding strategies 
with respect to people management. The end message is that 
it’s high time for introspection in the intersecting spheres of 
employees, consumption and work-life. ///

 Companies use employer branding strategies 
as a bait to attract the young. They in turn, treat 
them as prosumers – where they promote the 
company even during their non-work hours.

 In the capitalistic world, employees see an intertwining of 
work (production)and non-work hours (consumption). With 
consumption continuously accelerating, employees often 
show loyalty to their companies and become promoters.

 Interns see companies as a star-addition to 
their resume and profile and do not mind making 
certain compromises just to be associated with 
a company even for a brief period of time.

 Companies exploit this self-indulgent behavior of young 
people for their own financial gains and do not mind the 
overlap of work in the personal lives of their employees.
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CLASH Of THE CONTESTED COMMONS: 
THE iNSPiRiNG STRUGGLE OvER

THE OASiS Of JEMNA

Profs. Rachida Justo of 
IE Business School, Karim 
Ben-Slimane of ISC Paris 
Business School, and Nabil 

Khelil of UNICAEN dive deep into 
the Tunisian oasis of Jemna to explore 
the depths of the tug-of-war between 
institutional entrepreneurs and the 
opponents of a contested commons.

Wrinkled dates lay strewn across the floor of a palm grove in 
the village of Jemna. Hundreds of young men gathered in fury 
under the vigorous young palm trees, claiming that they were 
legitimately reclaiming the oasis, a common property of their 
ancestors. But who were they dead set against?
On the opposite side of the fence stood the private investors 
and the state who declared their rights on the same treasure. 
So, why did these two sides come into conflict? What is their 
story? Before delving into history, it is important to shed some 
light on the logic of commons.

a BaTTLe oF WILLs

Commons, with its roots in economics, refers to re-
sources that a group of people manage for collective 
benefit. The state or market have no part to play in 

the governance of such entities. Originally limited to natural 
resources, the term has now been extended to include digital, 
creative, and cultural artefacts or issues, among others.

However, there are certain resources whose social meaning 
is disputed. And this means that there is real disagreement 
in society about whether they should be held and governed 
collectively or whether they are better managed by the private 
sector or the government. Another term, contested commons, 
is used for such resources.
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The Jemna Oasis 
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act between 
legitimacy 
and legality.
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Research has already highlighted the role of institutional 
entrepreneurs (IEs) in creating a new commons logic that is 
eventually agreed upon by the important stakeholders. But 
how do these change agents go about addressing contested 
commons? What strategies do they use to re-establish 
legitimacy to resources that exist, but suffer from a lack of 
buy-in from some sectors of the society? Prof. Justo and her 
co-researchers go all out to find the answers to these neglec-
ted questions.

THe TuNIsIaN CaNVas

The researchers picked the Oasis of Jemna, located in sou-
thwest Tunisia in the Sahara, as the setting for their probe. 
Before colonization, the oasis was a collective property belon-
ging to the community of Jemna. However, during the colonial 
era, the community was expropriated, and the oasis became 
a private property of French colons. After the country’s inde-
pendence in 1964, it became a state-owned property, despite 
vivid dispute from the community. And in 2011, during the 
Arab Spring anti-government protests, members of the com-
munity gathered and created the Association for the Safe-
guard of the Oasis of Jemna (ASOJ), seeking to recover their 

ancestral land, and entered a struggle with the state over the 
ownership of the oasis. The IEs in this story are the members 
of ASOJ.

uNearTHING THe GeMs

Jemna’s IEs performed two strategies geared towards 
supporting a commons logic – idealizing the commons and 
unifying the community to harness its potential. The corres-
ponding strategy from Jemna’s opponents dealt with demoni-
zing the commons.

The researchers begin with the reveal of the “idealizing the 
commons” tactic that encompasses 3 actions: constructing 
a sense of legitimacy of the commons; linking the commons 
with broad moral issues; and, using a rhetoric of performance.

a JusT Cause                                                                                   

During the turmoil of the revolution, a group of young men 
occupied the oasis and forcefully ousted the two entrepre-
neurs of the palm grove. Many observers considered the 

activity violent, and the two evicted entrepreneurs sued the 
occupiers, asking the regional army for protection. However, 
Tunisia’s chaotic political situation, and suspicion of corrup-
tion surrounding the entrepreneurs, prevented the army from 
confronting hundreds of Jemna inhabitants who placed the 
oasis under siege.

As such, justifying the occupation of the oasis and its re-ap-
propriation was key for Jemna’s IEs. Memories of the oasis’s 
history were still alive in people’s minds, and the IEs adopted 
a recurring narrative on how the community had been both 
evicted by the colons and short-changed by the state. Fol-
lowing this rationale, establishing a commons became an act 
of restoring justice. The community was taking over land that 
represented more than just a source of subsistence. It was 
sacred ground.

By emphasizing the collective ownership of the oasis and 
highlighting its vital importance for the Jemna community, 
the ASOJ tried to frame the reclamation as an act of civility 
and collective responsibility. The group engaged in refuting 
accusations of anarchy and wrongfulness while insisting on 
the peaceful nature of their mobilization, which was counte-
red instead by the violence of the army.

esTaBLIsHING a Broader CoNTeXT

In order to garner wide support for their cause, the IEs sought 
to connect commons to broader moral issues that Tunisians 
cared about. Supporting Jemna’s cause was framed as adhe-
ring to values of solidarity, dignity, and freedom, which were 
very much aligned with the slogans voiced during the early 
days of the Tunisian revolution.

Similarly, Jemna was portrayed as an alternative to ruthless 
capitalism and state intervention. IEs engaged in conversa-
tions which resonated with the citizens’ calls for release from 
state control and the need for more freedom in local commu-
nities. As such, the establishment of the ASOJ was a symbol 
of the community’s willingness to manage the oasis as a 
common property to benefit all its inhabitants, putting the 
value of solidarity at the heart of economic development.

The association also demonstrated that a community could 
efficiently organize economic activity outside the state’s 
reach. The ASOJ President compared the Jemna experience 
with the “Commune de Paris”, referring to the attempt by 
French republicans to establish a self-organized structure to 
manage the city by replacing a government considered overly 
devoted to the monarchy with one dedicated to the citizens.
This shows how IEs translated concepts and ideas from the 
West and combined them with elements and cultural codes 
from the East to drive home a powerful message.

The ASOJ sought to send this message during important 
occasions, such as the annual sale of the date harvest. The 
sale was accompanied by cultural events in the village where 
references to national and international figures of resistance 
were made.

MaKe MuCH oF PerForMaNCe

IEs also relied on a rhetoric of performance to prove the su-
periority of the commons logic over alternatives. The central 
message conveyed was that managing the oasis as a com-
mons created higher social and economic returns than state 
or private ownership. ASOJ used numbers in an extensive 
way to support these arguments, emphasizing how the palm 
grove’s output increased 3.75 times compared with that when 
managed by the two entrepreneurs.

The collective management of the farm resulted in a large 
increase in village employment, with people mostly on stable 
contracts and at higher salaries. In addition to job creation, 
the community invested a total of 1,200,000 TND (717,000 
USD) in development projects and this amount was often 
compared to the 100,000 TND (USD 60,000) in overall rent 
paid to the state by the two entrepreneurs during the years in 
which they managed the oasis.

Because such success was unique, Jemna garnered interest 
from academics and activists around the world. And by leve-
raging the skills and network of its board members, the ASOJ 
welcomed international recognition and actively nurtured it as 
a way to support its performance rhetoric and further idealize 
the commons.
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repossession of the land was illegal and should be considered 
dangerous, even going ahead to compare the activity to the 
Karameta rebellion movement which had a strong negative 
connotation among Arabs and was considered a major sin.

For many other legalists Jemna was a threat to the central 
power of the state, setting a dangerous precedent for other 
communities who would defy the state and claim rights over 
public properties.

IN TrouBLe WITH THe LaW

The State considered the establishment of a commons in 
Jemna as an offense to its authority and prestige. This, along 
with thousands of other law infringements that occurred in 
the revolution’s aftermath, represented a dangerous symbolic 
attack on public administration. Most Tunisian state officials 
were determined to end the occupation of the oasis. For them, 
Jemna became a symbol of resistance and disobedience 
against the state.
Accordingly, the government used its coercive power to take 
over the land and stop the ASOJ. For instance, when the ASOJ 
issued a call for tenders to sell the oasis harvest, the state 
froze the association’s bank accounts as well as those of its 
commercial partners and sued its members.

BrING To TerMs

After a long struggle between the proponents and opponents 
of the commons logic, the contest over the Oasis of Jemna 
reached a settlement, with the state recognizing the right of 
the ASOJ to manage the oasis on behalf its community, while 
pointing to the urgency of finding a legal status for the new 

commons. Jemna was hailed as an exemplar of community 
involvement in decentralized management.

The absence of legal recognition, however, raised two 
concerns for the community. The first was related to the 
community’s freedom to self-manage the commons and 
to engage in transactions with employees, suppliers, and 
banks – indeed, the law prevents the ASOJ from launching 
investment projects or registering employees in the social 
security system. A second concern was the growth and future 
development of the oasis. Because it lacked legal status, 
the association had been unable to increase the social value 
of the commons and further create job opportunities in the 
village.

With this legal barrier, the Jemna experience is considered 
as a half-success by many in the community. And the ASOJ, 
with the support of social activists and experts in social 
business, is involved in an ongoing struggle that goes beyond 
the unique case of the oasis and involves the full recognition 
of the commons’ character of collective lands that had been 
occupied by the state.

THe VerdICT

The IEs used several arrows in their quiver to reach their 
goal of posing the commons logic as a superior alternative 
to non-commons logics such as the market or state. Firstly, 
their strategy of employing the power of memory by remin-
ding the community of the historical status of the oasis as a 
commons and recalling the injustice endured by its members 
proved to be very effective.

uNITed We sTaNd

Community building is the starting point of any commons 
endeavour. In the case of contested commons, IEs work to in-
fluence a pre-existing community in three ways: resurrecting 
the community; leveraging the community’s resources; and, 
distributing economic and social value inside and outside the 
community.

rIse aGaIN

To begin with, IEs need to revive the dormant community by 
uniting its members and encouraging them to go beyond nar-
row individual interests. In Jemna, these attempts started right 
after the eviction of the two former entrepreneurs of the oasis. 
People held initial talks about dividing the land and distributing 
it equally to inhabitants under a private property regime. Under 
this scenario, only families with roots in Jemna were eligible to 
benefit from the oasis. People from outside the village, inclu-
ding those who had been working on the land, were excluded. 
This prospect of inequality led to mounting tension, resulting in 
groups of young men resorting to violent clashes.

Ten town elders, known for their honesty and personal values, 
intervened to calm things down. They first came together and 
formed a committee to manage the oasis. This committee 
vowed to protect the integrity of the oasis and avoid its confis-
cation by the state, and it argued against the division of the 
palm grove. Leveraging its social capital within the community, 
the committee persuaded the rioters to join the enterprise of 
establishing a common property with a social purpose. As 
such, the democratic process by which land was allocated was 
the major act constituting the oasis as a commons.

The committee was later replaced by the ASOJ, with the 
association’s board members having different socio-economic 
statuses and political affiliations ranging from left liberal wing 
to conservative Islamic right wing, reflecting the strong social 
bonds that existed within the community.

LeNdING a HaNd

Once the decision of establishing a commons was made, ASOJ 
faced the operational challenges of managing the oasis and 
gathering needed material resources. The association lacked a 
legal status which made access to market loans impossible. To 
combat this hurdle, the ASOJ organized a fundraising campaign 
among the citizens and were able to raise TND 33,000 (USD 
11,450).

The majority of people made contributions, each according to 
their own ability. The former treasurer of ASOJ recounted the 
story of a woman with very limited financial resources who 
gave TND 15 (USD 5) to the association. When the board saw 
her name on the list of contributors, they decided to issue a 
refund. Despite her extreme poverty, the woman refused the re-
fund and stated that by participating in the campaign, she was 
performing her duty. Such was the citizens’ feeling of belonging 
to the land.

In addition to financial resources, many volunteers with diffe-
rent backgrounds, ranging from technical engineers to ac-
countants and managers, helped implement new processes 
for the management of the oasis.

To eVerYoNe’s BeNeFIT

The ASOJ earned a significant amount of money each year 
from date harvests. The allocation schemes of these benefits 
were discussed among the community in public gatherings. 
Inhabitants participating in the gathering would suggest 
where the money should be spent and who could benefit 
from it. Most investments went into providing basic medical, 
educational, and recreational services that the central govern-
ment had not been able – or willing – to supply.

For instance, the first investment went to the renovation of 
two primary schools offering the village’s children decent 
study conditions. Other expenditures were directed at building 
an indoor market and buying ambulance services for the 
free transportation of Jemna patients to bigger hospitals in 
the area. Investments were also made in cultural and sports 
infrastructure, various cultural and religious NGOs, and IT 
equipment for the public library and the police station. Part of 
the profits were even distributed outside the village.

The social relations binding members of the Jemna commu-
nity played a major role in their fight against opponents of a 
commons logic. So, who were these opponents and what was 
their stand?

THe CouNTeraTTaCK

IEs’ manœuvres were met with countermoves from three 
categories of opponents: the state and its official representa-
tives; legalists (public figures, politicians, journalists, lawyers, 
and university professors) who took positions in the media 
against Jemna; and the two entrepreneurs who previously 
managed the oasis. Using a three-pronged “demonizing the 
commons” strategy against the IEs, they dramatized the 
commons as a threat to the economy and private property, 
portraying the commons as rebellion against the state and 
the nation, and using law enforcement and punishment.

The opposing force opened fire by interpreting the eviction 
of the two private entrepreneurs as dangerous proof of the 
state’s inability to protect private property and as a harm to 
the environment of doing business in Tunisia. Moreover, after 
the revolution, Tunisia sought funds from foreign investors 
to boost the economy and mitigate the challenges of jo-
blessness and declining growth. It was asserted that Jemna’s 
change in property status would foil investors and hamper 
private initiative.

MuTINY oN THe sTaTe

The state and the legalists also framed Jemna’s commu-
nity initiatives as rebellion against the State and a threat to 
the unity of the nation. They argued that the community’s 
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To further idealize the commons logic, IEs made links to 
broader moral and social issues. The Jemna experience was 
associated with anti-government protests such as the Arab 
Spring and fighting corruption involving both state and market 
agents. This linkage infused the commons with new values 
that allowed its broad framing as an ideal alternative to state 
property and private property, garnering support outside the 
community’s boundaries.

Additionally, IEs’ performance rhetoric framed the commons 
not only as a better way to solve social issues, but also as 
an efficient way of creating economic value. Last but not the 
least, IEs aroused a renewed sense of pride within the com-
munity by mobilizing old narratives about Jemna’s unique 
history and culture.

However, Prof. Justo and her colleagues suggest that IEs’ 
idealization efforts are more likely to take dominance when 
two conditions are met: first, a weak state, and second, a 
community with strong internal and external ties supporting 
its commoning initiative. In the former, certain jolts to the 
system in the form of riots force citizens to become self-or-
ganized and become the guardians of their own neighbou-
rhoods. When the state steps backward and its power is 
weakened, communities take a lunge forward to launch 
commoning processes.

Yet, a weak state is not sufficient, in itself, to ensure the 
settlement of commons logics in contested commons. Com-
mons logic is more likely to win when relationships within 
the community are strong and cohesive. Strong relationships 
are key to prevent the dislocation of the community should a 
few individuals decide to act upon their own interests to the 
detriment of the community.

Also, importantly, the success of a commons logic stems 
from strong relationships built outside the community. When 
the commons benefits go beyond the community’s bounda-
ries, and beyond social impact to also create economic value, 
the commons logics is more likely to trump non-commons 
logics.

Even with all these efforts, the emergence and consolidation 
of commoning initiatives may still face the wrath of severe 
legal barriers, frustrating negotiations with powerful actors, 
and ethical dilemmas, as commoning entrepreneurs attempt 
to convince others that the organization is legitimate even 
though it has not been legalized.

As such, the history of the Jemna Oasis is marked by multiple 
attempts from its indigenous inhabitants to re-establish the 
pre-existing common property regime. Each time, howe-
ver, such efforts have been exposed to prevailing frictions 
between ethical considerations and the country’s regulato-
ry framework. The Jemna Oasis exemplifies the constant 
balancing act between legitimacy and legality that many 
communing initiatives try to achieve in order to survive. And 
the experience is rich in lessons.  ///

  Research has sought to examine the 
role of institutional entrepreneurs in 
the emergence of commons logic.

  While the focus has been on new 
commons, some types of pre-existing 
commons, known as contested 
commons, pose challenges that 
result in disagreements and conflicts 
with respect to their ownership, use, 
and management. These commons 
are a ubiquitous yet understudied.

  The researchers use the Tunisian 
Oasis of Jemna, pictured against 
the historical backdrop of the Arab 
Spring, to explore the institutional 
struggles that involve institutional 
entrepreneurs and the opponents 
of a contested commons.

  There are two main strategies 
used by institutional entrepreneurs 
to frame the commons as a 
superior alternative: idealizing 
the commons and unifying the 
community to harness its potential.

  Idealizing the commons encompasses 
three actions: constructing a sense 
of legitimacy of the commons, linking 
the commons with broad moral issues 
and using a rhetoric of performance.

  Influencing a pre-existing community 
can be done by: resurrecting 
the community; leveraging the 
community’s resources; and, 
distributing economic and social value 
inside and outside the community.

  Opponents to the commons use 
a three-pronged strategy against 
the IEs: dramatizing the commons 
as a threat to the economy and 
private property; portraying the 
commons as rebellion against the 
state and the nation; and, using law 
enforcement and punishment.
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CSR: CARiNG fOR THE fUTURE 
MEANS CARiNG fOR YOUR 

BUSiNESS ECOSYSTEM

Prof. Zhe Zhang of School 
of Management Fudan 
University makes an in-depth 
assessment of how CSR can 

be approached by companies 
using the case of Suning – a 
Chinese retail company.

Companies must 
take responsibility 
for their 
operations and 
actively involve 
their employees 
in streamlining 
CSR activities.

Is CSR only limited to donating money when disaster strikes? 
Is it just planting a designated number of trees or is it only 
supporting a few NGOs? And can companies go beyond these 
and actually bring about meaningful social changes? If yes, 
then what is the path that companies can take to catalyse 
effective positive differences to the society and the environ-
ment?
This is what Profs. Zhang and Gu tackle – how CSR can go 
beyond just the surface-level activities – in their case study 
on Suning, a retail company in China. Real CSR, they argue, 
comes in getting together every stakeholder on board to drive 
a vision of societal and environmental impact.

suNING: a deeP dIVe

Suning is particularly lauded for its comprehensive 
strategy to integrate social and environmental issues as 
part of its CSR strategy. When Suning was stepping into 

the world of internet technology, it made a conscious decision 
– to involve every stakeholder in its ecosystem in its digital 
transformation.

TaKING Care oF THeIr eCosYsTeM

Suning focussed on the well-being of its SME suppliers who 
are an important part of their value chain. They operated in 
traditional ways which were not cost effective and were not 
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optimized with respect to speed of operation. To resolve this 
issue, Suning made use of the same internet technology 
that was transforming their business to help these suppliers. 
Furthermore, Suning also equipped neighbourhood stores 
and warehouses with modern logistic and payment services, 
for faster operational activities. The company made sure that 
nobody in its value chain was left behind when it came to 
digital transformation.
Moving ahead, a true mark of a company understanding 
and caring for its consumers is when they truly think of the 
needs of the customer, beyond their business. In line with this 
notion, Suning established 10 million baby care rooms in their 
retail stores, where this move provided a safe environment for 
mothers to breastfeed their babies.
By taking these active steps, Suning set the ball rolling to truly 
care for all the important members of their ecosystem.

eNVIroNMeNT – a KeY FoCus 
PoINT

Suning aimed to maximize energy utilization in all aspects 
of its business operations – store renovations, logistics or 
merchandise selling. It did so by upholding the principles 
of low carbon emission. It actively participated in selling 
low-carbon products and optimised its operations to reduce 
energy usage. As a direct consequence of these strong prin-
ciples, stakeholders in the value chain – be it manufacturers, 
suppliers or retail stores – were all in line with the sustainable 
strategy.
In addition, when Suning realised that their logistics was one 
of the main consumers of energy, they brought in cloud ser-
vices to minimise energy consumption. They also managed 
the vehicles in transit by optimizing routes and developed 
mileage standards.
As such, customers also could recognize the efforts put in 
by Suning to be eco-friendly. They upgraded hardware and 
software solutions, improved their energy management and 
regulated the behaviours of their staff to gain knowledge of 
these sustainable steps taken by the company.

suNING – a soCIaL eNTerPrIse

Suning always looked at itself as more of a social enterprise 
than a company, its philosophy putting social progress and 
overall economic development at the centre. For example, it 
motivated its employees to donate a part of their remune-
ration or to regularly volunteer their services. Additionally, 
it used its promising internet technology to drive growth in 
social organisations.
In line with this approach, it announced the formation of 
Social Channel. This consisted of two platforms – Social 
Donation and Social Crowdsourcing. With Social Donation, 
numerous social organisations transformed their operations 
to the online world. On the other hand, with Social Crowd-
sourcing, Sunning provided a platform to turn rural areas into 
revenue centres.

seaMLess INTeGraTIoN oF Csr 
aCTIVITIes

To sum up, Profs Zhang and Gu urge companies to integrate 
CSR into their vision and drive organisational changes to exe-
cute a CSR strategy that truly creates a difference. To do this, 
companies must take responsibility for their operations and 
actively involve their employees in streamlining CSR activities. 
Doing so will ensure that all stakeholders involved together 
can bring about an impact that is much greater and granu-
lar than those surface-level activities of donating money or 
planting trees.  ///
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  CSR comes in getting together every 
stakeholder on board to drive a vision of 
societal and environmental impact.

  A true mark of a company understanding 
and caring for its consumers is when 
they truly think of the needs of the 
customer, beyond their business.

  In order to reduce energy consumption, 
companies can implement cloud services, 
optimizing routes and developing mileage 
standards for its logistics operations.

  In the case of Suning, the company 
also encouraged social enterprise 
through employee donations and 
supporting crowdsourcing.

  To great greater impact, companies must 
take responsibility for their operations 
and actively involve their employees 
in streamlining CSR activities.
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fAiR SUPPLY CHAiNS 
AND BUSiNESS EDUCATiON

Prof. Sheila M. Cannon, Director 
of Engagement, Centre for 
Social Innovation at Trinity 
Business School, shares 

an insight into innovation in 
education to combine the shift 
in the way we do business with a 
student team project and the social 
enterprise Moyee Coffee: Fair supply 
chains.

Gone are the days when externalities could be ignored. 
Externalities are the social and environmental conse-
quences of business operations. Such as the emis-

sions from a commercial jet. The wastewater from a clothing 
company. Every company has a social and environmental 
impact, and we (consumers, citizens, policy makers, CEOs) are 
becoming more and more aware and concerned about those 
impacts.

In Europe it is now mandatory for companies to report not only 
their financial bottom line, but also their ESG: environmental, so-
cial and governance performance. Corporate Social Responsibi-
lity (CSR) policies no longer have to be justified as cost-saving; 
they are a taken-for-granted part of businesses.

Thus business schools have to prepare their graduates to 
understand the social and environmental impacts of business. 
One way we do this is by working with social enterprises. By 
addressing a challenge that they are facing, we learn how to 
balance social-environmental and financial goals.

Business schools 
have to prepare 
their graduates 
to understand 
the social and 
environmental 
impacts of 
business.
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a NeW BreW IN BusINess

Introducing Moyee Coffee: a social enterprise with a mission to 
improve the work and living standards across the supply chain. 
Operations in Ethiopia and Kenya focus on sustainable, fo-
rest-grown coffee that is picked, roasted and packaged locally, 
ahead of shipment to Europe. It is a certified B-corporation and 
Fair Chain supplier.

A Trinity MBA team worked with Moyee over the summer to 
help them transition from primarily B2B to B2C. In other words, 
Moyee used to supply mainly offices with coffee, but when the 
big Covid-driven switch to working from home happened, Moyee 
had to shift its focus to the drinking-coffee-at-home market.

MeeTING THose BeHINd THe suPPLY 
CHaIN

The MBA team, after learning all about social enterprise, set to 
work conducting market research to help Moyee build up its 
base of at home customers. Their research showed that 41% 
of consumers are willing to pay more for sustainable products, 
particularly young professionals.

“The whole team fully engaged with Moyee’s mission to support 
the faces and people behind the coffee blockchain. That perso-
nal connection to the farmers and growers made it much more 
than an assignment for us.” Emily Keep, Trinity MBA graduate 
2020, Director of Technical Product, Salesforce.

After gathering data, conducting surveys, and putting together 
some marketing ideas, the MBA team linked Moyee up with the 
Covid Intern programme to help implement the ideas by linking 
them up with a recent graduate. Only a few months on, and 
Moyee is already seeing the results.

“The MBA team has made a huge difference – it was invaluable 
to get their perspectives on how we should adapt to the sudden 
working from home shift,” says Shane Reilly, CEO, Moyee Coffee.

As we head into Capitalism 3.0 – a revised version of our 
economic system that doesn’t destroy the planet and result 
in extreme inequality, as per the book by Peter Barnes – are 
we ready to change our ways? Do we know if the products we 
purchase rely on the exploitation of people from poorer coun-
tries than ours? How do we know the products we are buying 
aren’t contributing to the destruction of the earth’s remaining 
rainforests?

Business schools have an important role to play in this change. ///
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fivE POLiCiES SO THAT fOREiGN DiRECT 
INvESTMENT ALLEviATES POvERTY

Guus Hendriks, former 
Professor of International 
Business at Warwick Business 
School and now at the 

University of Amsterdam, looks 
at the big picture of global finance 
and economy to focus on 5 key 
factors that can raise people out of 
the poverty trap.

For decades the opening up of its economy and super 
growth attracted foreign investment into China from all 
over the world, but in 2000 it launched its ‘Going Global’ 

policy and by 2015 its outward investment surpassed its inward 
investment.

From almost zero China’s outward investment increased at a 
compound annual growth rate (CAGR) of 16 per cent, according 
to financial services giant EY. In 2014, EY calculated that China 
invested in 6,128 overseas companies across 156 countries 
and regions, ranking its Foreign Direct Investment (FDI) outflow 
third in the world at a total of $116 billion, with it surpassing 
$120 billion in 2015 compared to inward investment of around 
$118 billion.

China is not alone among emerging economies to become 
increasingly important investors overseas and especially in 
developing economies, with India, Mexico and Argentina also 
playing their part. Indeed, 75 per cent of China’s FDI stock is 
invested in Asian developing economies according to the United 
Nations Conference on Trade and Development in 2016.

Firms from emerging economies may in fact be more willing 
and able to invest in developing countries compared to their 
rivals from developed nations as they have experience of ope-
rating in a country where its institutions are relatively under-

The growing 
influence of 
emerging 
multinational 
enterprises 
(EMNEs) on 
investment 
in developing 
countries gives 
policymakers an 
opportunity to 
alleviate poverty.

©
 L

O
VE

TH
EW

IN
D

https://www.enterpriseresearch.ac.uk/people/guus-hendriks/
https://www.wbs.ac.uk/
https://www.wbs.ac.uk/
https://www.uva.nl/en


The Council on Business & Society    BUSINESS & SOCIETYBUSINESS & SOCIETY    The Council on Business & Society 

/ 4544 \

in joint ventures, which contributed to Hyundai Motors India be-
coming the company’s first self-sufficient manufacturing unit, 
with 85 per cent of the content produced in India.

This is the kind of joint venture that benefits both countries; 
where the host country’s firms become more efficient, while 
the investing EMNE and its suppliers become better at spotting 
international opportunities and expanding abroad.

3. TaPPING INTo GLoBaL VaLue 
CHaINs

Governments need to take a long-term view and identify the 
global value chains (GVCs) of the future before creating industrial 
policies to support, not just local firms to become part of these 
GVCs, but also to attract EMNEs.
Globalisation has led to GVCs that stretch across many countries; 
starting with sourcing the natural materials for a product, through 
to its manufacture, marketing and selling to the end consumer.
Although multinationals from developed economies control most 
GVCs, EMNEs are increasingly rising up these chains and beco-
ming more prominent players, such as in the car industry where 
Asia is now a significant manufacturer and market.
Governments can help EMNEs take increasing control of GVCs by 
supporting them with local firms that have the skilled workforce 
and infrastructure, such as important fourth industrial revolution 
technologies like AI and the Internet of Things.
Especially as, for developing-economy firms, it may prove easier 
to carve out their place in GVCs that are yet to be fully established 
and the major players are still unknown.
This uncertain and changing landscape is an opportunity for go-
vernments to co-ordinate policy and help EMNEs, and firms in the 
country looking for FDI, to assume new roles in GVCs. Govern-
ments can prioritise the cultivation of industries that best support 
these emerging GVCs, setting up innovation centres and investing 
in reskilling workers.

By becoming part of an important future GVC, developing 
countries can also help firms upgrade along the chain, from 
manufacturers to innovators and marketing brands. This creates 
more high-salary jobs along the way and improves the nation’s 
standard of living.

4. uPGradING INsTITuTIoNs

EMNEs can also play a role in improving a country’s institutions, 
with policymakers’ utilising the experience they have gained in 
overcoming institutional voids, such as weak contract law, in their 
own nation.
When investing in a developed economy EMNEs often take on the 
role of government, such as building much-needed infrastructure 
like roads and railways. Governments need to work with EMNEs 
and insist on them helping in upgrading its institutions.

EMNEs often have experience of working in developed countries 
and can bring this knowledge of how institutions work to deve-
loping economies, having already done so in their own nation. 
Increasingly EMNEs are adopting the environmental, ethical and 
business standards of Western firms they compete with in an 
effort to improve their reputation, and can bring this knowledge 
to developing countries, passing it on to local firms as well as 
policymakers.

Governments need to exploit the knowledge and power of EMNEs 
to improve their institutions, such as Indian conglomerate Tata 
Group has practiced when expanding domestically and when 
investing in developing economies. It has helped a host of 
sustainability policies, ranging from quality of life initiatives to 
the provision of basic healthcare and education. Research by US-
based academics Valentina Marano, Peter Tashman and Tatiana 
Kostova found this has also generated goodwill and forged strong 
relationships that have increased its growth opportunities in those 
countries.

developed, presenting firms with difficulties ranging from dense 
bureaucracy to dubious contract law. These firms are happy to 
work under such conditions and understand the subtleties to 
make investment opportunities work.

The growing influence of emerging multinational enterprises 
(EMNEs) on investment in developing countries gives policyma-
kers an opportunity to alleviate poverty not just in the nation that 
is gaining the investment, but also the country where the firm 
originates. It can create jobs in both countries.

Thus, if used well, investment made by EMNEs can fulfil many of 
the United Nations’ (UN) Sustainable Development Goals (SDGs) 
to reduce poverty, create decent work opportunities through 
inclusive economic growth, build economically enhancing 
infrastructure and even promote peace and justice with strong 
institutions, such as a fully functioning legal system. However, 
if certain conditions are not met, the positive effects of EMNEs’ 
foreign investment may not materialise, with the gains not being 
equitably shared between countries or potential societal impro-
vements are left untapped.

After a comprehensive review of the research literature I have 
discovered there are five policies governments need to adopt to 
create the conditions for the full potential of EMNE foreign invest-
ment to be realised for countries on both sides of the cash outlay.

1. LoNG TerM IN NaTure

Policymakers need to create measures that encourage a long-
term investment. If firms leave as soon as they get access to 
natural resources, for example, they will not create many jobs.
Long-term investment not only creates jobs in the country 
attracting the cash injection, but also for the nation where the 
firm’s headquarters are. When a company undergoes a process 
of international expansion, more staff will typically be needed to 
co-ordinate a larger and more complex network of operations 
stretching across different countries.

For example, Chinese tech giant Huawei initiated a growth 
strategy that was focused on expansion into developing coun-
tries first, and grew its employee base from 24,000 by the end of 
2005 to more than 180,000 in 2016, with more than 70 per cent 
based in China. The majority of positions were highly skilled, 
such as IT professionals, analysts and mid-tier managers, while 
more than, 80,000 of Huawei’s employees were engaged in 
R&D, many of which at research centres in China.

Most tax breaks laid on by governments are simply aimed at 
attracting FDI, but these could also be made conditional on the 
time that a firm stays in a country, thereby giving it an incentive 
to become more embedded and grow operations both at home 
and abroad.

2. ParTNersHIPs BeTWeeN 
CoMPaNIes

If governments are not careful attracting them, EMNEs can 
crowd out local firms as they rely on their existing supply chain 
back home rather than local firms. So, rather than allowing 
unrestricted entry governments could set as a requirement that 
joint ventures are created with local firms.

For example, the EMNE’s existing distributors could partner 
with local distributors to both serve the investing EMNE and 
mentor the local firm. The existing distributor will gain valuable 
market and cultural information, while its local partner will gain 
new knowledge and skill sets that both foreign firms bring to 
the host economy. The resulting improvement in organisatio-
nal efficiency and performance will also allow these small and 
medium-sized local enterprises to pay higher wages.

In 1997, Korean car manufacturer Hyundai set-up its largest 
overseas assembly factory in India by means of a greenfield 
investment. Soon after, many of the major suppliers that were 
also based in the Ulsan automobile cluster in Korea followed 
Hyundai to India. Most of them partnered with local Indian firms 
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Furthermore, the improvement in ethical standards and institu-
tions will help countries to attract more FDI and better quality 
EMNEs, which would be willing to invest in societal projects. 
This will also improve the standing of the country of origin for 
those participating EMNEs, plus help produce more jobs at their 
headquarters as their global reputation grows, making it more 
resilient.

5. INFrasTruCTure deVeLoPMeNT

Without deterring EMNEs, sensible policies should be created 
that any investment is conditional on helping build roads, 
railways or internet infrastructure.

This should especially be the case when accessing natural 
resources that will benefit the EMNE’s home country. EMNEs 
often bring expertise and high standards of engineering and 
construction that governments can utilise, while the investing 
firm can also make sure that the infrastructure is built in line 
with its own needs.

A good example of this win-win situation is in Zambia, where 
Chinese and Zambian officials have worked together to esta-
blish the Economic and Trade Co-operation Zone, providing 
Chinese investors with favourable tax conditions and oppor-
tunities to develop good infrastructure. CNMC, a large Chinese 
mining firm, has subsequently purchased the Chambishi mine 
in that area, a move it would probably not have made otherwise.

At the moment, there is concern that the growing influence of 
EMNEs is skewed in the firms’ favour, but by adopting these five 
policy principles developing countries can begin to redress the 
balance.

Governments have an opportunity to co-ordinate policy that will 
create a mutually beneficial environment conducive to benefi-
ting their citizens and the long-term growth of their economy.
By encouraging the adoption of these five policy areas the UN 
can meet some of its SDGs around alleviating poverty, sprea-
ding higher skilled and higher paid jobs to developing nations 
and improving their institutions to develop a more equitable 
world. ///

  Emerging economies, including China, 
India, Mexico and Argentina, are becoming 
increasingly important investors overseas 
and especially in developing economies.

  Firms from emerging economies may in 
fact be more willing and able to invest in 
developing countries compared to their 
rivals from developed nations as they have 
experience of operating in a country where 
its institutions are relatively underdeveloped.

  The growing influence of emerging 
multinational enterprises (EMNEs) on 
investment in developing countries 
gives policymakers an opportunity to 
alleviate poverty in both countries.

  Investment made by EMNEs can 
fulfil many of the UN Sustainable 
Development Goals (SDGs).

  Policymakers need to create measures 
that encourage a long-term investment. 
If firms leave as soon as they get access 
to natural resources, for example, 
they will not create many jobs.

  If governments are not careful, EMNEs 
can crowd out local firms as they rely on 
their existing supply chain back home 
rather than local firms. Rather than 
allowing unrestricted entry governments 
could set as a requirement that joint 
ventures are created with local firms.

  Governments need to take a long-term view 
and identify the global value chains of the 
future before creating industrial policies to 
support, not just local firms to become part 
of these GVCs, but also to attract EMNEs.

  EMNEs can also play a role in improving a 
country’s institutions, with policymakers’ 
utilising the experience they have gained 
in overcoming institutional voids, such as 
weak contract law, in their own nation.

  Without deterring EMNEs, sensible policies 
should be created that any investment 
is conditional on helping build roads, 
railways or internet infrastructure.

  Governments have an opportunity to co-
ordinate policy that will create a mutually 
beneficial environment conducive to 
benefiting their citizens and the long-
term growth of their economy.

KEYS
TAKEAWAYS
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INiTiATiNG SOCiAL 
ACCOUNTABiLiTY: EASiER 

SAiD THAN DONE

Even with institutions 
underlining the importance 
of social accountability in 
an organisation, Prof. Aziza 

Laguecir, IESEG, and her fellow 
researchers note that the principal 
concern of employees is to hit 
financial targets. 

Related research: Management accounting systems in institutional 
complexity: Hysteresis and boundaries of practices in social housing 
by Aziza Laguecir, Anja Kern, Cécile Kharoubi.

Of late, private companies and public service organi-
sations alike have taken up a spree of bringing about 
positive social – introducing inclusivity and diversity 

policies, advocating equal pay for women, introducing pater-
nity leaves, actively participating in CSR activities, or having an 
eco-friendly workplace. How do these changes that originate 
in the higher management manifest when they trickle down 
to the other members in the corporate hierarchy? Is initiating 
social accountability policies enough, or must companies do 
more to ensure their implementation? And do employees face 
underlying problems integrating the newly introduced social 
responsibilities with legacy financial goals? 

MaNaGeMeNT aCCouNTING sYsTeM 
(Mas) – a TouGH NuT To CraCK

Public service organisations were run by reforms that imposed 
a stubborn set of principles, driven by management accounting 
principles. MAS forced organisations to chase financial goals, 
even at the cost of compromising on their goals and values. 
Even today, companies continue to pollute oceans and destroy 
ecosystems in order to drive their profit margins upward. 

Put the social back 
into the social 
housing sector.
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owners. However, different organisational actors had different 
opinions and suggestions about incorporating socially oriented 
changes in each activity. For example, the priority for a ma-
nager responsible for selling houses was to make a profit and 
sell as many houses as possible to reach her targets. On the 
other hand, an agency manager’s goal was to sell houses to 
low-income tenants. Likewise, the legal team and management 
accountants wanted to keep a steady flow of cash, whereas a 
janitor wanted social well-being.  
That being the case, compromises had to be made as to which 
suggestion to be considered. To facilitate the decision making 
process, a cost-value analysis was proposed in order to make 
trade-offs. Each suggestion was ranked according to the value 
it held for a stakeholder and the approximate cost for its im-
plementation. Further, activities also had “practice boundaries” 
where actors decided whether or not an activity fell under their 
radar of responsibilities.  

CHaNGe INerTIa

Interestingly, the strategies aimed at incorporating social accoun-
tability that were selected had a high value associated with the lo-
cal authorities (who were in charge of funding) and low cost to the 
housing organisation. On the flip side, a suggestion to introduce 
“buyer follow-up” was rejected even when it had low cost to the 
housing organisation and high value to the buyers. The buyer fol-
low-up idea involved running a personalised financial simulation 
to warn the buyer of possible financial issues in the future. It was 
rejected on the basis that employees did not want to be perceived 
as “social workers”. Moreover, this recommendation had little 
impact on the funding decisions by the local authority.  

Eventually, suggestions were finalised based on what the actors 
perceived to be important in order to get their funding approved 
by local authorities. That is, even when higher management 
introduced a factor of social accountability, middle and lower 
management only wanted to address social concerns superfi-
cially with the aim to obtain funding. The general view was that 
the social aspect was present only to satisfy the local authorities 
and not to bring about any real change. Moreover, the team under 
observation experienced inertia to change in the move away 
from focusing exclusively on financial concerns to now striving to 
inculcate a new social dimension.  

CHaINed To THe PasT

Actors in an organisation are greatly influenced by what they 
have been doing for decades together – chase financial profita-
bility. By introducing the social accountability dimension, an or-
ganisation cannot expect all of its employees to truly integrate a 
newer responsibility into the existing: when it comes to making 
decision trade-offs, employees tend to choose practices that 
are financially oriented. 

Laguecir, Kern and Kharoubi make a plea to “put the social back 
into the social housing sector” by placing socially vulnerable 
people at the centre of all the discussions. Nevertheless, leading 
a stiff-necked horse to water is not sufficient. Organisations 
must ensure that the horse is sufficiently healthy and flexible 

enough to be able bend down and drink it.  ///

This sole mission of placing financial profitability as the primary 
objective of an organisation influences its many different actors. 
They begin to align their responsibilities towards the institutio-
nal pressure of financial aspects. 

FreNCH soCIaL HousING – a deeP 
dIVe

Laguecir, Kern and Kharoubi make use of French public sector 
social housing to study how actors make sense of changes in 
the institution’s vision and balance social and financial pressures.

Back in 1920, a French public sector social housing entity was 
formed to provide cost-effective housing solutions for the 
economically and socially weaker population. As time elapsed, 
the housing market became competitive. It forced public sector 
housing to make organisational changes to meet the standards 
in the market. Effectively, private-sector principles were adopted 
– the public housing sector was now governed by reforms that 
were mainly driven by financial goals. Everyone in the organisa-
tional hierarchy – from top management to middle managers 
to on-the-ground employees – were now focused on KPIs that 
made them financially accountable to the organisation. For 
example, collection of rent, the quick selling of vacant houses, 
and managing maintenance expenses. As a direct consequence 
of this change, the public housing sector witnessed a “mis-
sion-transformation” from one that sought to make housing 
affordable to the vulnerable sections of society to that which 
was powered by mostly financial motives.  

a BeNd IN THe road

In the early 2000s, the social housing sector garnered eyeballs 
owing to multiple scandals, mismanagement of funds and its 
deviation from its root purpose. To that end, a new rule was 
now established: social housing organisations now had to expli-
citly specify the social utility of their organisation and talk about 
the quality of services provided to their tenants to get funding 
for their projects.  On the grounds of this policy change, funding 
responsibilities were transferred to the regions’ local councils 
thereby making the monitoring of the implementation of this 
change easier. 

To sum up, senior management and the local authorities now 
demanded public social housing organisations to be more so-
cially accountable, as well as manage their financial goals. This 
expectation had to be integrated into the operational activities 
of the organisation – that is, the middle managers and the 
operational employees also had to balance social accountability 
with financial responsibility. 

a TuG oF War BeTWeeN 
IdeoLoGIes

In order to eschew a strong shaping toward financial goals, a 
less financially loaded MAS was chosen. ABC/Ms – Activity 
Based Costing and Management systems – were employed 
to ensure that the newly introduced social aspect was not 
superficially integrated into the organisation. Various activities 
included in processes were mapped. For example, in selling 
a house these activities could be the identification of houses 
to be sold, a feasibility study, and identification of potential 
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  Management Accounting Systems 
forced organisations to chase financial 
goals, even at the cost of compromising 
on their goals and values

  Societal pressures forced upper 
managements of organisations to 
rethink their policies – now they had 
to integrate social accountability 
along with financial goals

  New suggestions were finalised to 
accommodate the social aspect based on 
what the organisational actors perceived to 
be important, to reach their financial targets

  Actors in an organisation are greatly 
influenced by what they have 
been doing for decades together 
– chase financial profitability

  Socially vulnerable sections must be put 
at the centre of these discussions to truly 
bring about a radical shift of integrating 
social and financial accountabilities.

KEYS
TAKEAWAYS
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ExPLORiNG THE UNExPLORED: 
A PEEk AT THE CG-CSR 

iNTERfACEAdopting a native 
lens to understand 
CG and CSR 
is necessary 
and important 
to account for 
cultural, historical, 
and ethnic 
dimensions.
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“The Gulf of Mexico is a very big ocean. The amount of 
volume of oil and dispersant we are putting into it is tiny in 
relation to the total water volume.” – Tony Hayward, BP CEO, 
on the oil spill disaster that claimed 11 lives and has since 
spewed 20 to 100 million gallons of toxic oil into the Gulf of 
Mexico.
The tragic event represented a failure of more than just 
environmental law, with corporate governance(CG) and 
corporate social responsibility (CSR) attitudes equally to 
blame.

The deep-water BP oil spill is just one of the many 
damaging incidents. The new millennium has been 
wrought with social, environmental and governance 

related scandals, linked by the common thread of the 
interplay between corporate governance and responsibility. 
So, how do the CG and CSR concepts interlink and overlap 
with each other? This question has spurred the interest of 
academics, practitioners and legislators alike.

Despite ample research on 
corporate governance 
(CG) and corporate social 
responsibility (CSR), there is a 

lack of consensus on the nature 
of the relationship between the two 

concepts, says Prof. Tanusree Jain 
of Trinity Business School, as she 
sheds light on the full sweep of this 
bond.

Related research: Zaman, R., Jain, T., Samara, G., & Jamali, D. (2020). 
Corporate Governance Meets Corporate Social Responsibility: 
Mapping the Interface. Business & Society, 0007650320973415.

https://www.tcd.ie/business/people/tanusree-jain.php
https://www.tcd.ie/business/
https://journals.sagepub.com/doi/pdf/10.1177/0007650320973415?casa_token=dhfsBTr-LZgAAAAA:-YfHfpzT9NCg7cXjc-atlT7a4tUX9OaQjsIkVUMhoHGhQb-c5q1norDKqGVRttV5FOu7b5eXaZkeLg
https://journals.sagepub.com/doi/pdf/10.1177/0007650320973415?casa_token=dhfsBTr-LZgAAAAA:-YfHfpzT9NCg7cXjc-atlT7a4tUX9OaQjsIkVUMhoHGhQb-c5q1norDKqGVRttV5FOu7b5eXaZkeLg
https://journals.sagepub.com/doi/pdf/10.1177/0007650320973415?casa_token=dhfsBTr-LZgAAAAA:-YfHfpzT9NCg7cXjc-atlT7a4tUX9OaQjsIkVUMhoHGhQb-c5q1norDKqGVRttV5FOu7b5eXaZkeLg
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While the state is regulatory in Hong Kong, it includes a 
developmental element in Singapore and is highly effective 
in character. These specificities shape corporate orientations 
towards CSR.

• Arab oil-based economies (e.g. Kuwait, Qatar, Saudi Arabia 
and the United Arab Emirates) primarily rely on oil production 
and exports, with ongoing efforts at diversifying into other 
industries. These countries are characterised by absent 
or weak unions rights, banking-led financial investments 
and low foreign investment, hierarchical decision-making 
at firm and national levels, and an emphasis on the role of 
powerful families and state in the economy. These economies 
demonstrate poor to average corporate governance norms as 
well as peculiar CSR practices.

• Emerging economies (e.g. Algeria, Argentina, Bangladesh, 
Brazil, China, Colombia, Egypt, India, Indonesia, Kazakhstan, 
Malaysia, Mexico, Morocco, Nigeria, Pakistan, Peru, 
Philippines, Russia, Thailand, Ukraine and Vietnam) represent 
the largest cluster with a very wide geographical spread of 
countries. Their features include relatively low levels of per 
capita GDP, suppressed union rights, important role of credit 
and banking-led finance aligned with developmental goals of 
the state, hierarchical decision-making at firm and national 
levels, and family and state ownership of firms with poor 
corporate governance norms.

• Finally, socialist economies (e.g. Cuba and Venezuela) have 
weak union rights, banking-led financial systems coupled 
with absent or very low foreign direct investment, hierarchical 
decision-making at firm and national levels, state ownership 
and control of firms (with family involvement in Venezuela), 
very weak corporate governance norms and existence of a 
state that hinders economic development.

a GraduaL sHIFT

With the clusters and their unique elements identified, Prof. 
Jain proceeds to divide the selected articles into three main 
timeframes: prior to the start of the global financial crisis 
(GFC); during GFC; and post GFC.

Closer inspection revealed that prior to the GFC, there was 
a dominance of CG-CSR research in LMEs followed by very 
limited research in CMEs, emerging economies and European 
peripheral economies. No studies were conducted in the other 
clusters. However, this trend gradually shifted in the post 
GFC period. While LMEs still dominated the research space, 
growing efforts were made in emerging economies, advanced 
emerging economies and in European peripheral economies. 
Unfortunately, there were still very few studies carried out in 
CMEs, advanced city economies, Arab oil-based economies, 
and highly coordinated economies, with gross neglect of 
research in socialist economies.

Within non-LME countries, most of the research has taken 
place in emerging economies. The increased research interest 
in CG-CSR within emerging economies, most of which is 
contextualized in Asia, primarily India and China, can be 
traced to the implementation of regulations on CG and CSR 
by national stock exchanges across Asian countries.

Although the European context (which mainly includes 
CMEs and European peripheral economies) is argued to 
exhibit stronger institutional pressures for CSR especially 
from the European Commission, LME firms often have 
more pronounced and explicit CSR practices. These are well 
documented and reported, and therefore more researched, 
as compared to those prevalent in CMEs and European 
peripheral economies, where CSR tends to be more implicit in 
nature.

GeTTING THe BaLL roLLING

Prof. Jain kicks off the investigation by categorizing the 
world’s major business systems into 9 clusters. These 
clusters include liberal market economies (LME), coordinated 
market economies (CME), highly coordinated economies, 
European peripheral economies, advanced emerging 
economies, advanced city economies, Arab oil-based 
economies, emerging economies, and socialist economies. 
Understanding the shades of each cluster is essential to paint 
a picture of the CG-CSR behaviours unique to firms present in 
different environments.

THe WHoLe NINe Yards

• LMEs (e.g. USA, UK, Australia, Canada, Ireland and New 
Zealand) and CMEs (e.g. Austria, Belgium, Denmark, 
Finland, Netherlands, Norway, Sweden and Switzerland) 
are differentiated on the basis of how firms coordinate with 
each other and with other actors. With individualism being 
encouraged, workers and other actors are less organized in 
LME countries, indicating that firms coordinate their activities 
through a free market system and hierarchies. In LMEs, 
corporate governance norms are guided by shareholder value 
maximization. There is greater reliance on stock markets 
translating into short-termism, with inter-firm relations being 
more competitive and at arm’s length.

• CMEs, on the other hand, emphasize collectivism, with 
strong reliance on non-market forms of coordination between 
firms and other actors. There is a greater dependence on 
credit-based financial systems that translates into long-
termism and inter-firm relations are collaborative in nature 
with unionization being accepted. State has a greater role 
in organizing economic activities in CMEs than in LMEs and 
there is increased focus on value maximization for multiple 

stakeholders, influencing how firms perceive both CG and 
CSR norms and behaviors.

• Highly coordinated economies (e.g. Japan) witness the 
state’s dominant role in the coordination of economic 
activities and regulation of markets, as opposed to banks 
and financial institutions. Also, there exists a high level 
of paternalistic authority. Insider‐dominated governance 
structures are prevalent which decide how firms function and 
conceive responsibilities within society.

• European peripheral economies (e.g. France, Greece, Italy, 
Portugal, Spain, Czech Republic, Hungary, Poland, Romania 
and Slovakia) exhibit a strong presence of industrial and 
craft unions, banking-led financial systems, and hierarchical 
decision-making at firm and national levels. Family and 
state ownership are key with moderately strong corporate 
governance norms in place.

• Advanced emerging economies (e.g. Chile, Turkey, Israel, 
South Africa, Korea and Taiwan) comprise a geographically 
diverse group of emerging countries that reflect similar 
economic development patterns in terms of their reliance 
on developmental state policies. Common attributes include 
banking-led financial systems, hierarchical governance 
at firm and national levels, dominant role of families in 
firm ownership and control, and well-defined corporate 
governance norms, which have distinctive consequences on 
CSR.

• Advanced City Economies (e.g. Hong Kong and Singapore) 
represent trade dependent hubs that mainly rely on banking-
led financial systems with very high levels of inward foreign 
investment. Hierarchical decision-making exists within 
firms and so do superior corporate governance norms. A 
strong role of family ownership is emphasized in Hong Kong, 
whereas state ownership remains strong in Singapore. 
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• In advanced city economies as well as in Arab-oil based 
economies, only one study has been found and that portrays CSR 
as a function of CG. In the former, directors who have concerns 
for the welfare of all stakeholders are found to positively affect 
CSR. In the Arab-oil economies, it has been seen that whereas 
family and government ownerships are positively related to 
CSR, institutional ownership (held by mutual funds, pension 
funds, investment banks etc.) has no significant effect. It is also 
suggested that western mechanisms of sound governance 
practices, such as the existence of an audit committee and 
independent directors on boards, do not impact CSR.

• In advanced emerging economies, studies predominantly 
focus on the effects of board structures on CSR. They highlight 
that board independence and board gender diversity positively 
affect CSR, while board size and the presence of a board CSR 
committee have no effect. Research also shows that CEO duality 
negatively impacts CSR and that CEOs with political connections 
are more likely to lead their companies to invest in CSR. Board 
ownerships negatively impact CSR, while institutional owners, 
especially pension funds, positively affect CSR.

Only one study was found that portrays CG as a function of 
CSR. And it mentions that institutional pressures coming from 
supranational actors, such as UN backed international CSR 
guidelines, have led companies to adopt sound governance 
structures since these are perceived to provide the necessary 
firm level infrastructure to catalyse CSR.

• Within CMEs, research that focuses on CSR as a function 
of CG stresses the important role that the board of directors 
plays in catalysing various CSR activities – philanthropy, 
social performance, internal and external CSR. Particularly, 

board gender diversity and board CSR committee are 
positively associated with CSR. However, the impact of board 
size on CSR is inconclusive, with some studies suggesting 
a positive effect and others reporting no significant effect. 
Interesting findings with respect to media coverage affecting 
the interplay between CG and CSR have also been noted. 
Specifically, CSR performance of firms with low public 
ownership is not affected by media coverage whereas firms 
with greater public ownership are more reactive to media 
coverage and significantly increase their corporate social 
engagement. This indicates that firms where majority of 
shares are held by few owners are driven by their own 
values in their pursuit of CSR whereas firms with several 
shareholders do so to accumulate reputational gains and 
improve corporate image.

Research on CG as a function of CSR suggests that firms, 
such as natural resource companies, that employ social 
responsibility to secure a social license to operate, tend to 
adopt governance structures that enables the setting up of 
accountability processes to catalyse their CSR practices. 
In this way, there is evidence of a symbiotic relationship 
between CSR and CG.

• In emerging economies, research on CSR as a function 
of CG reveals that companies with an independent audit 
committee that meets frequently invest more in CSR. At the 
same time, the effect of board characteristics and ownership 
structures on CSR is uncertain. Despite these inconclusive 
findings, research on CEO political connection and executive 
compensation seem to be in agreement that such attributes 
are positively related to CSR.

58 \

Additionally, the majority of the studies measured CSR 
holistically, considering commitment and practices that affect 
firms’ relations to their stakeholders – employees, customers, 
society, environment etc. Studies focusing on specific aspects 
of CSR such as environmental performance or corporate 
philanthropy were limited in number. Interestingly, a larger 
proportion of the environment-focused studies correspond to 
the post GFC period – reflecting both an acknowledgement 
of environmental issues as well as a move that emphasizes 
specificity in CSR measurements.

Prof. Jain contends that there is an urgent need to re-think 
the fundamental assumptions and boundary conditions 
of CG and CSR theories that may have universal appeal in 
LME and CME business systems, but exhibit limits when 
applied across other business systems. The domination of 
specific theories (e.g., agency theory) across a few clusters 
exposes an underlying etic approach in international business 
research that assumes that theories are universal and 
applicable across contexts. This is dangerous she warns 
because CG and CSR may manifest in different ways or even 
have different meanings across contexts. Adopting a native 
lens to understand CG and CSR is necessary and important 
to account for cultural, historical, and ethnic dimensions 
affecting the understanding and practice of CG and CSR.

INTerNaL Vs. eXTerNaL

Since CG and CSR consist of many different elements, it 
is important to understand that their relationship depends 
on various factors that may arise from inside and outside 
the boundaries of the firm. Accordingly, there are internal 
CG mechanisms that emerge from within the firm – board 
composition, ownership and managerial incentives – and 
external CG mechanisms that originate outside the firm – nature 
of the legal system, the market for corporate control, external 
auditing, rating organisations, stakeholder activism, and the 
media.

In LMEs and emerging economies, the majority of studies 
emphasize on internal CG mechanisms and only a few studies 
focus on external CG. The limited studies conducted in 
advanced city economies, advanced emerging economies, Arab 
oil-based economies, coordinated market economies, European 
peripheral economies and highly coordinated economies also 
show a similar trend in focus on internal CG. Interestingly, 
although still in their infancy, more recent studies in LMEs, 
especially those in the post GFC period, have started to focus on 
external CG where these studies have almost doubled. However, 
the ratio of external to internal CG research remains low.

Similar to CG, there is a distinction between CSR mechanisms 
adopted by firms. Internal CSR mechanisms are aimed at 
internal audiences and take the form of setting up ethical 
codes of conduct, employee health and safety, work-life 
balance, trainings, protection of human rights, provision 
of equal opportunity, and diversity practices. External CSR 
mechanisms include CSR actions that target external audiences 
and incorporate partnerships with charity organisations, 
philanthropy, environmental and community focused practices, 
and CSR disclosures and awards.

CSR mechanisms vary across business systems based 
on the nature of the governance system, regulations, 
employment and labour conditions, among others. 
For instance, firms operating in coordinated market 
economies, highly coordinated and European peripheral 
economies focus on both internal (employee centric) and 
external(environmental) CSR mechanisms. In contrast, firms 
operating in LMEs, notably the US, Australia and New Zealand 
are more likely to single out external CSR as opposed to 
internal CSR.

TWo sIdes To THe sTorY

As seen earlier, the nature of the CG-CSR relationship is 
categorized into two strands: CSR as a function of CG, 
which explores how different configurations of CG systems, 
structures and processes impact firms’ CSR policies and 
practices; and, CG as a function of CSR, which employs CSR 
as a tool for effective and responsible governance. Research 
in all the clusters is dominated by the portrayal of the former, 
with scant focus on how CSR influences CG.

More NuGGeTs oF dIsCoVerY

The majority of the studies in LMEs focus on how board 
characteristics affect CSR. Board gender diversity, board 
CSR committee, board expertise, board independence, board 
networking capacity, board diversity on age and race parameters, 
and multiple directorships are found to be positively associated 
with CSR. Also, firms with an audit committee demonstrating 
high expertise positively influences CSR. With respect to CEO 
traits, the impact of CEO duality (same person holding both the 
CEO and board chairperson positions in a corporation), tenure, 
and age, on CSR depicts mixed results.

Delving into research investigating the effect of executive 
compensation on CSR, brings to light the positive association 
of CSR-related bonus on CSR activities. The effect of media 
coverage and legislation pressure on CSR is unclear. With 
respect to ownership structure, family ownership and CEO 
shareholding are found to be negatively related to CSR, as family 
owners are preoccupied with accumulating family financial 
wealth and consider CSR investments as additional unnecessary 
costs.

The few studies within LMEs that have investigated CG as a 
function of CSR highlight that higher CSR investments tend 
to reduce the total compensation for CEOs. Yet, there is also 
evidence that firms that tend to adopt measures to be more 
environmentally responsible reward their CEOs with higher 
remuneration. The latter suggests how public corporations are a 
nexus of specific investments made by varied stakeholders with 
a view to sharing the benefits of team production, and that CEOs 
who enable an increase in such benefits are remunerated well for 
performing this function.
Additionally, while higher corporate giving tends to positively 
influence investor perceptions, create favourable media coverage 
as well as promote dialogue with shareholder activist groups, 
such firms exhibit weak corporate governance particularly on 
board monitoring and increased insider shareholder activity.
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groups function through informal relational governance such 
as Guanxi. Also, oftentimes researchers tend to emphasize 
on formal rules, rather than on informal institutions such as 
culture, norms, and religious and philosophical traditions. 
Given that Arab-oil economies, emerging economies and 
advanced emerging economies are characterized by a wide 
variance of informal institutions, these business systems 
present a rich opportunity to build research at the intersection 
of CG-CSR and informal institutional effects.

FaMILY, a WHoLe dIFFereNT 
PLaYING FIeLd

Ownership structures of firms vary significantly from 
country to country in terms of goals, management style and 
stakeholder perspective. Moreover, recent research suggests 
that different families pursue different goals, some taking 
priority over others. As a result, it is essential to study the 
interplay between the desire for continuous family influence 
and control, binding social ties, and identification of the 
family with the business and CSR practices across business 
systems, while also investigating how different configurations 
of family, state and outsider ownership structures create 
differing patterns of CSR practices.

eNVIroNMeNTaL Issues oN THe 
rIse

Considering the recent surge of environmental issues such 
as bushfires in Australia, typhoons in Japan, floods in North 
America and severe drought conditions in South America, and 
business complicity in natural disasters, there are significant 
opportunities for CG-CSR research to include diverse 
environmental parameters to capture CSR issues such as 
release of toxic chemicals, carbon dioxide emissions, and 
industrial waste effluent among others.

CoNTeXT Is CrITICaL

As the interdependence between CG-CSR becomes more 
mainstream in the form of integrated reporting frameworks 
such as ESG and GRI, and the corresponding popularity 
of sustainability indices rises, it is equally important to 
understand how different cultural and national contexts view 
CG-CSR, even potentially including governance within the 
realms of corporate responsibility. This is both timely and 
relevant to progress the global agenda on effectively tackling 
grand challenges and wicked problems, while placing firms 
and the contexts within which they function at the centre of 
this puzzle.

reaL CHaNGe

In sum, an in-depth examination of the CSR-CG relationship 
is of critical importance to tackle the alarming increase 
both in frequency and severity of incidents of irresponsible 
behaviours and governance on the part of businesses. 

The studies that depict CG as a function of CSR show that 
CSR positively affects minority investors’ participation in 
corporate governance and can weaken their perception of the 
need for outside monitoring. Additionally, firms with better 
environmental performance reward their top executives with 
higher remuneration. This indicates the reputation and trust 
building effects of CSR on governance.

• In European peripheral economies, studies that portray 
CSR as a function of CG demonstrate that board size is 
positively related to CSR and CEO duality negatively affects 
CSR. Regarding the ownership structure, government and 
foreign ownership are negatively related to CSR. The negative 
association between state ownership and CSR is counter-
intuitive and shows that states may separate their welfare 
and investment decisions in firms, the latter driven by political 
and strategic value. There is also evidence to show that 
media coverage shapes the attitude of independent directors 
towards CSR who, when subject to media scrutiny, become 
incentivised to pursue socially responsible strategies to gain 
prestige and accumulate reputational gains.

Studies that represent CG as a function of CSR have 
discovered that higher CSR firms exhibit lower managerial 
opportunism and enhance internal stakeholder commitment, 
resulting in improved corporate governance.

• Last but not the least, in highly coordinated market 
economies, Prof. Jain uncovers a single study that portrays 
CSR as a function of CG. Contextualized in Japan, this study 
shows that gender diversity on boards and institutional 
ownership are positively associated with CSR.
Having uncovered these insights, what is the direction to take 
for future research?

PuTTING TWo aNd TWo ToGeTHer

In emerging economies, the spread of global production 
chains has, on one hand, exacerbated social and 
environmental issues and on the other hand, weakened 
government’s regulatory capacity. The lack of enforcement 
from the government has opened avenues for external 
monitoring of CG and CSR by transnational entities such as 
international NGOs and other international institutions (e.g. 
United Nations). Such regulatory gaps have also elicited 
responses from corporations in the form of transnational 
private regulatory coalitions such as multi-stakeholder 
initiatives (MSIs) and business-led private governance 
initiatives (BLIs) to create voluntary codes of conduct for 
governance and sustainability.

GoING aGaINsT THe TIde

Although regulative pressures to report CSR are leading to 
an increase in explicit CSR communications, this can create 
a dilemma for companies, especially SMEs, that favour 
implicit CSR practices, stemming from internally driven values 
of owners and managers. This calls for more research on 
whether, to what extent, and in what form should regulatory 
reforms aim at mandating firms to explicitly communicate 

their CSR practices, especially when it goes against culturally 
invoked behaviors.

IMPaCT oF THe WesT

Arab-oil economies serve as an important oil hub and rank 
amongst the richest in the world. However, the dominance of 
oil centric capitalism in these countries and their associated 
contribution to climate emergency raise questions on how 
companies in this region can become environmentally 
responsible. Within this context, in Saudi Arabia, political 
and military ties between the Saudi regime and the West, 
particularly the U.S, have resulted in a western influence 
on the state’s economic and social priorities such as 
adopting CG standards, contributing to the UN’s Sustainable 
Development Goals (SDGs), reducing carbon emissions, and 
preserving the natural environment. As a consequence, Arab-
oil economies can become a fruitful ground for investigating 
how political and economic relationships at the macro level 
influence firm level CG-CSR behaviors.

GoING HaNd IN HaNd

Prof. Jain argues that external CG mechanisms along with 
internal CG mechanisms can collectively shape firm CSR 
outcomes. For example, within external CG mechanisms, 
the emergence of new powerful actors i.e., private equity 
funds, media especially social media, social movements, and 
sovereign wealth funds have the potential to re-shape CG-
CSR dynamics. Similarly, since mechanisms that focus on 
internal and external stakeholders are strategically different, 
future research should consider the differences between 
internal and external CSR actions, the interplay between 
them, and the consequent governance implications of such 
orientations.
A mere focus on board of directors(BODs) in relation to CSR 
paints an incomplete picture of the CG-CSR relationship. 
BODs face several barriers that may reduce their ability 
to process information required to effectively monitor 
management. In addition, as regulatory changes take effect, 
and the world witnesses the emergence of new institutional 
investors such as sovereign wealth funds and their mission-
driven investments, internal CG mechanisms such as BODs 
can be viewed as closely interlinked and nested within the 
external CG dimensions that collectively determine the 
conditions under which CG variables interactively shape firm-
specific outcomes, including CSR.

INForMaL BuT IMPorTaNT

It is particularly useful to understand the specific 
characteristics of different world economies, such as the level 
of trust in societies and the role of the state, among others. 
For example, an important aspect pertains to how business 
groups differ across clusters. Within advanced emerging 
economies and highly coordinated economies, formal 
business networks and groups such as Chaebols within 
South Korea and Keiretsu in Japan are prevalent. At the same 
time, within emerging economies such as China, business 
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  The new millennium has witnessed a surge 
in social, environmental and governance 
related scandals. A common thread 
across these scandals is the interplay 
between corporate governance (CG) and 
corporate social responsibility (CSR).

  Existing research have grouped together 
countries that are embedded in different 
institutional environments having diverse 
rules, regulations, policies and cultural 
factors, ignoring the importance of context 
in shaping the CG-CSR relationship.

  The researcher drives home the 
significance of context in CG-CSR 
research by categorizing the world’s 
major business systems into 9 clusters 
– liberal market economies (LME), 
coordinated market economies (CME), 
highly coordinated economies, European 
peripheral economies, advanced emerging 
economies, advanced city economies, 
Arab oil-based economies, emerging 
economies, and socialist economies 
– and unveiling the distinct flavours of 
each cluster and their corresponding 
effects on firms’ CG and CSR.

  The large majority of the exiting 
articles were published post the Global 
Financial Crisis as the incident exposed 
organizations that were not socially 
responsible as well as highlighted the 
lack of structured and responsible 
governance, serving as a wake-up 
call for firms and governments.

  Prior to the GFC, there was a dominance 
of CG-CSR research in LMEs followed by 
very limited research in CMEs, emerging 
economies and European peripheral 
economies. No studies were conducted 
in the other clusters. The trend gradually 
shifted in the post GFC period. While 
LMEs still dominated the research space, 
growing efforts were made in emerging 
economies, advanced emerging economies 
and in European peripheral economies.

  Since CG and CSR consist of many 
different elements, it is important to 
understand that their relationship depends 
on various factors that may arise from 
inside and outside the boundaries of the 
firm. Accordingly, there are internal and 
external CG and CSR mechanisms.

  CG-CSR relationship is categorized into 
two strands: (i) CG as a foundation for 
CSR and (ii) CSR as an umbrella term that 
encompasses responsible governance. 
Research in all the clusters is dominated 
by the portrayal of the former, with scant 
focus on how CSR influences CG.

  With the cluster insights from the 
two strands of research, suggested 
directions for future CG-CSR research 
include looking beyond the LME 
context, investigating how political and 
economic relationships affect CG-CSR 
behaviours, focusing on both internal 
and external CG and CSR mechanisms, 
including environmental parameters to 
capture CSR issues, among others.

KEYS
TAKEAWAYS

Through the Volkswagen emissions scandal, the Global 
Financial Crisis, and the deep water BP oil spill among others, 
the Achilles heel of business systems has been brought to the 
fore. Only with an exhaustive, contextualised understanding 
can improvements to CG-CSR activities be implemented. And 
with that, episodes like the BP oil spill might finally fade into 
history never to make a return again.  ///
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Many believe 
that migrants 
entering from less 
affluent countries 
are simply cheap 
labour, but in fact 
they hold many 
of the ingredients 
necessary to be 
an entrepreneur.
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MiGRANT ENTREPRENEURSHiP fOR 
EUROPE’S ECONOMiC GROwTH: 

RESHAPiNG A COLLECTivE CONCEPTiON

Entrepreneurship could be key 
in the economic progress of 
Europe in the coming years. 
And, not so surprisingly, 

Immigrants are best suited 
to take up this helm. Prof. 

Concepción Galdón, IE Center for 
Social Innovation Director together 
with innovation consultant Laura 
McDermott tell us how.

MIGraTIoN aNd PerCePTIoN

Few regions in the world have experienced the pain and 
loss that comes with nationalism and the benefits 
brought by integration as acutely as Europe, over 

barely a century. In the 20th century, Europe, the cradle of 
Humanism and the Enlightenment, saw some of the most 
horrible crimes ever committed by humankind within its 
territory. Immediately, the same Europe, in which millions had 
just died, was able to rebuild itself on the solid foundations 
of solidarity and a melted identity. The prosperity created by 
these values turned Europe into one of the most attractive 
migration destinations worldwide. Migrants took jobs that 
‘needed to be done’ and they created businesses that in turn 
generated additional jobs. Our economic growth in the face 
of ever-decreasing birth rates could have never happened 
without these migrants. Unfortunately, the pendulum might 
be oscillating backwards. Present generations seem not to 
remember lessons we learned in the hardest, saddest way.

Given the rise in populism across Europe in recent years, 
and a gravitation towards a ‘them versus us’ mentality, 
entrepreneurship among immigrants, specifically those 

https://www.ie.edu/entrepreneurship/people/faculty/conchita-galdon/
https://socialinnovation.ie.edu/
https://socialinnovation.ie.edu/
https://www.linkedin.com/in/lamcdermott/?originalSubdomain=es
https://www.linkedin.com/in/lamcdermott/?originalSubdomain=es
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of less affluent countries, might well be in danger. We see 
countless examples in European politics that indicate a 
move towards nationalism and monolithic identities. The 
danger of extremism of this sort is that it creates a ‘group 
polarisation’ effect, where exclusivity and closedness towards 
different perspectives and values become potent. In terms of 
entrepreneurship, and particularly in the case of less affluent 
immigrants, such mental models and the systems and/or 
policies that follow, prevent the flourishing of new businesses.

eNTrePreNeurs BY BIrTH?

Many believe that migrants entering from less affluent 
countries are simply cheap labour, but in fact they hold many 
of the ingredients necessary to be an entrepreneur. Yes, 
an entrepreneur. Indeed, the prevalence of entrepreneurial 
activity among migrants is solidly established in literature 
(Hormiga and Bolívar-Cruz, 2014, Levie, 2007, Peroni et 
al., 2016). So much so that Migrant Entrepreneurship has 
become a research field in itself (Ram et al., 2017, Baycan-
Levent and Nijkamp, 2009). The case of Europe is no different. 
Research in Spain, the UK, Germany, Luxembourg, and 
Sweden, to name a few countries, shows trends consistent 
with the statements above (Hormiga and Bolívar-Cruz, 
2014, Levie, 2007, Mickiewicz et al., 2019, Peroni et al., 2016, 
Constant and Shachmurove, 2006, Efendic et al., 2016). 
Moreover, migration-related variables are better predictors of 
entrepreneurial activity in a region than other variables relative 
to economic conditions (Levie, 2007).

There are plenty of examples to illustrate the wealth created 
by migrants in their host countries. Take Berlin-based 
mimycri, a circular economy brand that creates high quality 
bags from upcycled refugee rubber boats. The brand’s 
German founders began the initiative during their time in the 
Greek island of Chios, where they collaborated with refugees 
to start the organization. Moving out of their comfort zone 
by volunteering on the island, being resourceful through their 
use of materials and co-creating an organization with diverse 
profiles are indicative of an entrepreneurial mindset.

Another very poignant case is that of the brand Road to 
Damascus. Steve Ali, a Syrian entrepreneur, spent time in 
a jungle refugee camp in Calais before arriving to London, 
where he established the jewellery brand. Since beginning, 
the brand has received attention from figures in the fashion 
industry such as Vivienne Westwood. The high-fashion 
designer features on the brand’s social medias pages holding 
a ring that Ali crafted made from a nail that was snapped off 
the wall of the Calais shelter.

The factors leading to greater participation of migrants in 
new business creation are varied. The migration experience 
seems to self-select risk-taking individuals. Findings from 
a study in Spain show that migrants are less likely than 
local populations to perceive starting a business as risky 
(Hormiga and Bolívar-Cruz, 2014). In addition, there are 
push factors such as lower employment rates or low status 
in the labour market, and accompanying factors such as 
mixed embeddedness (Baycan-Levent and Nijkamp, 2009). 
Oftentimes we read thought pieces about resourcefulness, 

resilience and comfort with uncertainty as being key factors 
for entrepreneurial success. Immigrants, particularly refugees 
and those of less affluent economies, are often forced to 
develop these characteristics as a means of survival.

eNTrePreNeursHIP 2020

Within Europe there exists the Entrepreneurship 2020 Plan, 
which aims to create ‘smart, sustainable, and inclusive 
growth’ through entrepreneurship of immigrants. The 
European Commission realises the value of immigrant 
entrepreneurship, and acknowledges the obstacles faced 
on a social, policy, legal and linguistic level. That said, the 
2020 plan has been created and is based on three pillars: 
entrepreneurial education and training; an environment 
where entrepreneurs can flourish and grow; role models and 
outreach to specific groups.

This focus is consistent with research. Migrants with higher 
educational attainment are more likely to be self-employed 
than those with less training (Cueto and Rodríguez Álvarez, 
2015). In addition, research in Sweden shows that businesses 
led by OECD migrants show higher growth rates than those 
led by natives, while businesses led by non-OECD migrants 
show lower growth rates (Efendic et al., 2016). This speaks 
to segmented integration rather than universal assimilation, 
according to the authors.

Attempts from key institutional bodies such as the European 
Commission further emphasise the need to facilitate the 
growth of commerce among potentially marginalised groups. 
According to the Commission, entrepreneurship “is a powerful 
driver of economic growth and job creation: it creates new 
companies and jobs, opens up new markets, and nurtures 
new skills and capabilities.” (European Commission, “Migrant 
entrepreneurs”)
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dIaMoNds IN THe rouGH

This reality, solidly grounded on research, should 
lead Europeans to understand the convenience of the 
abovementioned policies to integrate migrants, upgrade 
their training and take advantage of the opportunity they 
bring. However, research shows that attitudes towards 
migrants have less to do with economic variables and are 
more related to the fear of cultural impacts on the receiving 
nation (Hainmueller and Hopkins, 2014). It looks like, when 
protectionist feelings kick-in, our guts reject those different 
from us and our brain comes up with economic narratives to 
give a rational back-up to our fear.

Europe’s prosperity turned the region into a magnet for 
resilient, risk-taking, entrepreneurial people from all around 
the world. It is our belief that these characteristics should be 
leveraged to help immigrants cultivate economic prosperity 
not only for the economies in which they reside, but also for 
themselves and their families. Migration is an unrivalled tool 
to advance the SDGs; a set of goals globally pledged and 
promoted by the United Nations. The same United Nations 
which was built on the very same values that brought Europe 
together and led us to the most prosperous decades in our 
history. Humanism, solidarity and our ability to create a joint 
identity are necessary for Europe to make the most of the 
immense opportunity Migrant Entrepreneurship can create.  
///
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  Migrants took jobs that ‘needed to be 
done’ and they created businesses that 
in turn generated additional jobs.

  In terms of entrepreneurship, and particularly 
in the case of less affluent immigrants, mental 
models such as extremism and closedness 
lead to systems and/or policies which prevent 
the flourishing of new businesses.

  The prevalence of entrepreneurial activity among 
migrants is solidly established in literature.

  Immigrants, particularly refugees and those of less 
affluent economies, are often forced to develop 
entrepreneurial characteristics as a means of survival.

  Research shows that attitudes towards 
migrants have less to do with economic 
variables and are more related to the fear of 
cultural impacts on the receiving nation.

  Migration is an unrivalled tool to advance the 
Sustainable development goals of the United Nations.

KEYS
TAKEAWAYS
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LaW aNd audIT

In the pilot episode of the American legal drama, Suits, one 
of the protagonists is ‘advised’ in their first week on the 
job to keep late hours if they want to last the month. Given 

how drama expresses real-life scenarios, it is not surprising 
to find that burning the midnight oil is a part and parcel of 
the job for people in sectors such as audit, finance, law, and 
medicine.

This practice is in line with the expectation of organisations 
that their employees must be almost exclusive in their 
commitment and availability to work. This has led to conflict 
as people struggle to manage who they are as opposed 
to who they have to be. This causes such professionals to 
unsuccessfully use coping methods such as cynicism and 
humour, for the people continue to work as usual, without 
doing anything to ease their plight. Of course, this is easier 
said than done.

Yet, say the researchers, ‘by questioning their taken-for-
grantedness and redefining their professional role for 
themselves and others’, some professionals have been able 
to do just that. And in order to find out what exactly prodded 
these people into action, the research team conducted close 

Profs Ioana Lupu and Bernard 
Leca, ESSEC Business 
School, and Mayra Ruiz-
Castro of the University of 

Roehampton, show what it 
takes for people to reduce long 

working hours, especially in the 
context of professional service firms 
(PSFs).

wHATEvER IT TAkES

It was 
professionals who 
experienced near 
or actual life-
altering situations 
who were able 
to question the 
status quo of long-
working hours.
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director, who had to quit because she could not get her team to 
back her desired schedule. This is because team members can 
be resentful of someone working fewer hours than they are.

Managers can play an important role in fostering a better 
work-life balance in their teams. They can set themselves up 
as role models who faced similar issues and thus are openly 
supportive of their team members.

HoMe Is WHere THe HearT LIes

On the personal front, career ambition, seniority, and family 
working arrangements are important things to keep in mind. 
This means that an employee may have to sacrifice a PSF’s 
traditional career path based on upward mobility in favour of 
something viewed as more valuable, such as parenthood.

But employees may still not be ready to sacrifice the material 
gains and decide to reduce working hours when a particular 
career milestone is achieved. Even so, deciding to reduce 
hours such as leaving for home earlier is easier for senior 
professionals, who enjoy higher levels of autonomy and can 
set their schedules without the need for approval.

It is also crucial to ensure that professionals—particularly 
those in dual-career relationships—work out a system that’s 
agreeable to all, especially if children are involved. This 
depends on personal situations such as where partners who 
are both earning can take an egalitarian approach to work and 
family. In some cases, role redefinition may not be possible 
because of the risk of career sanctions people cannot afford 
when there is only one source of family income.

Be CareFuL WHaT You WIsH For

To this end, it is important for employees to choose their 
battles wisely, for even if formal work-life balance policies 
exist, other factors such as seniority and team-support are 
critical for successfully redefining their role. Indeed, half of the 
professionals involved in this study who engaged in publicly 
changing their roles had to step down from their firms within 
two years of their interactions with the researchers.

Also, the fact that there is strength in numbers must be 
taken with a pinch of salt according to the researchers, for 
even though many professionals face a pull between their 
current and aspired roles, change is still limited to the local 
level, and does not necessarily translate to organisational 
transformation.

These systemic changes are not something that will happen 
overnight, for even in the medical field, concrete resistance 
to long-working hours was made only possible with the 
help of external regulation, which, moreover, does not apply 
to professional firms. To this end, it is important that firms 
introspect about whether their policies are being implemented 
in letter and spirit, or else risk being dubbed as sites of 
‘organisational hypocrisy’, where those walking the tightrope 
between work and life also have the sword of Damocles 
dangling over their head. ///

to 200 interviews with 78 professionals 
who worked in the London offices of two 
firms—one in law, and the other in audit. 
They spoke with an equal number of men 
and women, most of whom were between 
30 and 50 years old and were in either middle 
or senior management roles. Most of them had 
at least one dependent child.

WorK Is WorsHIP

As such, in both firms people essentially 
said that while long-working hours were not 
a pre-requisite to becoming a good 
professional, it just wasn’t possible 
to be one if you didn’t put in the work 
given demanding clients and the inability to 
delegate.

In addition, the environment was one giving an impression that 
the role required 100 per cent of the employee’s devotion and 
that there were no two ways about it. As such, the normalisation 
of long-working hours was so institutionalised, that the very of 
idea of departing from this tradition seemed blasphemous to 
some.

It’s not just about principles. Conformity to ‘ideal-worker’ image, 
instilled through socialisation and supervision, is rewarded with 
promotions and fatter paycheques while non-compliance may 
lead to serious career damage. Not something to be taken lightly.

“I WaNT To BreaK Free”

Given these stakes, it was professionals who experienced 
near or actual life-altering situations who were able to 
question the status quo of long-working hours. These 
included illness or death of someone close, or of personal 
suffering – as in the case of an audit professional, who felt 
physically ill just looking at work emails. Situations such as 
these forced people to pause and reflect, for it was otherwise 
difficult to rationalise what happened, or to continue to look at 
things previously taken for granted in the same light.

Another factor that caused people to raise eyebrows over the 
time they kept—or had to keep—was past experiences. Some 
had the importance of family rooted in them from the word 
go, for their own parents managed to keep a good work-life 
balance. Others had worked in roles where there was better 
commitment to work-life balance. As such, they knew that 
life could be different and wanted to at least try to achieve the 
balance they so desired.

Still others were triggered by conflict arising from the time 
demands that arose from their other pursuits—such as 
parental or religious duties. These commitments made 
them aware of what they valued more. It also allowed them 
to understand that they can get work done without working 
long-hours, and showing a reduced interest in being the ideal 
professional, or redefining the role of an ideal professional as 
someone who had important roles outside of work.

Yet, this notion of questioning one’s role, termed 
role apprehension, is temporary, and does not force 

someone to take action unless there is a repetition of 
life-changing experiences, or when emotions are so 

intense that one can’t imagine not doing anything 
about the problem.

addressING THe 
sYMPToMs or THe 

ProBLeM?

Such action takes two forms—private and public 
role redefinition. 
Private role redefinition 
involves changing 
one’s own behaviour 
without changing 
the expectations 
from the role. To 
this end, one can 
impose a stronger 
work-life boundary, 
not work on 

weekends, or turn 
down role demands such as travel. 

These solutions, however, sometimes offer only a temporary 
fix, for there may be demands that are not being fulfilled, 
and consequently, people may wish to redefine their 
roles in public. This means using formal tools to shorten 
working hours, or reducing the demands that causes one to 
keep them, such as using the organisation’s flexible work 
arrangements, switching from a full-time to a part-time 
contract, or switching from external, client-facing roles to 
more internal positions.

In this sense, public role redefinition is better for it reduces 
the tension among professionals who face the gap 
between expectations and actual outcomes. It is also more 
sustainable, and perhaps the reason why it is the preferred 
choice among women wanting to switch gears.

WorK-ING ouT

But just because redefinition is possible does not mean it is 
easily achievable. Favourable conditions—at work and home—
must be present in order to allow individuals to take the leap 
from where they are to where they want to be.

At the workplace, the availability of key organisational 
resources, team and supervisor support, and role models are 
key factors. For instance, in the case of the law firm, which 
was smaller than the audit firm, alternative career tracks were 
not possible, and as such those in the audit firm were better 
able to switch to less demanding positions.

Moreover, team dynamics play an important role in how 
long one spends at the office, and as such working fewer 
hours is only possible with the support of one’s peers and 
supervisors, whose understanding or lack thereof can make 
a huge difference. An example is the case of a part-time audit 
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  Professionals struggle to manage 
who they are as opposed 
to who they have to be

  The normalisation of long-working 
hours is so institutionalised, that the 
very of idea of departing from this 
tradition seems blasphemous.

  Conformance to ‘ideal-worker’ 
image, instilled through socialisation 
and supervision, is rewarded with 
promotions and fatter paycheques 
while non-compliance may lead 
to serious career damage.

  Professionals who experienced turning 
points (e.g. near or actual life-altering 
situations) were more enabled to 
question the status quo of long-
working hours in their organizations.

  Other non-work commitments made 
people aware of what they valued 
more, even though it meant showing 
a reduced interest in being the ideal 
professional, or simply redefining 
the role of the ideal professional as 
someone who is more than her work.

  Often, after a first moment of 
awareness, no action is taken unless 
there is a repetition of life-changing 
experiences, or when emotions are 
so intense that one can’t imagine not 
doing anything about the problem.

  Private role redefinition involves 
changing one’s own behaviour without 
changing the expectations from the 
role, while the public one means 
using formal tools/organizational 
policies to shorten working hours

  Even if formal work-life balance 
policies exist, other factors such as 
seniority and team-support are critical 
for successfully redefining one’s role.

  Firms should introspect about 
whether their policies are being 
implemented in letter and spirit, 
or else risk being dubbed as sites 
of ‘organisational hypocrisy’.

KEYS
TAKEAWAYS

TA K E  A  WA L K

O N  T H E  O N  T H E  
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Companies 
are made of 
people—or human 
capital—who are 
considered a key 
driver of CSR.
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ALiGNiNG PEOPLE, CSR, AND 
fiNANCE: fROM JAPAN

TO THE wORLD

Profs. Hideo Suzuki and Hiroki 
Iwamoto of Keio University, 
assert that doing good outside 
the gates of business parks 

full of shiny glass and steel 
towers does not hurt corporate 

performance. Quite the opposite, in 
fact.

Related research: An empirical study on the relationship of corporate 
financial performance and human capital concerning corporate social 
responsibility: Applying SEM and Bayesian SEM by Hideo Suzuki and 
Hiroki Iwamoto.

THe TIMes THeY are a-CHaNGIN’

Corporate Social Responsibility (CSR), in some form, has been 
around since at least the 1920s, when Oliver Sheldon, of the 
British Rowntree Company, wrote about it in The Philosophy 
of Management. The CSR of today also found its origins 
not much later, sometime in the early 1950s, with Howard R 
Bowen’s Social Responsibilities of the Businessman. As such, 
according to the researchers, the original concept of CSR 
expected, as a social norm, companies not to have a negative 
effect on society.

The 21st century has seen a change in approach—’CSR 
has become an effective concept for business strategy to 
positively impact society’, says the scholars’ study. This 
strategy involves businesses targeting a selection of social 
issues, among the many, that they intend to solve.

https://www.st.keio.ac.jp/en/tprofile/ae/suzuki.html
https://www.keio.ac.jp/en/
https://www.cogentoa.com/article/10.1080/23311975.2019.1656443
https://www.cogentoa.com/article/10.1080/23311975.2019.1656443
https://www.cogentoa.com/article/10.1080/23311975.2019.1656443
https://www.cogentoa.com/article/10.1080/23311975.2019.1656443
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This shift from social norm to business strategy has been 
seen under the lens of Corporate Social Performance, which 
is the result of CSR Activities (CSRA). Yet, corporate social 
performance does not help managers, who need to allocate 
limited resources to business activities (now including CSRA). 
It is here that analysing CSRA helps the manager, and in turn 
the company.

HaNd oF God

This is because CSRA is seen as an investment that 
companies make. But companies are made of people—or 
human capital—who are considered a key driver of CSR. 
After all, it is only when they are motivated that their skills, 
knowledge, experience, and abilities will be beneficial for a 
firm.

To better understand all this, Profs Suzuki and Iwamoto 
studied more than 200 Japanese companies with respect to 
indicators of human capital—intangible resources such as 
salary, average employee age, duration of service, employee 
retention, and permanent employee rate. Essential, given how 
developed countries are evolving today.

This evolution is marked by aging populations and a rapidly 
declining birth rate. Such social issues—related to human 
resources—say the researchers ‘are especially noticed in 
societies where the labour force is decreasing due to more 
pronounced levels of these demographic changes’.

The decrease in workforce increases the number of working 
hours each person has to put in, causing problems as 
employment frameworks struggle to keep up. It does not 

end here—such problems can then run deep in company 
culture, leading to corporate scandals such as the one with 
Kobe Steel, whose own report blamed lax management and 
overworked employees for a product-quality scandal that 
started decades earlier and that only came to light less than 5 
years ago.

According to reports, it is sheer luck that there were no major 
accidents because of this cover-up, for over 500 companies 
were supplied products that did not meet the required 
specifications.

GoING INTerNaTIoNaL

Japan is especially affected with more than one in five people 
in the population in the over-65 age group. The number 
of children under the age of 14 is also the lowest among 
developed countries. As a result, Japan has started work on 
employment reform and on quality control in companies. 
More so than Japan, China and South Korea are likely to face 
such social issues, given the rate at which their demographics 
are changing.

According to the researchers, individual measures are 
important to solve issues related to HR. Clarity is also needed 
on the influence of HR on corporate performance. This 
clearness will be helpful in responding to new issues as and 
when they occur—with trends such as those described before 
and those that haven’t—AI for instance.

Made To Measure

This brings us back to the question of how to analyse CSRA. 
Theory says that CSRA must be made public knowledge—
either reported by the firm on its own or by others—and 
‘substantial enough to create a credible and reasonable 
declaration of unselfish intention’.

In order to bridge the gap between theory and practice, the 
researchers draw from the United Nation’s Principles for 
Responsible Investment. This is because these propose to 
measure and invest in CSRA based on Environmental, Social, 
and Corporate Governance (ESG) principles, each of which 
has a positive impact on corporate finance.

To measure this, corporate financial performance (the output 
of CSRA, profitability—measured through operating profit on 
sales—and growth, indicated by the change in and growth 
rate of the operating profit on sales, is used. The sales growth 
rate is also taken into account to see the extent to which 
customers accept a firm’s goods and services.

BeING Good For More THaN 
GoodNess’ saKe

By using these indicators, the researchers show—using two 
methods—that in the short-term, human capital does indeed 
affect CSRA, which in turn affects the financial performance 
of the company. In the same time frame, the study also 
shows that human capital has no direct link with corporate 
financial performance—a little surprising perhaps, given how 
closely human capital and CSRA are related. Yet, there still 
exists a link between the two via CSRA.

In this way, the relationship among people, CSR, and finance—
perhaps akin to the triple bottom line of people, planet, and 
profit—is defined, at least in Japan, which is facing societal 
changes at the frontlines.

As such, managers in societies facing changes similar to 
Japan’s and seeking to increase CSRA would do well to invest 
in improving human capital. Firms should also try to maintain 
and improve upon retention of their employees, who are 
increasingly those with shorter tenures.

Given how increasing CSRA affects corporate financial 
performance, firms who have not started engaging in CSR 
should do so, given the dovetail benefit to the company, and 
to society at large.  ///
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  CSR has been around in some 
form or the other ever since the 
1920s, with the CSR of today 
having its origins in the 1950s.

  CSR has become an effective 
concept for business strategy to 
positively impact society rather than 
being just a social norm expected 
to be followed by companies.

  CSRA is seen as an investment that 
companies make and is driven by 
human capital, i. e. the people.

  Social issues—related to human 
resources—are especially noticed in 
societies where the labour force is 
decreasing due to more pronounced 
levels of these demographic changes.

  The researchers show that in the 
short-term, human capital does indeed 
affect CSRA, which in turn affects the 
financial performance of the company.

  Managers in societies facing changes 
similar to Japan’s and seeking to 
increase CSRA would do well to 
invest in improving human capital.

  Firms should try to maintain and 
improve in the area of retaining their 
employees, who are increasingly 
those with shorter tenures.

  Firms who have not started 
engaging in CSR should do so, 
given the dovetail benefit to the 
company, and to society at large.

KEYS
TAKEAWAYS

UNIQUE FEATURES OF THE KBS EMBA

Visionary Project:  
Offers students opportunities to envision a desirable 
future in terms of economy, society, and value 
systems at individual level, then to back-cast those 
visions to the present time to realize their agenda.

Global Management Seminar:  
Offers students the chance to understand the 
difference between overseas management practices 
and those in Japanese contexts to gain a truly global 
perspective on generalizable managerial practices.

Field Courses in Japan and Overseas: 
Students learn logical decision-making via analyses 
of management practices and their backgrounds in 
a practical application of fundamental management 
theories. Client companies’ strategic issues are 
addressed via field research and discussions with 
their executives and key players. In the case of 
overseas field courses, students are sent on short-
term field study assignments with partner schools in 
North America, Asia and Africa.

The KBS EMBA
Launched in 2015 to further realize our school 
mission, the Executive MBA program provides 
a rigorous, accredited Master of Business 
Administration degree built on a foundation 
of breadth and depth of topics, and a culture 
of inquiry that prepares students to become 
business leaders who will assume crucial 
leadership roles in business and society.

APPLICATION
Entrance examinations for the EMBA program 
are held every November, December, and 
January. An application form, written in 
Japanese, is available from our Japanese 
website.

Date of admission April
Admission Quota 40 students/year

For more information on the KBS EMBA:
Tel: +81-45-564-2441

E-mail: gakukbs@info.keio.ac.jp

“Education is the way
to liberate every human being.” 

 
Hirokazu Kono, Dean and Professor,

Operations Management, Keio Business School
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CSR 
communication 
is important 
to drive CSR 
practices – and 
not always only 
in a good sense.
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CSR fOR SALE? UNExPECTED OUTCOMES 
Of IMPOSING CSR COMMUNICATION 

ON THE SUPPLY CHAIN

Laura J. Spence, Royal 
Holloway, University of 
London, and Mette Morsing, 
Prof. at Misum, Stockholm 

School of Economics and Head 
of UN PRME, look at the impact 

and risks involved for small firms 
when communicating on their CSR.

With kind acknowledgements to Misum. Originally written for and 
published by the Mistra Center for Sustainable Markets (Misum) at 
Stockholm School of Economics, 19 Feb, 2019 on the Misum blog.

Is it all good news when companies are being pushed to be 
more vocal and explicit when telling the world about their 
Corporate Social Responsibility priorities and activities? 

Perhaps so, for the large firm which has the communication 
muscle to produce the documentation and reports and to 
engage in the competition for responsible brand recognition. 
But the small firm with fewer resources and a preference for 
an implicit CSR communication strategy, may experience 
some unhelpful unexpected consequences when pushed 
into the arena of explicit CSR communication. We argue that 
CSR communication is not ‘just’ communication. It impacts 
on organizations in multiple complex ways. And not always 
for the good, writes Mette Morsing, Professor in Sustainable 
Markets at Misum, Stockholm School of Economics, and 
Laura Spence, Professor of Business Ethics in the School of 
Management, Royal Holloway, University of London in this 
blogpost based on a recently published paper.

https://pure.royalholloway.ac.uk/portal/en/persons/laura-spence(767f3c03-c153-46a7-a882-66a6e941843d).html
https://www.royalholloway.ac.uk/research-and-teaching/departments-and-schools/business-and-management/
https://www.royalholloway.ac.uk/research-and-teaching/departments-and-schools/business-and-management/
https://www.royalholloway.ac.uk/research-and-teaching/departments-and-schools/business-and-management/
https://www.hhs.se/en/education/mba/our-mba/people/peoples-profiles/mette-morsing/
https://www.hhs.se/en/
https://www.hhs.se/en/
https://www.unprme.org/
https://misumblogblog.wordpress.com/
http://www.hhs.se/misum
https://misumblogblog.wordpress.com/2019/02/13/csr-for-sale-unexpected-outcomes-of-imposing-csr-communication-on-the-supply-chain/
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for certain elements in their CSR reporting are imposed upon 
their own internally held values. Third, rather than looking 
to their local reputation and community identity as the 
foundation of their business, SMEs are being asked to identify 
with the global supply chain standards defined by others 
with no knowledge of the SME identity and distinctiveness. 
We call this ‘identity disruption’ which means that the SME’s 
identity becomes caught between local and global value 
orientations. In the current quest for improved and increased 
demonstration of CSR activities, investments and impact, the 
negative implications for small firms in making their implicit 
social responsibilities explicit has received little attention.  
While these tensions may be resolved in some SMEs, our 
point is that the pursuit of more (in both quantity and quality) 
explicit CSR communication represents an illustrative 
example of how large firms – and also often regulators – 
impose a large firm metric on small firms without considering 
the implied pain, costs and dilemmas.
So. What should a large firm with noble intentions to 
improve supply chain social responsibility do, if it wants to 
avoid the worst case scenario of undermining the values, 
authenticity and identity of its SME suppliers? Companies 
need to establish a strategy for working with their suppliers 
to understand their social responsibility perspectives. This 
won’t be a quick, easy tick-box exercise and will require that 
procurement professionals understand and work to the wider 
social responsibility agenda not just one driven by their own 
price, delivery and quality targets. In the ideal world, opening 
up the dialogue with suppliers might just might have other 
benefits too; such as building mutual trust and an advantage 
of speed in other types of communications. Ultimately, the 
social responsibility of the whole chain can be enhanced.

auTHeNTIC CoMMuNICaTIoN

What do we learn from the research on which our arguments 
are based? The first big lesson is that CSR communication 
is important to drive CSR practices – and not always only 
in a good sense. If not carefully negotiated, contextualized 
and embraced, CSR communication may endanger the CSR 
impact itself. The second big lesson is that no organizational 
size or shape has a monopoly on social responsibility and 
ethical practice. Working with partner organizations, trying 
to understand their challenges and concerns, rather than 
unconsciously assuming what they are, is likely to be labour 
intensive in the short-term. But taking the long view, it can be 
an engaging and productive way forward and as such a more 
effective strategy than imposing yet another standardized 
CSR report on small firms.  ///

sMaLL FIrMs FuNCTIoN 
dIFFereNTLY

It comes as no surprise to small and medium sized enterprise 
(SME) suppliers that they have to fit into their large firm 
customers’ requirements and needs with little chance to 
negotiate, whether that be in relation to design or product 
specifications, quality standards, environmental management 
processes, or CSR. But there is something quite different 
about social responsibility for SMEs. In contrast to large 
firm corporate social responsibility, small business social 

responsibility is much more closely entwined with the very 
identity and core values of the firm, its owner managers’ 
integrity, the workers, their families and the community in 
which they operate. Whereas large firm CSR is driven by 
communications of their formal and explicitly defined socially 
responsible initiatives, small firm social responsibility is 
much more implicitly related to the firm’s way of working. In 
other words, large firm CSR focuses on talking about CSR. 
Small firms are much more about being socially responsible. 
Drawing on earlier work by Dirk Matten and Jeremy Moon[i], 
we refer to this as respectively explicit CSR communication 
and implicit CSR communication in the article Corporate 
social responsibility (CSR) communication and small and 
medium sized enterprises: The governmentality dilemma of 
explicit and implicit CSR communication, published in Jan, 
2019, in Human Relations.
Our research has found that looking at CSR from the SME 
supplier perspective reveals a series of dilemmas which 
result from large firm CSR communication expectations on 
their suppliers. At the extreme, rather than raising standards 
across the supply chain, myopic transfer of large firm 
expectations to small firm settings could have the opposite 
effect. We have found that SMEs have to navigate three 
resulting dilemmas relating to their authenticity, values and 
identity.

IMPosed CoMMuNICaTIoN as saLe 
ouT For VaLues

First, asking them to formally communicate their CSR 
requires them to effectively ‘sell’ their values, CSR and ethics 
(we call this ‘authenticity commercialization’). This implies 
that SME managers experience a tension when they have 
to employ their implicit core values for external branding 
purposes. Second, rather than look to their own values as 
guidance, SMEs are required to prioritize and adopt those of 
their customers. We call this ‘values control’ which makes 
SME owner-managers feel that externally defined requests 
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  CSR communication impacts on organizations in 
multiple complex ways, and not always for the good.

  Small business social responsibility is closely 
entwined with identity, core values, its owner 
managers’ integrity, the workers, their families 
and the community in which they operate.

  SMEs have to navigate three resulting dilemmas 
relating to their authenticity, values and identity.

  SME managers experience a tension when 
they have to employ their implicit core 
values for external branding purposes. 

  SME owner-managers feel that externally defined 
requests for certain elements in their CSR reporting 
are imposed upon their own internally held values. 

  SMEs are being asked to identify with the 
global supply chain standards defined by 
others with no knowledge of the SME identity, 
distinctiveness and local context. 

  CSR communication is important to drive CSR 
practices – but if not carefully negotiated, 
contextualized and embraced, CSR communication 
may endanger the CSR impact itself. 

  No organizational size or shape has a monopoly 
on social responsibility and ethical practice.

KEYS
TAKEAWAYS
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With kind acknowledgements to Ksapa. First published via the Ksapa 
blog.

CLIMaTe CHaNGe Is aLreadY a KeY 
rIsK FaCTor For CoMPaNIes

1. Companies keep making decisions that are disconnected 
from current climate realities

The way in which climate issues and corporate practices are 
disconnected is striking.

On the one hand, climate risk already materializes 
through its technical, financial, social and reputation 
impacts. Very tangibly, the successive summer heat 

The 9th EcoAct benchmark 
assessing de-carbonization 
of FTSE 100 companies 
is scathing: 85% of these 

large companies do not have 
a strategy to meet their climate 

challenges. Farid Baddache, CEO of 
the sustainability consulting, impact 
investing solutions, and advocacy 
mission-driven firm Ksapa, contends 
that the board members of these 
companies – and of others – have 
an urgent role to play in accelerating 
the taking into account of climate 
issues by companies.

THE ROLE Of BOARDS Of DiRECTORS  
TO ACCELERATE BUSiNESS  

CLiMATE ADAPTATiON
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First of all, in order to create a common vision within the 
Board, a prospective analysis of the company’s resilience in 
climate scenarios comparing a trajectory at 1.5°C with other 
trajectories (we are currently moving towards 3 or 4 degrees) 
must have been developed and discussed within the Board 
of Directors. This not only helps to understand the issues, 
but also to see the urgency and operational gaps that can be 
taken on a trajectory of 2 or 1.5 degrees, for example. Hearing 
stakeholders and experts can make the exercise more 
concrete and operational in order to integrate climate realities 
into the operational reality of the company.

Based on this long-term vision, a risk mapping must be 
proposed and validated by the Board of Directors. As science 
progresses and the understanding of business impacts 
improves, this mapping must be updated regularly and at 
least every 3 years. It also makes it possible to calibrate 
the mapping taking into account regulatory or contextual 
changes (evolutions in customer and consumer expectations, 
for example).

The Board of Directors may delegate one of its members, 
or a committee to regularly monitor these issues in order to 
anchor climate issues in the daily reflection of the Board.

2. Concrete climate commitments as part of the company’s 
strategy

It is the responsibility of the Board of Directors to ensure that 
climate issues are integrated into the company’s strategic 
and operational processes. 5 key points can be deployed in a 
coherent way:

Ensure that the company’s general management sets 
greenhouse gas emission reduction targets within a 
1.5-degree trajectory, focusing on the most significant 
exposure risks depending on the nature of its activities. For 
an energy-intensive industrial production company,” scope 
1” will be essential. On the other hand, for a retail company or 
one that is highly exposed to carbon risk in its supply chain, 
particular attention will be paid to “scope 3”.

Integrate climate issues into strategic (strategic plan, 
investment plan…) and operational (product choice, customer 
risk assessment…) decision-making processes. Particular 
attention to dialogue with employees and business partners 
is essential to ensure the roll-out of a relevant and engaging 
operational approach.

Establish the climate issue as a cross-cutting issue and not 
delegated to an internal expert. Depending on the degree 
of risks or opportunities brought by the climate issue, 
leadership may for example fall to the strategy or compliance 
department.

Share and report information by aligning reporting activities 
with TCFD recommendations (ideally sector-specific, when 
available).

Innovate in the processes of enhancing individual and 
collective performance. The Board may introduce climate 
objectives into the individual variable compensation of 

executives. For example, in the real estate sector, the Board 
may also change the economic relationships between the 
lead structures and the vehicles carrying the real estate 
assets (interest on quasi-equity, intra-group fees, etc.) to 
reflect the climate effort and take it into account in the 
valuation of the entities and offer the prospect of collective 
performance.

THe Board oF dIreCTors Is No 
douBT INFLueNTIaL oN CLIMaTe 
Issues

The climate issue is urgent, and is already part of the daily life 
of companies. It is not a question of future generations, but of 
present adaptation.

In response, it is the Board of Directors that has many levers 
at its disposal to understand and drive a strategic and 
operational approach. ///

waves have already shown how much the constructions 
were not technically adapted, how much the investments to 
be provided for their adaptation were significant, whether for 
public authorities or companies, and how much the insufficient 
management of these heat waves posed public health 
problems for the entire population, and not only for the most 
vulnerable segments of it.

On the other hand, however, day-to-day decision-making in 
companies continues to underestimate these risks
This is the case for the automotive sector, with the European 
Commission suspecting that some car manufacturers have 
inflated the figures for the baseline CO2 emissions, hoping to 
be subject to less ambitious targets to be met in the context 
of new European standards.

Thus, many discussions and strategies project the climate 
issue onto paths to 2030 or 2050. A way to create distance, 
and to speak about the responsibilities of today’s decision-
makers for future generations. This is an error of judgment. 
Youth has identified it well, since it does not project itself into 
a world to bequeath to “its grandchildren”. The youth who 
revolt are asking for accountability for themselves.

2. Companies called upon to act not for future generations, 
but already to adapt themselves to rapidly changing realities

The reality is different. Not only is science progressing and 
alarmed to see its forecasts at 2050 approaching and risking 
to be realized more around 2040. But climate change is not 
solely part of the operational reality of companies in 5 or 10 
years. It is already a reality.

More surreptitiously, climate change is changing many 
aspects of how a company operates on a daily basis. For 
example:

The high greenhouse gas emissions (direct and indirect) 
of certain transport or consumer activities are changing 
customer expectations and purchases. The aviation industry 
has become emblematic of these issues

The emotion generated by the Amazon fires, for example, 
is creating a new diplomatic mobilization, and is pushing 
hundreds of investors to become more demanding on the 
companies in which they are shareholders by deploying a 
code of good conduct for a zero deforestation strategy.

Employees say they are concerned that their company will 
become more actively and quickly involved. Interesting 
signs, billionaires are helping to pay for climate protests, for 
example.

Since 2018, the Bank of England or the Banque de France 
have had the idea of an imposed climate stress test. This 
necessarily changes the way the financial sector (lenders, 
insurers) plans to finance the real economy, and at what cost.

Boards oF dIreCTors aNd 
CLIMaTe adaPTaTIoN oF 
CoMPaNIes. 8-PoINT aCTIoN 
ProCedure

The Boards of Directors have a duty to take an urgent and 
in-depth approach to ensure that companies take the climate 
issue seriously. Here is an 8-point procedure.

1. Direct periodic involvement of the Board of Directors

Climate issues must be reviewed periodically by the Board of 
Directors, based first of all on the 3 following elements: This is 
an 8-point procedure.
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Before going deeper into the concept of a smart city and 
its link with energy transition, it is essential to understand 
what a city is. As such, a city is a local area and territorial 

system based on the interdependency if its players, more preci-
sely on three main types of relationships between them: functio-
nal relationships (physical exchanges of information, goods and 
people), hierarchical relations (ensuring the functioning of the 
area through frameworks and management) and competitive or 
synergistic relations.[1] In this light, a city can be characterized by 
relations between all its players, including its inhabitants – both 
being interdependent. From this definition, we will attempt to see 
how to render the city more intelligent or “smart”– the objective 
being to establish if, and at which conditions, smart cities could 
indeed be the future model for our urban areas.

sMarT CITY – THe WHaT aNd THe 
HoW

Within an increasingly urban society, the intelligent or smart 
city is considered as one of the solutions to improve the sus-
tainability as well as the functionality of urban clusters. The 
main objective is to improve the management of the city via 
optimising flow and networks. But there are several defini-
tions of what smart city actually means.

Within the framework of the 
Collective Report of the Energy 
Transition Stakes course 
delivered by Prof. Laurence de 

Carlo, ESSEC Business School, 
students Joaquim Martin, Thomas 

Nivet and Quentin Riblier look into 
the track record of smart cities to 
define a set of factors for a city to be 
truly smart.

wHAT DOES IT MEAN TO BE A 
SMART CITY IN THE CONTExT 

Of ENERGY TRANSITION?

The intelligent 
or smart city is 
considered as one 
of the solutions 
to improve the 
sustainability 
as well as the 
functionality of 
urban clusters. 
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New Songdo, in South Korea, is another pertinent example 
that can be cited. This ultra-modern city in the suburbs of 
Seoul, was built in less than ten years. An archetype of the 
sustainable city, as such Songdo is often mentioned as a 
model of the ultra-connected smart city: everything had been 
planned to optimise mobility, waste management, the well-
being of its inhabitants and the city’s electricity management.
[8]  Despite its economic success and reputation, the city 
still has trouble in attracting dwellers: a few, well-off families 
settled there, seduced by the quality of services, but Songdo 
counts only approximately 258,500 inhabitants, 4,600 are 
expatriates, whereas Seoul is populated by nearly 18 million 
inhabitants.[9] It seems that the strong planning of the city 
missed important factors: not easily reachable from Seoul, 
lack of soul coming from poor social diversity, lack of privacy 
due to a large system of surveillance, and an electricity ma-
nagement developed with NICT but the production of which is 
still a source of great carbon dioxide emissions[10]

Thus, it appears difficult to make an ex-nihilo city appealing. 
Citizens have to make it their own – because that is one of 
the founding principles of the city. The ex-nihilo cities men-
tioned above were built with the goal of maximum efficiency 
but did not show enough social or economic fabric upon their 
creation. In such cities, inhabitants appear as spectators of is 
construction and development: contrarily to a traditional city, 
the setting up of various hospitals and clinics, shops, schools 
and other places have not been designed progressively 
according to people’s needs but are created and organised 
primarily to make the city the most effective and efficient 
as possible. As such, it is the inhabitants that must adapt to 
their environment. When choosing one’s city in which to live, 
people will, moreover, give priority to the social aspects and 
customs rather than settling in a technological centre without 
a soul. A smart city must subsequently take into account the 
importance of the things that bring people together and must 
try to satisfy their true needs, rather than searching for an 
abstract optimisation which will, in fact, make the city more of 
a technological shop window.

As such, the advantage in transforming an existing city into 
a smart city in comparison to building an ex-nihilo city is the 
prior existence of this urban, economic and social fabric. This 
does not prevent the improvement of the city’s features which 
most need to be made smart.

sMarT CITY deVeLoPMeNT 
INITIaTIVes – WHaT WorKs

Today, there are many smart cities development initiatives 
in already-existing cities such as Stockholm, Amsterdam or 
Malmö in Sweden. Northern Europe is not the only region 
where they are being developed, but some of its countries 
include several cities which are shining successes on the 
subject.
Studying the case of Malmö’s reconversion enables us to 
highlight many important characteristics in the creation of a 
smart city. Indeed, we may consider that the ecological suc-
cess of this city, which at the end of the 1980s went into de-
cline through the closure of its shipyard, began at the end of 
the 1990s with the construction of an 8-kilometre long bridge 

linking the city to its neighbour, Copenhagen. This bridge 
enabled a central issue regarding smart cities to be tackled: 
the connection between areas and mobility. Thus, a low-tech 
solution like a bridge can contribute to make a city smart.

This will, moreover, attract a variety of new players, already 
including pharmaceutical companies and Microsoft, who will 
add to the region’s dynamics. At the end of the 1990s, the 
city was also selected to host an exhibition devoted to the 
city of the future. As such, the local municipality decided to 
re-energize the run-down districts of the 1980s-1990s by 
hedging their bets on ecology. In this way, the Vastra Hamnen 
port district, then the Augustenborg district began to deve-
lop rapidly: 1,500 eco-designed homes, with 60,000 homes 
supplied with 100% wind-generated electrical supply, waste 
water capture for Vastra Hamnen, waste sorting to produce 
biogas, the use of rain water for toilets, rooftop gardens, etc.
[11]. if all these initiatives work, it is also thanks to a strong 
citizen engagement in everyday ecological practices. To ac-
celerate the energy transition, the municipality involved local 
and regional stakeholders and sought to develop appropriate 
ways in which the inhabitants could take part. The experience 
of Malmö has nevertheless a limit the local authorities work 
on: rents are higher in the growing smart part of the city.

This shows the relevance of setting up public consultation 
schemes – like in Reykjavik – where citizens are at the heart 
of the change and can propose debating themes and vote for To quote a couple of examples, let’s look at those provided 

by the European Parliament and the Paris Climate Agency. 
According to the European Parliament, a smart city is “a city 
that seeks to tackle public issues through solutions based on 
information and communication technologies that include 
a multitude of stakeholders whose partnership is centred 
around municipal authority”[2] , whereas the Paris Climate 
Agency believes that the notion of a smart city is based on 
the “use of information and communication technologies by 
a City to improve the management of its natural resources, its 
sustainable economic development, its inhabitants quality of 
life or even their democratic participation”.[3] We can notice 
that these definitions rely on one essential prerequisite: the 
massive use of New Information and Communication Tech-
nologies (NICT).

The concept of the smart city has become extremely popu-
lar over the last few years. Public authorities have tended to 
apply the concept to many types of urban project with mixed 
results – as we will see.

The several definitions of a smart city show that there is no 
ideal model of smart city. On the contrary, the abusive use of 
NICT may even harm the urbanisation of a city.[4] Techno-
logical innovations must be steadily and moderately imple-
mented in order to obtain a coherent set of solutions rather 
than an indiscriminate mass of innovative choices. As we will 
see, in the end the objective seems to be one of giving priority 
to simple and practical NICT for use by inhabitants, accor-
ding to their needs and priorities. Indeed, it is which and how 
NICTs are used that will ultimately render the city smart and 
not their sole presence.

THe FaILure oF sMarT CITIes eX-
NIHILo: THe LessoNs

We can distinguish two, distinct types of smart city: those 
created out of nothing – ex-nihilo – and those stemming 
from a partial or more substantial transformation of an exis-
ting city. The first type of smart city might seem much easier 
to achieve – mainly from the fact that external constraints are 
absent, leaving space for total freedom in the architecture of 
the city, in the choice of technologies to implement, or even 
the materials and tools used. However, the various expe-
riences of these cities created “from nothing” have so far not 
been shining examples of success.

One of the most striking examples is that of Masdar City, 
the construction of which should have been completed in 
2016, and which will finally be achieved, in the best scena-
rio, in 2030.[5] The ambition of the project launched by Abu 
Dhabi was to build the first ever zero carbon, zero waste city 
in the world. But for the time being, only a few students and 
researchers inhabit this “city” which still lacks a social and 
economic fabric to fully deserve the name. More specifical-
ly, its objectives lack coherence with the style of life around 
it. As such, this semi-ghost town is still only a mirage and 
the contradictions between the much-lauded low energy 
consumption and the actual results are far from satisfac-
tory, as emphasised by Radia Lahlou, a Moroccan student: 
“Masdar City is a pioneering ecological initiative, but when 
you leave the campus you discover a way of life that is geared 
towards over-consumption. In the city it’s aircon all year 
round and where big cars reign” [6] even though a clean trans-
port network and electric cars are there to get you around 
town.[7]
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ideas within the framework of improving the city on a website 
baptised ‘Your Priorities’. The Reykjavik municipality has also 
set up educational programmes in schools and colleges. A 
smart city must in effect also include its citizens, considered 
as smart, i.e. able to contribute to strategic local decisions 
when well informed and trained,[12] to develop better.

Luc Bélot, a politician expert in digital matters was entrusted 
by the French Prime Minister to draft a report on the future 
of smart cities (Rapport sur l’avenir des smart cities)[13]. 
He proposed to ‘place the citizen experience at the heart of 
developing public policy’. This means not thinking of citizens 
solely as users but as players in their own right. This supports 
the theory of the importance of appropriating the region – 
enabling strong citizen engagement to develop.

Reykjavik has thus empowered its citizens to contribute to 
the improvement of their cities by mobilizing their knowledge 
and experience. In this dimension of exchange and dialogue, 
some cities use the sharing economy to help develop their 
smart city. The Sharing Seoul Initiative, set up by the city’s 
public authorities, enables citizens to share public and private 
resources. Begun in 2012, by 2019 the initiative grouped 63 
sharing services (car sharing with SoCar, sharing of goods 
between neighbours with Biliji, etc.) via the Sharehub platform.

While digital technology can be one of the keys in developing 
smart cities, it doesn’t mean that new technologies should 
always be developed. First, it is necessary to collectively think 
and discuss about the multiple and concerned players’ priorities, 
including citizens, knowing the potentialities of digital technolo-
gies. Then the use of some of them, and of low-tech solutions, 
can be considered. For example, in Jakarta, through the Twitter 
account ‘Nebenger’, more than a thousand requests for car-sha-
ring are recorded every day. And Twitter is not a NICT anymore.

Strong citizen involvement and an integrated ecology 
conscience also enable citizens to develop ‘plogging’ – a 
practice coming from Scandinavia that consists in jogging while 
picking up litter and waste. Indeed, Facebook groups have been 
formed in Paris to organise groups to do exactly that.

As such, we can observe that the success of smart cities and 
of smart city initiatives are strongly linked to their population 
and its involvement regarding its local area. Smart cities thus 
develop around their specificity and in a steady way over time 
– an opportunity that an ex nihilo created city cannot allow.

CoNCLusIoN

Through this report we have seen that the use of NTIC is 
insufficient to create a smart city but that it is indeed a vector 
of success. These new strategies can be deployed within the 
framework of a wider strategy based on the needs of inhabi-
tants and regional actors. Indeed, smart cities can only come 
into being if they are thought out and planned with its citizens. 
It is a matter of putting citizens at the heart of the urban deve-
lopment process in order to render the governance of the city 
intelligent. It is also for that reason that a smart city relying on 
a pre-existing social and economic fabric has more chances 
of meeting with success than an ex nihilo-created smart city.

Finally, the main stakes in leading a smart city project to 
successful achievement are indeed to reply to today’s major 
debates/issues: the ecological transition and the creation of 
collaborative initiatives between citizens and their environment. 
///

Sources:
1. GéoConfluences (2015), Systèmes de ville : système urbain, ENS Lyon ; 
2. European Parliament Européen (2014), Mapping Smart Cities;
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EECKHOUT;
4. Sennet R. (2012), No one likes a city that’s too smart;
5. Roger S. (2016), Le Monde, Au milieu du désert, le mirage de Masdar ; 
6. Roger S. (2016), Le Monde, Au milieu du désert, le mirage de Masdar ; 
7.  http://www.masdar.ae/en/masdar-city/detail/masdar-transportation-

competition;
8. Philippe Mesmer (2017), Le Monde, Songdo, ghetto de riches;
9.  Sibylle Vincendon (2017), Libération, A Songdo, en Corée, une ville « 

techno » au cordeau ; 
10. Philippe Mesmer (2017), Le Monde, Songdo, ghetto de riches ; 
11.  Toute l’Europe : Article du 24/11/2015 https://www.touteleurope.eu/
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du 06/11/2016 https://www.consoglobe.com/malmo-exemplarite-
environnementale-cg;

12.  Nesta: 10 people-centred smart city initiatives: [https://www.nesta.
org.uk/news/10-people-centred-smart-city-initiatives];

13.  Rapport au Premier ministre sur l’avenir des smart cities par Luc 
Bélot d’avril 2017 http://www.gouvernement.fr/sites/default/files/
document/document/2017/04/rapport_smart_city_luc_belot_
avril_2017_definitif.pdf%5D
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Related research: Fujisawa Sustainable Smart Town: Panasonic’s 
Challenge in Building a Sustainable Society, Communications of the 
Association for Information Systems, Volume 42, 2018

Profs Mihoko Sakurai of 
International University of 
Japan and Jiro Kokuryo 
of Keio University explore 

how Panasonic adopted a 
sustainability strategy for the future 

through the building of the Fujisawa 
smart town.

fROM CEMENT TO  
SiLiCON AND BEYOND

The Fujisawa case 
shows the way 
toward creating 
new services 
that consider 
economic, 
environmental, 
and social 
sustainability.
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CHaNGING LaNes

Panasonic was founded in 1918 as Matsushita Electric 
Housewares Manufacturing Works, a company aimed 
at creating things of value, starting with electrical fix-

tures. Over the decades, it stuck to that philosophy as it sup-
plied Japan—and the world—with objects that made everyday 
life easier and lifestyles more colourful. From bicycle bulbs to 
mobile phones and TVs, Panasonic had the home covered.

However, rising standards of living came at a cost—that of 
general environmental degradation and urban population 
concentration. Added to this was the fact that the industry 
in general was shifting from goods-based to services-
based, and the market size of electrical goods in Japan 
was shrinking. As such, it became imperative for Panasonic 
to create a new business area to achieve economic 
sustainability.

http://rmap.iuj.ac.jp/profile/en.b742213d424a80b4.html
https://www.iuj.ac.jp/
https://www.iuj.ac.jp/
https://k-ris.keio.ac.jp/html/100000009_en.html
https://www.keio.ac.jp/en/
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Other key areas of focus to ensure that this project became 
a reality were energy, security, mobility, wellness, and com-
munity. All of these were aided by information and commu-
nication technology (ICT). For energy, Panasonic simulated 
household energy consumption and installed solar power 
systems and lithium-ion batteries to store energy and reduce 
transmission losses, as well fitting a smart home energy 

management system (HEMS), providing residents with 
a report on their energy consumption and helping Pa-
nasonic to achieve the goal of zero CO2 emission rates.

The ecosystem had the added advantage 
of being able to provide residents with a 
three-day power backup in case of emer-

gencies. Further drawing from the ex-
perience of the Great East Japan 
Earthquake of 2011, the project 
aimed at securing disaster 
supply kits so that people could 

also have access to emergency 
lifeline supplies over a 

three-day period.

In addition, Panasonic installed solar panels in the common 
areas to generate 100,000 kilowatts per hour, and catered for 
the neighbouring regions’ residents to use to emergency elec-
trical outlets for charging cell phones in times of crises. It also 
aimed to reduce water usage by 30% compared to 2006.

MIsCHIeF, THou CaN’T Be aFooT

As regards security, the township includes the perspective of 
maintaining an open environment while ensuring safety. This 
means that there are six points of entry, 50 security cameras, 
and LED street lamps that cover the entryways, parks, public 
buildings, and major roads.

To top it all, intrusion detectors, fire detectors, and emergency 
alarms are installed in homes, and a security concierge was 
appointed to give a human perspective. Residents can also 
see the photos (using a tablet computer at home) taken by 
the security cameras in the parks to ensure the safety of their 
children. This new security service, which ensures security 
by creating an invisible gate, was dubbed the “virtually gated 
town”.

Further, mobility is taken care of as residents have at their 
disposal the usage of shared electric bikes and cars for the 
payment of fees. Mobility in the township also includes the 
delivery services and people have the option to visualise the 
location of their packages through the TVs installed in their 
homes.

CoMMuNITY WeLL-BeING

In order to ensure that the township actually catered 
to the needs of its residents, people from different 

age groups met to plan the design of a ‘wellness 
square’, which includes a special nursing home 

for the elderly, retirement housing, schools, 
and medical facilities.

These facilities are not a one-time 
offering but are planned evolve over a 
100-year timeline with, for instance, 
an ambition to establish an integrated 
community care system allowing 
residents to share their health infor-
mation and various services, such as 
medical and nursing care, with the 
pharmacy.

The ‘town portal’, via which people 
can connect and exchange informa-
tion and know how to avail services 
provided is one more example of 
community-building. Another is that 
since 2015, people have begun to 
share skills by starting activity clubs 
and promoting lifelong learning.

/ 101100 \
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This notion of sustainability has been the subject of much 
focus and has been further extended towards environmental 
and social goals, reflected in management and business as 
the Triple Bottom Line. Aligning itself with this notion, Pa-
nasonic had in 2007, announced its ‘Eco Ideas Declaration’, 
which in its own words is ‘our commitment to the accelera-
tion of environmental management’.

Further, after five decades of operation in the Fujisawa 
region, in 2008 Panasonic shut three of its factories. And as 
it chalked out a vision for its business, the local government 
in Fujisawa wanted the space to be repurposed for educa-
tion, welfare, and R&D. It also wanted Panasonic to take into 
account the neighbouring areas as well.

a CeNTurY Here or THere

Panasonic established a project team tasked with redesi-
gning the factory site. And after much thought, the company 
decided to recreate the site as a town where ‘people could 
live environmentally and socially sustainably with all needed 
services and facilities at hand’.

This is where Panasonic’s 100-year experience came into 
use. As a producer of innovative lifestyle solutions, it was sui-
tably positioned to develop an ecosystem that went beyond 
mere functionality by incorporating practicalities for the 
present and an evolutionary vision for the future—in this case, 
the next 100 years.

BrINGING eNerGY To LIFe

As such, the project, Fujisawa Sustainable Smart 
Town (SST)—which began with a collaboration 
between Panasonic and Fujisawa’s local govern-
ment—was based on the principles of reducing 
carbon dioxide emissions, being self-sufficient 
in energy, and using energy efficiently.

This gave birth to the notion of ‘bringing 
energy to life’, for energy was considered 
the basis of healthy living in a peaceful, 
interactive and secure environment. But 
all this meant getting a reliable energy 
source that was able to incorporate the 
idea of how people perceived living in 
a town should be.

This was important because the idea 
of living meant not living a detached 
lifestyle in a home but as part of the 
larger fabric of the town, with its 
detached houses, commercial and 
apartment complexes catering for 
around 3,000 people. This involved 
addressing such issues as eating, 
working, learning, and connecting in 
a collective manner and what sort of 
energy demands these might make.

CooPeraTIoN Is KeY

Though the concept of a smart, energy efficient home was not 
new, it was the first time that Panasonic worked on creating 
an entire township built along that idea. The project, which had 
already been delayed to 2011 because of the 2008 financial 
crises, became more ambitious. As such, unable to handle every-
thing on its own, by 2017 Panasonic had roped in 20 
different organisations to help it achieve this.

The alliance was useful for it was based 
on a set of rules that embodied the 
original notion of the project, and 
simultaneously allowed the various 
companies to add value by bringing 
something different to the table. For 
example, parcel delivery was not ori-
ginally planned to be carried out from 
a distribution centre, but was done so 
after a transportation company made 
a case for the use of electric vehicles 
that would perform this activity from 
the centre to each home—
thereby decreasing the 
use of energy and 
fuel in the 
town.
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What is also wished for is that people feel a sense of solidarity 
during emergencies, and to that end Panasonic has created 
disaster-assistance groups which would help adversely 
affected residents to return to everyday life.

Access to the network was granted—on a trial basis—to 
residents of the neighbourhood regions as well. People could 
then avail of services such as information on store discounts, 
resource management (lending and borrowing items), and 
security and crime.

GeT BusY LIVING

By providing these facilities, Panasonic shifted its approach 
from product-oriented to service-oriented, for it offered 
residents services as part and parcel of a new town’s deve-
lopment. And focused on creating an ambiance of familiarity 
in the township so that residents would be encouraged to 
become part of the community.

Moreover, Panasonic’s effective information systems strategy, 
aligned with its goals, played an important role in increasing 
the impact of the technology it had to offer. The organisation 
also found a way to administer the collection of service fees, 
establish grounds for collecting such fees in the case of de-
tached households, and play the role of a gateway regarding 
the data of the residents, who were still the owners of their 
data.

As such, Profs. Sakurai and Kokuryo contend that the Fuji-
sawa SST case shows the way toward creating new services 
that consider economic, environmental, and social sustaina-
bility. And allows Panasonic to change the history of sustai-
nable living. ///
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  Rising standards of living have come at a cost—
that of general environmental degradation 
and urban population concentration.

  As a producer of innovative lifestyle solutions, the 
nearly 100-year old Panasonic was suitably positioned 
to develop an ecosystem that went beyond mere 
functionality by incorporating practicalities for the 
present and an evolutionary vision for the future.

  Energy was considered the basis of healthy 
living in a peaceful and secure environment.

  Key areas of focus to ensure that this project became 
a reality were energy, security, mobility, wellness, 
and community, and all of these were aided by 
information and communication technology (ICT).

  Panasonic also installed solar panels in the common 
areas to generate 100,000 kilowatts per hour, and 
catered for the neighbouring regions’ residents to 
use to emergency electrical outlets for charging 
cell phones in times of crises. And also aimed to 
reduce water usage by 30% vis-à-vis 2006.

  Consider as many perspectives as possible. Here, 
development was looked at from the lens of the 
town, the people, the homes, and open space to 
create an environment of a ‘virtually gated town’.

  It is important that a sense of solidarity be shared 
and that an ambiance of community-building be 
fostered if such a project is to be successful.

  Information systems (IS) strategy, aligned with its goals, 
plays an important role in increasing the impact of 
the technology it had to offer. Further, novel solutions 
need to be developed to continue to be profitable.

TIMES HAVE 
CHANGED

An alliance with a purpose

Time to follow
@The_CoBS
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As part of Government plans for the UK to be net zero 
by 2050 national emissions will be reduced as far as 
possible, and the rest balanced by schemes to offset 

an equivalent amount of greenhouse gases (GHGs).

Tree-planting will play a part; the process of converting light 
energy into chemical energy via photosynthesis absorbs CO2 
and emits oxygen. However, this natural capacity is limited 
by one key factor: land mass. As our climate crisis deepens, 
tree-planting strategies will only take the country so far before 
it reaches a dead end – or the UK’s coastlines.

If the GHG emissions created by any country exceed the ca-
pacity of a forest equal to its land mass, then that nation must 
look to other sources in order to ameliorate its pollution.

In 2019, the UK created more than 450 million tonnes of 
carbon dioxide equivalent (tCO2e) GHG emissions. To remove 
this level of pollution via photosynthesis would require more 
than 580 million acres of forest. That’s a land mass nearly 

Frederik Dahlmann, Prof. of 
Strategy and Sustainability at 
Warwick Business School, 
and Justin Sutton-Parker, 

PhD fellow in IT Sustainability 
and Northern Europe Director at IT 

multinational Citrix, see the post-
pandemic as a great opportunity for 
companies to review and plan new 
IT strategies that are consistent with 
addressing climate change.

With kind acknowledgements to Warwick Business School. This 
article is republished from My Green Pod.

THE COST Of RUNNiNG IT iS 
THE NExT SUSTAiNABiLiTY 

CHALLENGE

The emissions 
created by running 
computer devices 
and data centres 
– plus commuting 
to and from 
work – are areas 
with significant 
potential for 
improving carbon 
footprints.
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https://www.wbs.ac.uk/about/person/frederik-dahlmann
https://www.wbs.ac.uk/
https://www.linkedin.com/in/justin-sutton-parker-514b48/?originalSubdomain=uk
https://www.citrix.com/?utm_content=bufferd63e0&utm_medium=social%2520media%2520-%2520organic&utm_source=linkedin&utm_campaign=Corporate%2520Organic
https://www.citrix.com/?utm_content=bufferd63e0&utm_medium=social%2520media%2520-%2520organic&utm_source=linkedin&utm_campaign=Corporate%2520Organic
https://www.wbs.ac.uk/news/the-cost-of-running-it-is-the-next-sustainability-challenge/
https://www.mygreenpod.com/subscribe/
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Combined, the UK service sector produces more than 20m 
tCO2e of IT-related emissions annually. It would take 24 mil-
lion acres of forest to balance up that level of pollution – or a 
woodland almost half the size of the UK.

UK businesses need to consider new ways and means to 
shrink their corporate carbon footprints. Adopting bold steps 
to measure, account for and reduce GHG emissions through 
innovative sustainable IT solutions is critical if the UK is to 
achieve net zero by 2050.

The emissions created by running computer devices and data 
centres – plus commuting to and from work – are areas with 
significant potential for improving carbon footprints. As the 
UK looks to a post-COVID future with a Government pled-
ging to back green energies this presents a great opportunity 
for companies to review and plan new IT strategies that are 
consistent with addressing another urgent global challenge.
///

Related research: Dahlmann, F. and Bullock, G. (2020) 
«Nexus thinking in business: analysing corporate responses 
to interconnected global sustainability challenges», 
Environmental Science & Policy, 107, 90-98. Dahlmann, F., 
Stubbs, W., Raven, R. and Porto de Albuquerque, J. (2020) 
«The ‘purpose ecosystem’: emerging private sector actors 
in earth system governance», Earth System Governance, 
100053.

10 times the size of the UK and more than 70 times larger 
than the country’s current available woodland. It’s reasonable 
to say that, mathematically, the UK is currently relying on 
the rest of the world’s forests to clean its air. Consequently, 
we need to examine all realms to find new ways to reduce 
emissions.

susTaINaBLe IT, BusINess aNd 
MaNdaTorY rePorTING

One of the possibilities is sustainable IT in business. Business 
plays a significant role in the UK’s GHG contributions due to 
the country’s geographic and socio-economic profile.

Transport is the largest contributor, emitting 26 per cent of 
all pollution caused by 808 billion annual passenger miles. 
It’s followed by energy supply (25 per cent), business (17 per 
cent), agriculture (10 per cent) and waste management (four 
per cent). But due to industry’s need for goods to be trans-
ported, employees to commute and operations to be powe-
red, UK business contributes significantly to the top three 
GHG emission sources.

The UK Government recognises this; since last year, all 
quoted companies operating in the UK, large unquoted com-
panies and large limited liability partnerships (LLPs), Govern-
ment departments, non-ministerial departments, agencies 
and non-departmental public bodies have been subject to 
annual mandatory GHG emissions reporting.

The organisations subject to this newly expanded legisla-
tion are categorised as the ‘service sector’. They collectively 
employ 16.1 million people, with 10.7 million working in large 
companies and 5.37 million in the public sector.

This represents 50 per cent of the UK’s total workforce 
(32.4 million). The service sector consumes 32 per cent of 
all UK electricity, with 11 per cent attributed to the use of IT 
solutions. As a result, IT is the service sector’s third largest 
consumer of electricity behind lighting (14.5 per cent) and 
cooling and ventilation (13.4 per cent), creating an estimated 
7.8 million of annual tCO2e GHG emissions.

IT GHG emissions are typically accounted for by organisa-
tions as scope 2 – indirect emissions from the generation of 
purchased electricity, steam, heating and cooling. But there 
are also scope 3 – all other indirect emissions that occur in 
a company’s value chain – ‘people-based’ GHG emissions 
associated with business IT.

aCCess CoMes aT a PrICe

Companies are only slowly realising their wider impacts and 
responsibilities. Statistics indicate that almost 11 million 
service sector workers commute by car and 67 per cent use 
computers to conduct their work. This equates to almost 
31 billion car miles per year being travelled to access IT sys-
tems, generating 12.6 million tCO2e annual emissions.
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  The UK has made it mandatory for all 
large companies quoted in the UK to 
implement GHG emissions reporting.

  As part of the UK’s bid to reach net zero 
by 2050, tree-planting will play a part: the 
process of converting light energy into 
chemical energy via photosynthesis.

  In 2019, the UK created more than 
450 million tonnes of carbon dioxide 
equivalent (tCO2e) GHG emissions. 
To remove this level of pollution via 
photosynthesis would require more than 
580 million acres of forest – equivalent 
to 10 times the size of the UK.

  The service sector accounts 
for 50% of the UK’s workforce 
(32.4 million) and consumes 32% 
of all electricity, with 11 per cent 
attributed to the use of IT solutions.

  11 million service sector workers 
commute by car and 67 per cent use 
computers to conduct their work. 
This equates to almost 31 billion 
car miles per year being travelled 
to access IT systems, generating 
12.6 million tCO2e annual emissions.

  Adopting steps to measure, account 
for and reduce GHG emissions 
through innovative sustainable 
IT solutions is critical.

  The emissions created by running 
computer devices and data centres 
– plus commuting to and from work 
– are areas with significant potential 
for improving carbon footprints.

  This presents a great opportunity 
for companies to review and 
plan new IT strategies.

TAKEAWAYS

http://dx.doi.org/10.1016/j.envsci.2020.02.022
http://dx.doi.org/10.1016/j.envsci.2020.02.022
http://dx.doi.org/10.1016/j.esg.2020.100053
http://dx.doi.org/10.1016/j.esg.2020.100053
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For the 
Change 
Makers

The Executive MBA

Our Executive MBA is the perfect way  
to learn face-to-face without the need  
to step out of full-time work. Study  
part-time in Warwick or London.

 wbs.ac.uk/go/GVExecMBAW

READER'S NOTES

https://www.wbs.ac.uk/campaign/executive-mba/?utm_source=council&utm_medium=freeadvert&utm_campaign=councilbusinessandsociety?utm_source=wbs_go&utm_medium=any&utm_campaign=gvexecmba


READER'S NOTES

FOR MANAGERS, ENTREPRENEURS, LEADERS, INSTRUCTORS 
AND THOSE WITH AN INTEREST IN RESEARCH WITH AN IMPACT.

DOWNLOAD OUR COBS RESEARCH PODS AND BOOKLETS!

Ramp up your knowledge, improve your teams, gain in leadership, reshape your 
business or give your teaching, training or coaching a new dynamic.

Click HERE

https://www.council-business-society.org/downloads
https://www.council-business-society.org/downloads


Thanks for sharing this stuff,  
teaching innovation is one  
of the best points I found

here, keep up the good work. 
Best Regards.

Fek

Hi, I like your articles everyweek. 
Your writing style is witty, keep 

up the good work!
Anon

I absolutely love your blog and find a 
lot of your posts to be what precisely 
I’m looking for. I wouldn’t mind publi-

shing a post or elaborating on a lot of 
the subjects you write regarding here. 

Again, awesome blog!
Rudolphe H.

It’s a pity you don’t have a donate 
button! I’d most certainly donate to 

this fantastic blog! I suppose for now 
I’ll settle for bookmarking and adding 
your RSS feed to my Google account. 
I look forward to new updates and will 
talk about this blog with my Facebook 

group. Chat soon!
Alena Vayon

I blog often and I genuinely thank you 
for your information. This article has 

really peaked my interest.  
I’m going to take a note of your 

website and keep checking for new 
information about once per week.  

I opted in for your Feed as well.
Baten

This is one of the best sites  
[for articles] I have ever visited.  
We all need to support women  
entrepreneurs in every aspect.  

The content is very informative.  
Thank you for sharing it.

Ashwin These articles or blog posts are 
genuinely wonderful and I routinely 
move them on to my college students 
who’re facing/struggling with exams and 
research competencies – they listen to 
you in a very way they really don’t to me! 
Moinc

This is inspiring and thought-provoking. 
As businessmen, we indeed need to 

learn to live with sustainability and mind 
and we should also learn how to respond 

to environmental emergencies.
Chelsea L

I love the advice for students about 
fostering intellectual curiosity. It seems 
like this can lead to a love and passion 
for almost anything, especially the 
energy sector. My brother in law is very 
interested in futures trading. He’s looking 
into energy market reports. 
Jake G

Thanks for a marvelous posting! I really 
enjoyed reading it, you happen to be a 
great author. I will remember to bookmark 
your blog and definitely will come back 
later on. I want to encourage you to 
continue your great work, have a nice 
morning!
Lanny Battaglino
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Inter-school

Student
projects

Exchange
of Faculty  
to teach business and 
society modules within 
existing programmes.

Communication
and visibility
via the Council 
Community website 
and blog featuring regular 
articles, research and opinion
pieces on issues relating
to leadership and 
governance, diversity, 
sustainability, business 
ethics, energy, employee 
health and entrepreneurship.

Joint courses
and course
modules  
bringing together  
the CSR expertise of  
the member 
schools’ Faculty.

Global 
forum
on critical issues at  
the crossroads of business 
and society involving 
academics, students, 
policy-makers, NGOs 
and professionals.

A 
bank of shared 

educational
materials between 
member schools with an 
international dimension, available
for use in classes, courses 
and programmes.

White papers  
and position papers
on issues key
to business and society.

A 
quarterly 

eMagazine
featuring impact articles 
on CSR issues.

Council

Faculty
research
projects

The Council on Business & Society:

What we do

Student
Surveys
summarising how our 
students view key issues 
facing business and society.

A Student CSR 
change-maker
competition
bringing together the 
students of all member 
schools and all programmes 
to write a CSR-oriented 
article, with a certificate, 
prize money and appearance 
in Global Voice.
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https://www.council-business-society.org/activities


Business and Society

Getting involved

A singular presence
with a global mission

REACH US
The Council on Business & Society website:

www.council-business-society.org

The Council Community blog:  
www.councilcommunity.org

 the-council-on-business-&-society

 @The_CoBS

 https://www.facebook.com/OfficialCoBS/

 https://www.instagram.com/official.cobs/

Reduce, Re-use, Recycle
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https://www.council-business-society.org/
https://councilcommunity.org/
https://www.linkedin.com/company/the-council-on-business-&-society
https://twitter.com/The_CoBS
https://www.facebook.com/OfficialCoBS/
https://www.instagram.com/official.cobs/



