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Preface

Following the XXI International Congress on Public and Nonprofit Marketing—
TAPNM 2022, under the theme “Uniting Marketing Efforts for the Common Good:
a challenge for four sectors,” we envisioned a book that would bring together some
research contributions on this topic, addressing the multiplicity of dimensions and
approaches to tackle social challenge from a marketing perspective.

The call for chapters was answered with a substantial number of insightful contri-
butions addressing multiple facets of marketing in the context of public and non-profit
organizations, involving a diversity of stakeholders, including private corporations,
which also contribute to the establishment of the social economy. We received a
number of submissions from a wide range of themes. The selected chapters reflect
the multifaceted approaches on how public, social, and corporate organizations can
join efforts to contribute to the social economy and foster social change. We are
delighted to share the final result.

We have collected recent research focused on the convergence of profit, public,
non-profit, and social organizations and the joint efforts from governmental and
non-governmental partners, corporations, and civil society at large to address social
issues. The diversity and complexity of societal problems, which in several cases
were compounded by the COVID-19 pandemic, call for a collective social effort and
innovative solutions. By taking ownership of community well-being and fostering
partnerships, different stakeholders can share responsibilities to build a better future
and strengthen the common good. We are living a particularly relevant time for the
emergence of innovative approaches to marketing applied to specific sectors entailing
social implications, as is the case of health, higher education, or territories.

The book brings together a number of empirical and conceptual chapters, best
practices and case studies, theories, and insights into public and non-profit marketing.
It is composed of thirteen chapters organized in five parts. Part One focuses on the
process of social change for the common good. Chapter “Meaningfulness, Social
Impact, and Legitimacy: A Critical Literature Review of Definitions of the Concept
“Purpose-Driven Branding” tackles purpose-driven branding and the measuring of
social impact. It consists in a literature review, and the topic is structured in different
categories, which allows the identification of dimensions that deserve future research.
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Chapter “LGBT Brand Activism: A Research Agenda on How to Be Committed
to the LGBT Conversation” not only conceptualizes this idea of purpose-driven
branding under the assumptions of brand activism, but also proposes a future agenda
of research. Chapter ““To Adopt or Not to Adopt, That is the Question”: Are Social
Marketing Strategies Effective to Stimulate Animal Adoption?” explores the topic
of social marketing to conduct behavior change by examining the case of animal
adoption.

Part Two emphasizes the key role of non-profit organizations in the process of the
fourth sector. Chapter “Scientific Contribution in the Field of Nonprofit Governance:
A Bibliometric Analysis” explores non-profit governance through a bibliometric
research, and Chap. “Crisis Management and Planning in Portuguese Nonprofit
Organizations During the COVID-19 Pandemic” addresses the process of planning
by non-profit organizations to face challenges and crises, specifically by exploring
the lessons learnt with the COVID-19 pandemic.

Parts Three, Four, and Five dwell on the application of marketing to different
sectors. Part Three presents contributions on territorial marketing. Chapter “Double
Visual Identity of the Place Brand: Coat of Arms and Logo. The Case of Poland”
explores place branding and the management of place identity, and Chap. “Marketing
as a Management Tool of Biosphere Reserves to Achieve Agenda 2030 Goals”
focuses on the process of branding a natural territory, positioning place marketing
on the agenda to achieve Sustainable Development Goals.

Part Four discusses topics of health and well-being. Chapter “Value Co-Cre-
ation Activities Role in Patient Well-Being in Online Healthcare Communities”
presents a contribution on healthcare communities under the framework of the fourth
sector. Chapter “Healthvertising on Food Packaging and Its Impact on Consumers:
A Systematic Literature Review” analyzes the topic of healthvertising in food pack-
aging and presents a literature review to discuss social outcomes and research oppor-
tunities to improve health literacy and promote healthy diets via better purchasing
choices. Chapter “Influence of Socio-cultural Pressure on Internalization of the Thin
Body Ideal and the Effect of Fitness Advertising Endorsers (Thin Versus Over-
weight/Realistic)” researches the impact of body shapes in fitness advertising and
discusses the psychological effects of endorsers in advertising.

The last part focuses on marketing in higher education. Chapter “Organizational
Culture and Knowledge Management: An Empirical Study in Brazilian Higher
Education” shows how organizational culture affects knowledge management in
higher education institutions; Chap. “Students’ Satisfaction with Education Service
in Public Versus Private Higher Education Institutions in Transitional Economies”
discusses differences in student satisfaction with educational services in both public
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and private institutions; and finally, Chap. “Understanding the Role of University
Social Responsibility in Destination Marketing” explores the role of higher educa-
tion institutions in terms of social responsibility, particularly regarding the promotion
of tourism destinations.

Braga, Portugal Ana Maria Soares
Beatriz Casais
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Social Change for the Common Good



Meaningfulness, Social Impact, )
and Legitimacy: A Critical Literature oo
Review of Definitions of the Concept
“Purpose-Driven Branding”

Marc Lunkenheimer and Alexander H. Kracklauer

Abstract The term “purpose-driven branding” is on everyone’s lips. Despite its
popularity, however, there is a lack of conceptual clarity. The so-called “purpose-
washing” is only one possible consequence of this, if it is not clear what business
research actually means by the term. This study examines current definitions of the
term in the context of a critical literature review and analyzes them critically with
regard to their conceptual quality. The definitions examined come from 38 works
published in English and German over the past seven years. They fall into three types,
defining purpose-driven branding in terms of either meaningfulness, social impact,
or the legitimacy of entrepreneurial action. However, all three types are deficient in
their current form, because they are not clearly defined in terms of content or do not
meet formal requirements. We therefore suggest that further research should strive to
create conceptual clarity so that the term can be profitably operationalized for future
business research.

Keywords Purpose-driven branding + Definition - Concept * Analysis

1 Introduction

Why do I exist? Why do I get up in the morning? Why should I work for this or that
company? What is the purpose of my actions: earning money, buying things, and
consuming? All people seem to ask themselves these very questions at some point
in their lives: The question of the purpose of their actions and what gives their lives
meaning.

Recently, companies have also begun to ask themselves the question of their
purpose. Whereas economist and Nobel Prize winner Milton Friedman used to
describe increasing profits as the only purpose of companies, this mentality seems
to be changing. Against the backdrop of worsening ecological, social, and economic
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problems, broad public demand is emerging for a reorientation of companies toward
creating meaning and giving themselves and their entrepreneurial activities social
legitimacy (Scholz, 2020). One focus of the debate is on purpose-driven branding.
This means offering people a meaningful orientation through consumption, which
makes them feel part of an ethical collective, which in turn is reflected in a feeling of
belonging and the significance of their own actions (in this case, the act of consump-
tion). Purpose-driven brands address socially relevant issues and present themselves
as an “ethical” alternative to conventional consumerism.

But what exactly is purpose-driven branding? As up to date as the debate is,
its subject matter is not very well differentiated. Many authors criticize the lack
of a scientific definition of purpose-driven branding (Alegre et al., 2017; Bruce &
Jermonim, 2020; Freundt et al., 2021; Hajdas & Kleczek, 2021; Neff, 2019). Also,
the terminology used is not always consistent. This paper aims to present the current
status of the research literature, identifying the terms used for branding of this kind
and examining their conceptual quality. In this way, research gaps can be identified
and connections made to possible future research in this field.

Methodologically, the work takes on this task in the form of a critical litera-
ture review. The purpose of this approach is to systematically present and critically
analyze the currently accessible knowledge about the concept of purpose-driven
branding. First, the procedure used for the literature research is explained, and criteria
for the evaluation are presented. Afterward, the results are presented and explained in
detail. A discussion follows, including critical reflection on the results and checking
for criteria of conceptual quality. A conclusion summarizes the research gaps that
emerge and offers further thoughts.

2 Method

The research was performed from July through August 2021 using the electronic
ABI/Inform Global Database via the communication network of Neu-Ulm University
of Applied Sciences, Germany, as well as Google Scholar. The search for relevant
publications was based on the search terms “purpose-driven branding,” “purpose
brand,” “sinnstiftende Marke,” and “sinnstiftendes Markenmanagement” appearing
in the title, abstract, or keywords. The range of search terms is due to non-uniform
terminology as well as the linguistic inaccuracies resulting from translations of the
term into German. English- and German-language publications were considered. In
order to reflect the current debate at the time of the search, results considered were
limited to those published in 2014 or later. The selection process took place in three
stages. The initial search yielded 1,294 records. These were checked for relevance
to the research question based on the titles and abstracts. After exclusion of non-
relevant publications, the title list still contained 183 records. These were checked in
the full text to see whether their subject matter was explicitly defined. Works without
definitions were excluded (Fig. 1). The final list included 38 titles (see Table 1).
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Fig. 1 Selection process for the literature search

This paper takes a critical review approach (Snyder, 2019). Critical reviews are
useful when there is little coherence among the studies reviewed and thus less
construct and concept clarity. These reviews aim to assess, critique, and summarize
the literature to form a basis for the development of new theoretical perspectives.
Since the literature on purpose-driven branding is highly heterogeneous (embracing
qualitative, quantitative, and conceptual work), a critical approach was chosen.

The topic of purpose is booming. As a result, numerous publications are currently
appearing on this topic. Often, the topic is treated in a general context, as in “Pur-
pose and Entrepreneurship” or “Purpose and Organization.” However, since this
review deals specifically with the relationship between purpose and branding, no
publications were considered that did not explicitly refer to the topic of “branding.”

3 Results

The review shows that the concept of purpose-driven branding has been in use
for a long time, albeit expressed in varying terminology (Kilian & Miklis, 2019).
However, it remained relatively unnoticed in the research literature for many years
(de Wit & Meyer, 2014). Since 2019, however, the number of publications about
it has increased significantly, especially in the management literature. Management
literature is characterized by having specialists and managers as its target group
and conveying practice-oriented knowledge to support everyday professional life.
This recent increase in visibility can therefore be seen as a possible indication of
the increasing relevance of the topic in business practice. However, scientific publi-
cations on the topic have also been accumulating since around the beginning of
2020.

We evaluated how the articles we found define the term “purpose-driven
branding.” For an exemplary overview of definitions, see Table 2. Definitions are
statements used to determine the meaning of a term so that someone who does not
know the term can learn from the definition what its meaning is (Brun, 2016). Defini-
tions name an expression that is to be defined (the definiendum) and give a defining
expression (the definiens) for this purpose. If the objective of a definition is a better
and more precise understanding of the expression to be defined, the definiens must
consist of more comprehensible expressions than the definiendum (Brun, 2016). The
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No

Title

Authors

Publication type

Year

Marken als Sinnstifter

Abbate

Book

2014

On Purpose: Delivering a
Branded Customer
Experience People Love

Smith & Milligan

Book

2015

The Business Case for
Purpose: Friedman, Fink,
and the Battle for the Soul
of Business

Williams

Journal article

2015

Brand Purpose: The
Navigational Code for
Growth

Kramer

Journal article

2017

Competing on Social
Purpose

Rodriguez-Vila et al

Book chapter

2017

Purpose is at the Core of
Branding

Annweiler

Journal article

2018

How Marketers Can
Connect Profit and Purpose

Boncheck

Journal article

2018

The Rise of Social Purpose
and its Impact on Brand
Success

Everitt

Journal article

2018

Do Good: Embracing Brand
Citizenship to Fuel Both
Purpose and Profit

Thompson

Book

2018

10

Fit for Purpose: Wie
Unternehmen Kunden
finden, zufriedenstellen und
binden

Anderson & Zheglov

Book

2019

11

Brand Purpose als Treiber
von Innovationen

Hofmann & Schulz

Book

2019

12

Purpose-Marketing:
Unternehmen als Sinn- und
Wertlieferanten

Reichertz

Book chapter

2019

13

Die emotionale Kraft von
Brand Purpose

Scheffler

Journal article

2019

14

Authentic Marketing

Weber

Book

2019

15

Consumer Perception of B
Corporations

Bianchi

Journal article

2020

16

Purpose: A Foundational
Theory for an
Up-and-Coming Topic

Brendel

Book chapter

2020

(continued)
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Table 1 (continued)
No | Title Authors Publication type | Year

17 | Corporate Purpose—das Bruce & Jeromin Journal article 2020
Erfolgskonzept der Zukunft:
Wie sich mit Haltung
Gemeinwohl und
Profitabilitit verbinden

lassen
18 | Marke 4.0 Esch Book 2020
19 | Brand Purpose in aller Frohne Journal article 2020

Munde. Was gilt es in der
wert-haltigen
Kommunikation von
Marken zu beachten?

20 | Purpose im Kilian & Miklis Journal article 2020
Marketing—erfolgreicher
mit sinnstiftendem

Unternehmenszweck
21 | Agile Marketing Kroger Book 2020
22 | Purpose-Driven-Branding: | Lies Book chapter 2020

Agile Markenfiihrung als
“Brand-Ucation”

23 | Communicating a Mishra Journal article 2020
Company’s Higher Purpose
to Conscious Consumers

Through Online Behavioral

Advertising

24 | Nachhaltigkeit als Platschke Book 2020
Marken-Purpose

25 | The Role of Purpose in Rennollet, Schmidkonz, & Kraft | Journal article 2020

Consumer Choice: A
Comparison Between Baby
Boomers and Millennials in
Germany with a Focus on
Sustainability and

Consciousness

26 | How to Lead a Values-Based | Scales & Biederman Gross Book 2020
Professional Service Firm

27 | Brands on a Mission: How | Sidibe Book 2020

to Achieve Social Impact
and Business Growth
Through Purpose

28 | Purpose-Driven-Marketing: | Stang Book chapter 2020
Marketing-Hype oder
langfristiges Erfolgsrezept

(continued)
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Table 1 (continued)

No | Title Authors Publication type | Year

29 | Purpose “In These Van Deth Book chapter 2020
Uncertain Times”

30 | Brands Taking a Stand: Vredenburg Book chapter 2020
Authentic Brand Activism
or Woke Washing?

31 | Opportunities and Ahsen Journal article 2021

Challenges of Purpose-Led
Companies: An Empirical

Study Through Expert
Interviews

32 | Ethics & Purpose. Mehr als | Betz Journal article 2021
,,Gutes und Sinnhaftes”

33 | Purpose und Vision: Wie Esch Book 2021

Unternehmen Zweck und
Ziel erfolgreich umsetzen

34 | Mega-Macht Marke Freundt et al Book 2021

35 | Activate Brand Purpose: Goodson & Walker Book 2021
How to Harness the Power
of Movements to Transform
your Company

36 | The Real Purpose of Hajdas & Kleczek Journal article 2021
Purpose-Driven Branding:
Consumer Empowerment

and Social Transformation

37 | Brand Purpose and “Woke” | McColl, Ritch, & Hamilton Journal article 2021
Branding Campaigns

38 | Exploring Brand Purpose Mirzaei, Webster, & Siuki Journal article 2021
Dimensions for Non-Profit
Organizations

results of the literature review can be divided into three categories with respect to
the given definiens. Sometimes the question of meaning (“Why?”) is placed in the
foreground; other authors refer to the socio-ecological impact (“social impact”) that
such brands are supposed to have on issues customers care about; while still others
propose something like a social legitimation of such brands (“raison d’étre/license
to operate”) as the defining element of the term.

3.1 Asking “Why?”

The most common definition of purpose-driven branding appeals to the question,
“Why?” The answer to this question is intended to provide a purpose and/or meaning
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Table 2 Exemplary definitions of the term “purpose-driven Branding”

“Why?”

Social impact

Raison d“étre/licence to
operate

“Brand purpose, the ‘why’ of
the brand, is tightly linked to
the brand’s culture and values.”
(Mirzaei et al., 2021, p. 187)

The idea of social purpose
adds a fresh nuance on the idea
of brands making an impact on
the world—it supposes that the
impact will be a positive one,
either in human,
environmental or societal
terms (Everitt, 2017, S. 221)

“Purpose is, according to
current terminology, the
raison d’étre of a brand or a
company.”! (Freundt et al.,
2021, p. 201)

“Purpose has three elements:
Your Why, a bold vision, [and]
a compelling mission.” (Scales
& Biderman-Gross, 2020,
p-19)

“Consumers increasingly
expect brands to have not just
functional benefits but a social
purpose. As a result,
companies are taking social
stands in very visible ways.”
(Rodriguez-Vila & Bharadwaj,
2017)

“Purpose is [...] about the
‘raison d‘étre’ of a company,
which is at the heart of its
activities and provides a
background for all its
activities.” (Ahsen & Gauch,
2021)

“[Purpose is] the ‘why’ of
brand vision” (Thompson,
2018, S. 63)

“Theoretically, brand purpose
can be purely profit
maximization;

however, [...] Brands are
encouraged to go beyond
functional benefits and wealth
creation to focus on broader,
more aspirational
commitments that have an
impact and make a difference
in people’s lives.” (Mirzaei
etal., 2021, p. 187)

“Being purpose-led is vital
for businesses who want to
succeed, who want to win
and retain customers and
talent, and who want to
progress with a ‘licence to
operate’ by all stakeholders
in society.” (Smith &
Milligan, 2015, S. 32)

for what the company does (Anderson & Zheglov, 2019; Betz, 2021; Esch, 2021;
Mirzaei et al., 2021). Why does a company produce what it produces? Why does
a company sell what it sells? Why does a company communicate what it commu-
nicates? The answer to this “Why?” question should have a positive influence on
customers’ reasons to buy a company’s products, investors’ reasons to invest in
it, or potential employees’ reasons to accept a job there (Freundt et al., 2021;
Scales & Biderman-Gross, 2020). A brand that aligns its communication with a
purpose provides all addressees with an answer to this “Why?” question (Scales &
Biderman-Gross, 2020). The manifestation of this answer thus becomes the core of
a meaningful brand (Abbate, 2014).

In addition to the “Why?” question, the relevant literature often also asks “How?”
and “What?” (Esch, 2021; Freundt et al., 2021; Kroger & Marx, 2020; Platschke,
2020). This understanding of purpose goes back to Simon Sinek and his book First

! Original in German: “Purpose ist dem momentanen Sprachgebrauch nach der Daseinszweck einer
Marke oder eines Unternehmens. ”
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Fig. 2 “Golden Circle”
(Sinek, 2009)

Ask Why (2009). In this book, he reduces the question of purpose to the question
“Why?” with his golden circle (“Golden Circle”, Fig. 2) and prominently places the
question not only at the center of his circle but also at the center of every organization.
His text has been instrumental in initiating the debate about the concept of purpose
in its current form. In numerous current publications, therefore, the triad of “Why?
How? What?” can be found.

For Sinek, the question “Why?” is at the heart of every business strategy. The
answer to this question leads to the company’s purpose, the reason the company
does what it does. The answer to the “How?” question indicates how the “Why?”
can be achieved in a way that makes a company better than other providers. The
“What?” question is obviously directed at what products and services a company
offers (Sinek, 2009).

To summarize: A purpose-driven brand is characterized by addressing the meaning
needs of its stakeholders. It provides an answer to the meaning question “Why?”.

3.2 Social Impact

Another way of defining the term “purpose-driven branding” is to note that, in addi-
tion to its economic function, a brand has social influence (Bonchek & France, 2018;
Kilian & Miklis, 2019; Kroger & Marx, 2020; Rodriguez-Vila & Bharadwaj, 2017,
Vredenburg et al., 2020). In some cases, there is also discussion of a “(higher) social
purpose” (Everitt, 2017; Mirzaei et al., 2021; Rodriguez-Vila & Bharadwaj, 2017;
Siuki, 2021). This refers to a concrete goal that is not purely financial. Instead, a
contribution is to be made to the common good, or ecological and/or social goals
are to be pursued in addition to economic ones (Rodriguez-Vila & Bharadwaj, 2017;
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Fig. 3 Shared value as the intersection of social and economic value

Vredenburg et al., 2020). Social or ecological commitment is understood as some-
thing that goes beyond the profit motive of an organization (Mirzaei et al., 2021;
Mishra, 2020; Siuki, 2021). In the best case, economic, social, and ecological bene-
fits go hand in hand, and profit and purpose are united (Bonchek & France, 2018;
Bruce & Jeromin, 2020; Everitt, 2017).

The shared-value approach is frequently referred to (Bonchek & France, 2018;
Brendel, 2020; Esch, 2021; Sidibe, 2020; Smith & Milligan, 2015). The underlying
concept goes back to a 2011 publication by Michael Porter and Mark Kramer in
the Harvard Business Review, in which the authors call for replacing the classic
profit orientation of companies with the generation of shared value as the primary
corporate purpose (Porter & Kramer, 2011). In this context, Porter and Kramer
understand shared value as “creating economic value by creating societal value”
(Porter & Kramer, 2011, p. 77). The goal is to create economic value in a way
that also creates value for society by addressing its needs and challenges (Porter &
Kramer, 2011, p. 64). In this way, shared value can be regarded as arising from two
components, economic value and social value, manifesting in the area where they
intersect (Shormair & Gilbert, 2017), as illustrated in Fig. 3 and explained below.

The intersection of economic and social value refers to a simultaneous increase in
economic and social value. Shared value is therefore created whenever an increase
in financial profit is accompanied by a social or ecological improvement in the status
quo.

Summary: A purpose-driven brand creates a value that goes beyond its usual
profit-oriented function, i.e., the differentiation of its own offering on the market. It
also creates a social or ecological value.

3.3 Legitimacy

The last interpretation of the term “purpose-driven branding” refers to the legitima-
tion of business activities, which finds expression in the raison d’étre of the brand or
the raison d’étre of the entire brand-managing organization (Abbate, 2014; Kilian &
Miklis, 2019). Particularly in English-language literature, one encounters the French
loanword “raison d’étre” (Ahsen & Gauch, 2021; Weber, 2019). In this context, there
is also talk of a “moral purpose” or of purpose as a “moral call for action” (Kramer,
2017; Weber, 2019, p. 46). Purpose-oriented brand management is the pursuit of
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legitimate ends by legitimate means. Economic goals must be in legitimate harmony
with social and ecological concerns, such as fair wages and sustainable production
(Freundt et al., 2021).

In this context, some authors also speak of a “license to operate” that provides
companies with social legitimacy. A “license to operate” refers to the social accep-
tance of companies (Reichertz, 2019; Sidibe, 2020; Smith & Milligan, 2015; Weber,
2019). The term originates from the theoretical field of corporate social responsi-
bility. This “license” is based on the intersubjective perception of the members of
society and cannot therefore be formally acquired. It ensures that corporate value
creation is secured in the long term through social legitimization. The debate about the
concept of purpose is thus increasingly becoming the anchor point of current discus-
sions about responsible corporate and brand management (Freundt et al., 2021).
Companies seeking to implement this concept use brand communication to influ-
ence the world into which their products go as well as, naturally, to create a good
“environment” for their products. But these companies not only explicitly articulate
central cultural and moral values and norms—they also claim to be guided by them
(Baetzgen, 2019; Reichertz, 2019).

To summarize: A purpose-driven brand is one that is characterized by communi-
cating what is legitimate action in relation to society and the environment, while at the
same time revealing the legitimacy of the economic actions of the brand-managing
organization, which itself operates strictly according to these values and norms, thus
legitimizing itself as a member of its stakeholders’ values-based community.

4 Discussion

It has become apparent that definitions of the concept of a brand’s purpose revolve
around three aspects of branding: answers to the question “Why?”, social impacts,
and/or raisons d’étre. The question remains whether these definitions are of sufficient
conceptual quality. Quality criteria for scientific terms are used as a benchmark for
evaluating the definitions. Traditionally, there are five rules for a definition, which
are to be considered as naming characteristics of sound definitions (Table 3). Accord-
ingly, a definition will be considered successful if it complies with these five rules
(Copi, 1998).

For the analysis of the literature studied, three essential aspects of branding were
identified in authors’ attempts to define the term “purpose-driven branding.” The
separation of these aspects served the purpose of systematic analysis; the aspects
themselves are not necessarily sharply distinguishable from each other. In addition,
a few authors used more than one aspect in their definitions. This is indicated by the
following formulations: “These companies, or the communications agencies they
pay, thus perform a very specific service by (a) legitimizing themselves as a moral
authority, (b) describing a certain world, and (c) also formulating how to act in this
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Table 3 Characteristics of a sound definition of a term

Rule Description
1 | A definition should specify the essential If the definition is theoretical in nature, then
attributes of the given concept the definiens must regularly specify those

attributes which—according to the
theory—are of the greatest importance for
understanding and predicting the behavior of
the things denoted by the definiendum

2 | A definition cannot be circular It is clear that when the definiendum itself
occurs in the definiens, the definition explains
the meaning of the defined term only to those
who already understand it

3 | A definition cannot be too broad or too According to this rule, the definiens shall
narrow denote no more and no fewer things that are
denoted by the definiendum

4 | A definition cannot be expressed in Ambiguous terms should certainly be avoided
ambiguous, opaque, or figurative language | when establishing definitions, for the task of
the definiens is to explain the meaning of the
definiendum clearly

5 | A definition should not be negative in The reason for this rule is that a definition is
nature where it can be affirmative expected to explain what the term means, not
what it does not mean

world: they ‘provide’ meaning” (Reichertz, 2019)?; “Companies that are beholden
to their stakeholders must provide social legitimacy, which automatically raises the
question of purpose” (Abbate, 2014). This indicates that each of these three aspects
(meaningfulness, societal impact, and legitimacy) is in itself considered a necessary
condition of purpose-driven branding by some author(s) in the literature. In order
for rule (1) for definitions to be fulfilled, all essential attributes must be considered
in the definition of a term. However, none of the authors examined explicitly takes
all three aspects into account. Further conceptual work is therefore necessary here
to integrate all three aspects into an umbrella concept.

However, the results of the literature review still show conceptual vagueness in
each of the three individual strands, which should be critically analyzed.

Definitions of the first type refer to the question “Why?”, proposing that a purpose-
driven brand is a brand that addresses purpose and offers meaning to its stake-
holders. This type of definition can be seen to be circular: A purpose-driven brand
is a brand that creates meaning and purpose for its stakeholders. The term to be
defined (“purpose-driven brand”) is defined by the very thing in need of defining,

2 Original in German: “Diese Unternehmen beziehungsweise die von ihnen bezahlten Kommu-
nikationsagenturen erbringen also, indem sie a) sich als moralische Instanz legitimieren, b) eine
bestimmte Welt beschreiben und c) auch formulieren, wie in dieser Welt gehandelt werden soll,
eine ganz spezifische Leistung: sie ‘liefern” Sinn”.

3Original in German: “Unternehmen, die ihren Stakeholdern verpflichtet sind, miissen sich
gesellschaftlich legitimieren, womit sich die Frage nach dem Sinn automatisch stellt.”
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namely meaning or purpose-giving. Such a definition makes no semantic contribu-
tion because the question of what exactly makes the brand meaningful and purpose-
driven—in what the meaningfulness actually consists—remains unexplained. Thus,
rule (2) is not fulfilled.

Furthermore, a conceptual inconsistency in Simon Sinek’s work can be traced at
this point. Sinek does not explicitly give a name to what he means by the “Why?”, but
he describes it with a variety of different and apparently related but not synonymous
terms, such as purpose, goal, drive, conviction, and vision. Though perhaps he does
so with the aim of avoiding formal circularity, the result is a conceptual blur. For
taken collectively, these terms denote more things than are actually denoted by the
definiendum. As a definition, then, Sinek’s multifaceted description is too broad and
indeterminate, failing to satisfy rule (3).

This first approach to defining purpose-driven branding therefore needs to be
more precisely specified for further research. In particular, meaning and purpose
should be clearly distinguished so that each can be defined in more detail. This
important distinction has already been pointed out by Bordt (2019). The conceptual
vagueness in the “Why?”-centered approach therefore seems to indicate a research
gap. A promising starting point for addressing it could be provided by Viktor Frankl’s
tradition of logotherapy and existential analysis.

The second type of definition refers to the social and/or ecological effectiveness
of purpose-driven branding: A purpose-driven brand creates value that goes beyond
its actual profit-oriented function, i.e., the differentiation of its own offering on the
market. It also creates a social value. This is an ex negativo formulation and thus
fails to satisfy Rule (5) because of the way it refers to what goes beyond profit maxi-
mization, i.e., to values identified only as non-economic values. Such formulations
are only useful as definitions if the set of non-economic values is not > 1; otherwise,
it is not clear what exactly this formulation refers to, and this definition ex negativo
does not provide semantic added value, because it is supposed to explain what a term
means and not what it does not mean. This makes it clear how important the shared
value concept is in this context, because that concept contrasts economic value with
social value as the only alternative. If the shared value concept is used as a basis, the
exclusion procedure can be used to determine what the term denotes in the context
of this theory.

But the reference to the shared value concept raises a whole new set of questions:
How can it be ensured that a given purpose-driven brand not only is instrumentalized
to differentiate the offer on the market (i.e., ultimately creates economic value) but
also has an actual social value? Can brands have a social impact at all? If so, how
can this influence be described? This leads to the core question of whether brands
are capable of contributing to social change at all. The contributions examined here
do not provide these answers.

Hajdas and Kleczek (2021) have already identified this as a research gap. A
promising approach to further developing the notion of purpose-driven branding
in terms of social and environmental effectiveness could be social practice theory
(TSP) if the goal of a purpose-driven brand is to change consumer behavior. In
describing the effectiveness of transformations, TSP focuses not on the individual



Meaningfulness, Social Impact, and Legitimacy: A Critical Literature ... 15

but on social and collective actions. TSP understands the social practices of an entity
as its configuration of principles (“principles: what is ‘right’ or ‘wrong’”’?), actions
(““actions: embodying the principles of practices, but also requiring the acquisition
of skills”), and resources (“resources used in a specific way for a given practice”).
As Hajdas & Kleczek put it.

By integrating TSP and Branding, we understand that the resources are the products or
services, packaging (materials), distribution (infrastructure), or other solutions offered by a
brand within its strategy; actions are how users use them; and the principles are the norms,
meanings, and rules that users follow when acting in the practice. Consequently, if compa-
nies want to transform consumer practices, they should provide resources (tools, materials,
infrastructure, and knowledge) so that users can implement new practices (Hajdas & Kleczek,
2021, p. 361).

The last feature used in attempts to define purpose-driven branding has been described
in the literature as raison d‘étre or license to operate. This is a figurative expression
being used in the definition. It thus violates rule (4). While such a formulation conveys
a sense of the use of the term, it does not provide a clear explanation of what the
definiendum means. Obviously, companies do not need an actual license to operate,
nor is an authorization to exist necessary. These formulations figuratively paraphrase
what is actually at stake: the question of social legitimacy. However, exactly what
this legitimation consists of and how a brand or the brand-managing organization
legitimizes itself remains completely unspecified in these publications.

Reflecting on business ethics may contribute to the further development of the
concept of purpose-driven branding. The question of the legitimacy of a business is
about the significance of the brand or the brand-managing organization for the just
coexistence of individuals. However, what exactly it means for a business to have a
right to operate has so far remained open, as has the clarification of what moral rights
(such as this one) specifically refer to (Ulrich, 2016). Likewise, what role a brand
must assume to be guaranteed legitimacy in the sense presented here needs further
clarification.

5 Limitations and Conclusion

This study has reviewed the current research literature on the term “purpose-driven
branding” with attention to the definitions contained therein. What this term denotes
seems to be narrowable down to three main aspects. It has been shown, however,
that the three typical definitions have difficulties in terms of form and content. The
definition type 1 (“Why?”) has a circular structure. Definition type 2 (“create non-
economical value”) is a definition ex negativo, which also does not make a semantic
contribution. Definition type 3 (“raison d‘étre”) uses figurative language for defini-
tion, which also does not meet the requirements of a scientific concept. As a result, a
definition of the term “purpose-driven branding” in the sense of a lexical definition
is not possible for all three types of definitions.
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The study is limited in that it selected only publications in German and English.
Future research could follow up to see if there are other definitions in publications
that have a different language focus. Further, these three typical definitions do not
match the quality criteria of scientific concepts. This conclusion is limited by the
very strict definition of definition that was applied. Nonetheless, it became apparent
that in order to obtain a sufficiently clarified concept of purpose-driven branding,
further conceptual work needs to be done in the future. This is typically the task
of philosophy as a conceptual science. Methodologically, an explication in Carnap’s
sense is suitable for this purpose (Carnap, 1959; Siegwart, 1997). An explication aims
at transforming a concept that is useful but deficient from a scientific point of view into
aconcept that is more scientifically respectable. Examples of the kinds of deficiencies
an explication can remedy are a concept’s indeterminacy, its inconsistency, or the
lack of an adequate individuation principle for what it denotes (Greimann, 2012).

Furthermore, a proximity of the concept “purpose-driven branding” to business
ethics theories is remarkable. Two of the three typical definitions can be found, for
example, in the basic dimensions of life-serving business in the context of integrative
business ethics by Peter Ulrich. The concepts could benefit from further theoretical
work in the context of business ethics, to what extent the concept is an application
case of this.
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Abstract The increasing popularity of brand activism has brought social issues to
the fore of brand actions and communications. Showing up during a social problem,
standing up for it and becoming an ally can create new opportunities for brands
to strengthen their relevance or lead to consumer backlash. The LGBT movements
are one of the possible choices for marketers and managers among other activities
such as Black Lives Matter, Me Too and Fridays for Future. However, the brand
activism construct within the context of LGBT conversation is still in its infancy.
To address this topic, we explore how brands are committed to the LGBT conversa-
tion by building inclusive marketing efforts, raising awareness and standing up for
LGBT rights. Based on the review of literature related to brand activism, corporate
social responsibility and woke activism, we explore the many unanswered questions
regarding brand-related interactions with LGBT causes. Relevant insights into the
factors to consider when designing successful LGBT brand activism campaigns are
also discussed. Therefore, concluding thoughts, implications and potential areas for
future research are identified.
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1 Introduction

Despite significant changes in laws surrounding the rights of LGBT people around
the globe, public opinion and laws on the acceptance of these communities remain
sharply divided by region and country (United Nations Human Rights Office, 2017):
more than a third of the world’s countries criminalise loving same-sex relation-
ships and the hostile public attitudes combined with the lack of legal protections
create the perfect storm of violence and discrimination. The ILGA Europe (2022)
report concluded that over half of LGBTI students in Denmark had suicidal thoughts
or self-harmed in 2021 and that 80% of LGBT students feel unsafe at school in
Ukraine. The LGBT issues are one of the most popular causes among the public.
Chinery (2019) shows that 29% of the 122 companies that participated in June for the
Pride month with marketing campaigns registered a spike in-time brand participa-
tion. This activism results in the move of the brands from placing advertisements in
LGBT media to assuming a side in the talk, becoming advocates, allies, and activists,
perhaps. As the LGBT community still faces challenges, the pressure is growing
from stakeholders’ expectations (Palazzo & Scherer, 2006; Wagner & Seele, 2017).
Pursuing the brand’s legitimacy and authenticity in the commitment to the LGBT
conversation is one of the biggest challenges, as its political roots are hostile to
capitalist interests (Kates, 2004), generating what can be called rainbow washing,
referring to brands using LGBT symbols not to originate positive social outcomes
but to boost sales (Batey, 2019). This attention increases during Pride month. On
one hand, this Pride appropriation can be a sign of mainstream acceptance. On the
other hand, it can be a deception of the movement’s heritage. The Porter Novelli/Cone
(2019) reveals that 75% of Gen Z’s will hold brands accountable through researching
to see whether they are being honest about taking a stand. The number of brands
supporting the acceptance of the LGBT community is increasing, advocating for
respect and equality around the world. Why?

Academic researchers know little about how brands are getting involved (Bhagwat
etal.,2020; Zhou, 2021), facing critical challenges, such as (1) the criteria that define a
brand as gay-friendly and the relationship between the perceptions of gay-friendliness
brands and supporting LGBT causes are yet to be established (Vredenburg et al.,
2020); (2) the majority of studies on corporate social responsibility (CSR) advertising
have examined less controversial social issues (Sheehan & Berg, 2018); (3) new terms
as brand activism (Kotler & Sarkar, 2017), corporate social advocacy (Dodd, 2018)
and corporate social justice (Zhang, 2020) need to be more explored; and (4) the
scepticism concerning LGBT brand activism has been left unanswered (Vredenburg
et al., 2020). It is necessary to understand brands’ connections with LGBT activism
and the potential risks of the commercialisation.
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2 Overall Situation

Drawing from the literature on brand activism, this concept is considered a natural
evolution of CSR research and a possible avenue for communication for development
and social change (Kotler & Sarkar, 2017). This connection creates LGBT-friendly
brands (Ciszek, 2017; Oakenfull, 2013). The rainbow, a global symbol of the LGBT
community and social movement, has been adopted by brands for marketing and
commercial purposes (Champlin & Li, 2020).

With an active role in promoting social changes, LGBT activism is more commer-
cialised in nature (Olson, 2017). Still, it’s a new area of research that depends on
strategic communication to provoke social change (Ciszek, 2017), and little academic
interest has engaged brand activism with communication for social change. We
respond to Waisbord’s (2014) call for theoretically sophisticated studies that clarify
the nexus between brand participation and social change as we explore how brands
are becoming activists in the LGBT movement.

Playing around queer imagery without talking much about LGBT people’s current
struggles and lives can be dangerous. According to Porter, social activism must be
understood within business programmes (Porter, 2012, as interviewed in Driver,
2012). Thus, if activism ‘is a form of strategic communication that operates to produce
meaning and create discourses for social change’ (Ciszek, 2017, p. 10), are brands
strategic social agents (Schoenberger-Orgad, 2011)? For Edelman (2018), chief exec-
utive officer of Edelman, there is a new relationship between a corporation and a
consumer, where the functional benefits aren’t enough (Schmidt et al., 2022), and
the act of purchasing is influenced by the brand’s willingness to act with purpose.
Aligned with this perspective, a 2018 empirical study found that 64% of global
consumers boycott or buy based on their stand on societal issues. This is an increase
of 13% yearly (Edelman, 2018). One year later, empirical studies concluded that
consumers argue that too many corporations use social issues as a marketing move
to sell more (Edelman, 2019). Drawing from these different perspectives, consumers’
responses can go from support to boycotting (Schmidt et al., 2022; Xu & Zhoub,
2020).

According to Wettstein and Baur (2016), brand activism is different from CSR in
two aspects: CSR activities gather more consensus and are viewed as positive; CSR
more strongly emphasises actions, and their consequences, than it does inherent
corporation values. Thus, brand activism addresses controversial issues with the
potential to divide the public, being defined by the lack of consensus that can generate
as it faces the absence of a correct response to the social issue involved (Nalick et al.,
2016; Vredenburg et al., 2020). The study of Vredenburg et al. (2020) argues that
brand activism draws from CRS literature and that perception of authenticity depend
on the alignment of activist marketing messages with brand purpose, values and
prosocial corporate actions. The authors also claim that activism is built on inherent
higher purpose values compared with CSR programmes, as the CSR programmes
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emphasise actions and outcomes. As brand activism’s mission is to increase aware-
ness, be vocal, and encourage behavioural and socio-political change, it generates
passionate responses.

For Micheletti et al. (2006), the notion of political consumption is important
to understanding the difference between both tactics. The market purchases by
consumers’ commitment to political, economic and societal development are essen-
tial to engage with social issues. This idea is aligned with corporate social advocacy
activities, defined as a type of corporate activism focused on taking a stand on issues
with strong political roots (Hydock et al., 2020). Bennett (2006) also presents the
global citizenship idea, based on the generations born since 1970. These generations
enjoy the advantages of globalisation, allowing them to consume through beliefs,
supporting the idea that brands have the power to influence the status of citizen-
consumers (Manfredi-Sdnchez, 2019). This perspective is related to activism, which
can be defined as corporation’s public, and political, demonstration of ‘support for
or opposition to one side of a partisan socio-political issue’ (Bhagwat et al., 2020,
p. 1.

To understand the differences between cause-related marketing (CRM) and brand
activism it is important to explore the anchor behind CRM definition, proposed
by Varadarajan and Menon (1988, p. 60): ‘[...] the process of formulating and
implementing marketing activities that are characterized by an offer from the firm
to contribute a specified amount to a designated cause when customers engage in
revenue-providing exchanges that satisfy organizational and individual objectives’.
In fact, CSR is key to the gradual formalisation of CRM, aimed to ‘do well by doing
good’ through a strategic focus (Varadarajan & Menon, 1988, p. 60). Sixteen years
later, Skory and Repka (2004) described CRM as being marketing with a worthy
cause. Currently, itis defined as ‘marketing activities in which company donations to a
cause are based upon sales of specified goods or services’ (Larson etal., 2008, p. 272),
contributing to different corporate goals, like facilitating market-entry, enhancing
brand image and awareness (Docherty & Hibbert, 2003), and creating trade engage-
ment (Varadarajan & Menon, 1988). Brgnn and Vrioni (2001) claim that CRM is more
a rational decision than an altruistic one, considering that brands face a competitive
market where the value of social concerns is escalating and gaining great impor-
tance. However, for Shetty et al. (2019), cause-related statements are a form of brand
activism but not the same. Thus, LGBT brand activism results when brands take a
side in the talk and contribute to the LGBT issue through messaging and practice.
As a form of commitment to the LGBT movement, brands not only stand up against
homophobia and transphobia but also advocate, as strategic social agents, for LGBT
human rights, contribute to eliminating discrimination and act in the public sphere
to build a better world using strategic communication and marketing, producing
meaning, and creating discourses for social change within the LGBT context, which
can generate polarised stakeholder responses. The pursuit of change is the heart of
LGBT brand activism.

Following Mirzaei et al. (2022) study, woke activism occurs when brands take a
public expression of support for or opposition to one side of a controversial issue.
This public stance can be in the form of corporate social and political advocacy,
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which can be related to the construct of corporate socio-political activism, according
to the study of Bhagwat et al. (2020), without forgetting the differences between
them. These socio-political issues are non-consensual matters on which institutional
and societal opinion remains divided. When comparing CSR and corporate socio-
political activism, a major difference is the extent to which the focal issue is widely
favoured rather than partisan. In summary, LGBT brand activism is related to CSR,
CRM, woke brand activism and corporate socio-political activism, but is a distinct
and independent concept that has yet to be elucidated.

3 Brands Connecting with Controversial Issues

To explore the distinctiveness of brand activism, we need to understand the origin of
the construct. The term ‘brand activism’ gained theoretical relevance in 2017 when
Kotler and Sark raised the question that still waits for answers: “When did brand
activism become a thing?’. One year before, the Marketing Science Institute (2016)
classified the issue of whether brands should take such stands as one of the critical
issues emerging in the not-too-distant marketing future. With almost two-thirds of
consumers expecting brands to work to improve the state of society, brand activism
can also be profitable (Accenture, 2018). Brands are being called to get involved.
Hence, it is vital to understand if placing brands as moral actors that promote legal,
economic, social, political or environmental reform (Sarkar & Kotler, 2018) is likely
to help or damage the brand. Nevertheless, brands connected to controversial issues
are not new. Pepsi-Cola’s adoption of the counterculture in the 1960s is an example
of brands co-opting causes for their benefit (Schmidt et al., 2022). However, this was
notable within cause-related marketing. Now, brands are becoming activists in the
socio-political sphere (Maks-Solomon & Drewry, 2020; Vredenburg et al., 2020).
Although the increased number of brands adopting activist marketing messaging,
Maks-Soloman and Drewry (2020) argue that if CSR has been studied extensively,
brand activism remains unexplored.

The LGBT issues are at the heart of this new marketing era. Brands are no longer
primary targets of LGBT activism, but sources of that activism (Ball, 2019; Zhou,
2021). Yet academic researchers know little about these new brands’ commitment
(Zhou, 2021). One of the reasons for this lack of knowledge is the fact of much
research has been concerned with health and political-related domains, ignoring the
marketing context (Anteby & Anderson, 2014; Chan, 2017; Gross, 2005; Zhou,
2021). Tindall and Waters (2013) claim that ‘LGBTQ issues have largely been
neglected by scholars in the strategic communication field” (p. 2658). Zhou (2021)
calls for more research. The adherence of brands to the brand activism bandwagon
has created lots of interest for inquiry into the area of marketing (Mirzaei et al., 2022;
Shetty et al., 2019). Firstly, we should explore the definition and dimensions of brand
activism, as it has fragmented perspectives.

Brand activism, including within the context of LGBT issues, may generate
polarised responses and alienate customers. This makes brands avoid brand activism.
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According to the results of the CMO survey (2018), 178 chief marketing officers
(83%) believed it was inappropriate for their firm to take a side on politically charged
issues. Brands should get involved with social-political issues only when there is
alignment between messaging and practice to be able to authentically connect with
targets (Moorman, 2020; Vredenburg et al., 2020). This is the brand authenticity
claim, supported by research that shows consumers resonate with brands that stay
true to a position (Becker et al., 2019). Engaging with causes in hypocritical ways
generates what Wagner et al. (2009) define as corporate hypocrisy, which they define
as ‘the belief that a firm claim to be something that it is not’ (p. 79). Generally, the
risk of brand activism is associated with the type of issue that the brand supports and
with these risks comes the possibility of backlash and corporate hypocrisy charges.
The LGBT brand communication and the LGBT brand action belong to the wider
construct of woke brands. Following Mirzaei et al. (2022) study, these woke brands
create the expectation that they will fight against discrimination and prejudice as they
are defined through the degree of awareness they try to signal and communicate to
their target audience.

There’s ahuge gap in knowledge and guidelines for active authentic and successful
brand activism strategies, making it hard for brands to operationalise these sugges-
tions to take full advantage of brand activism and to positively contribute to a better
world.

4 Types of Brand Activism

Brand activism definition is widely fragmented, with several proposals from different
scholars (see Table 1).

As more brands stand out for social issues, more definitions for brand activism
are proposed, as Table 1 displays. However, drawing from Maks-Soloman and
Drewry’s (2020) position, academic researchers have different perspectives, most
with common grounds, but that have not yet been integrated into a general under-
standing. For example, if Sibai et al. (2021) claim that brand activists are defined
for their moral competency to create social benefits, Eilert and Nappier Cherup
(2020) argue that brand activism is the commitment to social issues aiming at soci-
etal change by influencing the attitudes and behaviours. Thus, can we consider that
influencing attitudes and behaviours creates social benefits or are the researchers
discussing different things inside the same topic? This doubt remains through the
nine definitions presented above. Nevertheless, we can argue that being purpose
and values-driven is an apparent common belief, from Kotler and Sarkar (2017) to
Vredenburg et al. (2020).

The political nature of brand activism is highlighted by Moorman (2020) but
doesn’t find an echo in the other authors presented in Table 1. Authors like Mukherjee
and Althuizen (2020) or Kotler and Sarkar (2017) argue that politics is one of the
possible dimensions for brands, as they can be activists in more areas, such as social,
business, legal, economic and environmental.
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Table 1 Brand activism: 9 key definitions

Author(s)

Brand activism definition

Defining characteristics

Sibai et al. (2021)

To authenticate brand activism,
controversial strategies must
display moral competency that
is, an ability to pass accurate
moral judgments

(1) an activist brand is a moral
subject (2) that reforms
dominant moral judgments (3)
to promote social benefits

Eilert and Nappier Cherup
(2020)

Brands’ willingness to take a
stand on social, political,
economic and environmental
issues to create societal change
by influencing the attitudes and
behaviours

3 types of influences: normative,
mimetic and coercive

Moorman (2020)

Public speech or actions
focused on partisan issues made
by or on behalf of a company
using its corporate or individual
brand name. The partisan nature
of socio-political issues is a
vital element for brand activism

7 perspectives to guide the
degree brands will be political
actors: brand authenticity;
corporate citizen; cultural
authority; calculative; brands as
educators; political mission;
employee engagement

Mukherjee and Althuizen
(2020)

The act of taking a stand on
controversial social or political
issues for which society has yet
to reach consensus

Vredenburg et al. (2020)

Purpose and values-driven
strategy in which a brand
adopts a nonneutral stance on
issues, to create social change
and marketing success. Implies
intangible (messaging) and
tangible (practice)
commitments. Goes beyond
advocacy/messaging

Identifies four typologies of
brand activism: absence, silent,
authentic and inauthentic

Manfredi-Sanchez (2019)

Communication strategy. Aims
to influence the
citizen-consumer with
messages sustained by political
values. Borrows from the
campaigns of social
movements, copying the
aesthetics of authenticity

Symbolic value and character.
Defence of divisive issues.
Implies alliances. Committed to
authenticity and mastering the
language of the community

Wieser et al. (2019)

Transform markets and society
by shaping what is right/wrong,
worthy/unworthy in the
industries in which brands
operate

(continued)
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Author(s)

Brand activism definition

Defining characteristics

Kotler and Sarkar (2017)

Emerges as a values-driven
agenda for companies that care
about the future of society. The
underlying force for progress is
a sense of justice and fairness
for all. 6 areas of brand
activism: social, business,
political, legal, economic and
environmental

How many consumers are likely
to care? will they believe that
we authentically engage with
the cause? does the governance
sees how and why activism
makes a difference?

Vild and Bharadwaj (2017)

Brands are corporate citizens
and committed to progress on
social goals. Does the strategy
reinforce existing brand

Three domains must be
explored: brand heritage;
customer satisfaction; product
externalities

attributes? What new and
valuable attributes might it
create? Would it be hard for
competitors to imitate?

Taking stands is probably one of the elements that we quickly identify in most
of the authors. Yet, it remains unclear what type of stand researchers are thinking
about. For Manfredi-Sadnchez (2019), taking a stand is developing and implementing
a communication strategy to influence the audience through messages sustained by
political values. To Mukherjee and Althuizen (2020), more than taking a stand, it
is essential that the frame is about a controversial issue, which is also supported by
Sibai et al. (2021).

Finally, authenticity is also one of the common beliefs between authors, which we
explore below. This is one of the elements considered crucial to achieving positive
outcomes. However, the definition has been changing, and the lack of consensus
raises new challenges, which we explore next.

5 Hypocrisy, Truth and Beliefs

Authenticity can make a difference in the outcomes of brand activism campaigns.
The truthfulness of this claim has not been empirically verified as more research
is needed to study and operationalise the dimensions of woke activism authenticity
(Mirzaei et al., 2022). Consumers might condemn activist brands’ tactics they see
as inauthentic (Sibai et al., 2021; Vredenburg et al., 2020), accusing them of ‘woke
washing” (Moorman, 2020), or ‘rainbow washing’ (Clements, 2017). As authenticity
became dominant in the context of why corporations choose to adopt certain socio-
political causes, the construct won different perspectives. Schallehn et al. (2014)
argue that it relates to continuity and consistency with the truth of purposes and
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values. Taylor (1991) claims that ethical and valid engagement with others is a key
pillar to be perceived as authentic.

Citizens are using new forms of engagement and participation, with highlights
for political consumption (Baek, 2010; Kam & Deichert, 2020). According to Baek
(2010), political consumption is the ‘consumer’s decision either to punish or reward
[corporations] by making selective choices of products or brands, based on social,
political or ethical considerations’ (p. 1066). This is aligned with Schmidt et al. (2022)
argument, which claims that consumers tend to support brands on social issues.
However, this support is not unconditional. As consumption gains a socio-political
nature, consumers expect brands to act what they communicate (or preach). When
brands do not deliver on their promises, consumers have the channels to call them out
(Bakhtiari, 2020). More than half of surveyed customers were sceptical of brands’
involvement in social issues, claiming that brands have profit-seeking motivations.
To fight against the trust problem, the promise must be backed by authentic action
(Bakhtiari, 2020). That said, consumers increasingly use their purchase decisions to
support their beliefs and make several demands to brands to use their influence and
power to drive positive societal change. Hence, activism focuses on issues that face
challenges and obstacles in their progress toward a consensual public and institu-
tional opinion (Eilert & Nappier Cherup, 2020). Prior literature lacks an integrative
framework to understand to which extent brands are willing to advocate LGBT accep-
tance in tangible and intangible ways. A central question remains: Whether and how
brands are moving from communicating LGBT acceptance to becoming activists on
LGBT rights?

As Eilert and Nappier Cherup (2020) claim, brand activism relies on exploring
how brands involve themselves in socio-political issues. Hypocrisy, truth and beliefs
will always be side-by-side. The challenge is to understand how.

6 Brand Activism and the LGBT
Conversation/Commitment

The private sector has several opportunities to promote inclusion and respect.
According to the United Nations (UN), organisations have the duty to respect all inter-
nationally recognised human rights, but how can brands truly advocate for LGBT
rights? The United Nations Human Rights Office (2017) developed standards of
conduct for business. The call is to corporations all over the world, which must
follow five conduct standards in four dimensions:

(a) Respect human rights (at all times): stand up for the human rights of LGBT
people in the communities where they do business.

(b) Eliminate discrimination (workplace): zero discrimination in recruitment,
employment, working conditions, benefits, respect for privacy or treatment of
harassment.
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(c) Provide support (workplace): provide a positive environment so that LGBT staff
can work without stigma. Requires businesses to go beyond equal benefits and
take steps to ensure inclusion.

(d) Prevent other human rights violations (marketplace): do not discriminate against
LGBT suppliers, distributors or customers. Ensure that business partners do not
determine and pay attention to abuses a corporation may be implicated in through
their products, services or business relationships.

(e) Act in the public sphere (marketplace): consult closely with local communi-
ties to identify what constructive approaches businesses can take in contexts
where legal frameworks and existing practices violate the human rights of LGBT
people.

Hence, drawing from these United Nations Human Rights Office insights, brand
activism goes beyond messaging but must pay attention to the degree of message
practice. In other words, from advocacy to practice, brands must have broad
marketing strategies, including dimensions such as workplace, marketplace, degree
of commitment and time (duration).

7 Key Aspects and Questions

Brand activism is at a crossroads. How brands advocate and get committed to LGBT
issues (Campbell, 2007; Mazutis & Slawinski, 2015; Shan et al., 2017) still raises
many questions.

Brands taking sides strive to authentically engage with their audiences to accom-
plish their goals and needs and to avoid backlash. Consumers rely on brands to express
this self-concept idea as brands influence consumers’ identity paths (Kirmani, 2009).
That said, brands need to reflect the values that consumers consider important and
have the potential to help them construct who they are (Morhart et al., 2013). Thus,
we need to examine if identification is enough to generate a commitment to the LGBT
cause.

According to Torelli et al. (2012), prior information about a brand is key so
consumers can evaluate CSR information. So, it is important to communicate CSR
initiatives to consumers to create or reinforce awareness (Muniz et al., 2019). But
excessive communication can have the opposite effect, as repetition can lead to
irritation and boredom (Muniz et al., 2019). Fournier and Lee (2009) claims that
people relate to brands in many ways, similar to how they engage people. To better
explore this idea of people that relate with brands socially, within the marketing
literature, it’s important to understand the engagement concept. As a concept with a
wide variety of definitions (Maslowska et al., 2016), we adapt the definition of brand-
community engagement proposed by Wirtz etal. (2013), explained as ‘the consumer’s
intrinsic motivation to interact and co-operate with community members’ (p. 229), to
understand why and how brands are communicating and becoming activists for the
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LGBT issues. Consequently, to create a successful purpose and value-driven brand,
the strategy begins inside-house and then with the communication plan.

As brands can use LGBT issues for several reasons, including to authenti-
cally connect with target audiences, to distinguish themselves from competitors,
to improve brands’ image and win new market segments, or to create change in the
world, we claim that to become a LGBT activist, brands must stand up for human
rights of LGBT people in the communities where they do business, contribute to
eliminate discrimination in the workplace and provide support through a positive
workplace environment, prevent human rights violations and act in the public sphere.

Research into LGBT brand activism could adapt the work of brand political
activism, developed by Moorman (2020), to study LGBT brand activism through
the lens of brands. We would have to consider three characteristics: (a) the brand is
purpose and values-driven; (b) addresses a controversial or polarising socio-political
issue and (c) the brand contributes toward the LGBT issue through messaging and
brand practice. As more brands seek to create well-defined social-purpose strate-
gies (Vila & Bharadwaj, 2017), practitioners need to identify the best social need
to engage with to make positive insights into the brand’s value proposition. Also,
we cannot ignore three domains: brand heritage (Vild & Bharadwaj, 2017), product
elements (Vila & Bharadwaj, 2017), and brand purpose, values, and prosocial corpo-
rate practice (Vredenburg et al., 2020). Moreover, it is relevant to uncover Moorman’s
(2020) perspectives to understand how brands apply them to guide their decisions
about the degree to which they will be activists. These perspectives can be seen as
implicit theories (Zeithaml et al., 2020) that marketers use to position the brands’
role in more significant social issues. Taking into consideration that each perspective
has a set of assumptions about the brand, its responsibilities, role and risks, it can be
important to understand to what extent brands engage in LGBT activism. Moorman
(2020) gives seven perspectives that need to be explored: (a) brand authenticity view;
(b) cultural authority view; (c) calculative view; (d) educators view; and (e) polit-
ical mission view; (f) employee engagement view and (g) corporate citizen view.
Combined with the high societal expectations from the brands (Waddock, 2008), we
can say that consumers, especially millennials, expect brands to act beyond their
commercial goals, pushing brands to assume their activist mode and communicate
their opinion about an issue.

8 To Keep in Mind

Itis important to keep in mind: (1) authentic brand activism is key to generate positive
social outcomes and performance for the brand; (2) values-driven messaging and
practice are vital to the success of any brand activism strategy; (3) theory and practise
demonstrates that the wrong cause and pursuing moderate misalignment of the brand
can originate bad or limited outcomes of brand activism and (4) it is essential to gain
legitimacy and to celebrate solid alliances (Manfredi-Sdnchez, 2019). Legitimacy is
considered nuclear for the survival of organisations (Ellerup Nielsen & Thomsen,
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2018), and therefore of brands. Deeply rooted in the process to seeking ‘approval for
their acts from groups in society’ (Kaplan & Ruland, 1991, p. 320), the understanding
of legitimacy can be pragmatic (connected to the instrumental CSR and framed as
the exchange between a brand and its stakeholders), moral (value-based and framed
as the judgements about the brand’s activities and if them provide social benefits
congruent with the value system of the stakeholders) and cognitive (the outcomes
brands may acquire by being part of the crowd and by conforming to what is taken
for granted by the public) (Suchman, 1995).

The increasing popularity of moral legitimacy creates new opportunities for brands
to become allies in several movements. Considering this, as pursuing legitimacy
includes multiple strategies, communication can be a tool to gain legitimacy, framed
by the CSR communication view. Understood as a documentation discipline, CSR
communication replies to the growing need and expectation for accountability and
transparency in brand activism activities. However, as a rhetorical device, CSR
communication is nothing but ‘a PR invention’ (Amazeen, 2011; Ellerup Nielsen &
Thomsen, 2018). With the above perspectives in mind, brands need to conquer
legitimacy to be part of the conversation. (Ellerup Nielsen & Thomsen, 2018).

9 Conclusions and Avenues for Future Research

As brand-related interactions with causes are increasing worldwide, the potential of
brand activism messages becomes particularly valuable (Vredenburg et al., 2020).
However, brand activism still has many unanswered questions.

The choice of a social cause has been pointed out as crucial by several reports,
researchers and marketing managers, who believe it is essential to have a causal asso-
ciation that relates and connects with the values of the corporation. Nevertheless, this
still doesn’t have clear empirical support. Considering the youth of brand activism,
the future research opportunities are waiting to be explored: (1) the definition is frag-
mented, giving empty spaces for more specific topics (Ciszek, 2017); (2) little schol-
arship attention has engaged brand activism strategy with communication for devel-
opment and social change; (3) researchers lack of knowledge about how brands are
taking sides in the LGBT conversation (Zhou, 2021); (4) there’s no guideline to help
brands to move toward an activist positioning (Sibai et al., 2021); (5) implementing
a brand activism strategy demands congruence between leadership, stakeholders and
corporate social responsibility, demanding a broader scope of investigation to under-
stand how to manage these different areas; (6) developing consumer-oriented studies
and brand-oriented studies to create new and relevant knowledge and (7) promotion
of research about these constructs with context-sensibility and considering all the
different social, political, legal, cultural and geographic realities.

All the possible avenues for future research have theoretical and managerial
implications, namely, (1) thinking about LGBT brand activism and communication
through the lens of business and management; (2) understanding how brands can
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influence policymakers, work with activists and associations, and make the differ-
ence; (3) overpass the historical distrust of LGBT people about brands taking stands
and (4) explore how brands and the community can work together to achieve mutually
positive outcomes.

Future research must embrace the opportunity to deepen the investigation to under-
stand and explain how brands are adopting LGBT activism, overpassing the allyship
and advocacy status. On one hand, the expected theoretical implication is to examine
the nexus between marketing, activism and community. On the other hand, the
expected managerial implication is to identify the relevant factors to design successful
campaigns. In sum, future research may provide insights for researchers, practitioners
and policymakers who believe that brands should have values and motivate societal
change.
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Abstract Thousands of animals are abandoned each year in Portugal. Shelter asso-
ciations as kennels or catteries dependent on municipal or parish councils are over-
crowded and with limited conditions to warrant a good quality of life to all sheltered
animals, despite their continuous and relentless efforts. This paper builds on how
social marketing and its techniques, working on communication strategies through
social media content and followers’ engagement, become relevant in the promotion of
animal adoption from shelters. Hence, the purpose of this paper is to present the results
of a case study of a social marketing strategy employed by a Portuguese non-for-
profit organization dedicated to provide shelter for abandoned animals and promote
careful and responsible adoption. It explores the potential of social media within
social marketing campaigns to alter individuals’ attitudes and behaviours regarding
animal abandonment and adoption in desirable ways. This study contributes to the
literature on social marketing, addressing animal abandonment, a theme that has
been scarcely explored in the area. Two research methods were developed simulta-
neously: (a) a survey about animal adoption to 312 respondents; (b) a case study of a
Portuguese Animal Shelter Association (ASA), including a netnographic approach
to 90 social media publications, which generated 8,637 reactions through emojis,
345 comments with positive feelings, 77 comments with negative feelings, resulting
in 11,389 shares. The findings allowed identifying the reasons that most motivate
individuals and families to adopt animals instead of purchasing them. The most
important reason pointed out by the respondents was empathy for the animals’ often-
precarious situation and life story triggered by a social media publication, which not
previously suggested in the literature. Second, identifying the most relevant elements
in the online communication that influenced animal adoption, which is Publications,
where photographs and videos of animals are shared. Finally, finishing with a set of
recommendations that might lead to the desired social behavioural change explored
in this study, i.e., animal adoption.
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1 Introduction

Concerns about animal welfare have been witnessed growing interest over the last
decades, not only in Europe but across the globe. Discussions on animal welfare
demand a definition on what constitutes animal needs, namely food, water, comfort
and health and invites us to critically think on our ethical responsibility to provide
for their needs. Many organizations and institutions around the world (e.g., the
World Society for the Protection of Animals, the Royal Society for the Protection
of Animals, the International Fund for Animal Welfare, the Animal Legal Defense
Fund) work daily to protect their rights to the point of campaigning together to
achieve a Universal Declaration on Animal Welfare (UDAW) at the United Nations,
hence recognising that this is an issue that needs to be dealt with as part of the social
development of nations worldwide (Bousfield & Brown, 2010).

Some countries have embraced serious legislation to deal with animal welfare
and animal rights issues. Despite the legislation created, associations, shelters and
kennels/catteries are increasingly overcrowded, without physical and financial capa-
bilities to give a dignified life to the animals they welcome. This situation is due to
the overpopulation of stray animals, aggravated by the infrequency of sterilization
campaigns. Hence, situations of abuse, abandonment, especially the abandonment of
companion animals such as dogs and cats and the violation of their rights, continue to
take place in today’s society, constituting a growing problem (Baquero et al., 2017;
Coe et al., 2014). The European Society of Dogs and Animal Welfare (www.esd
aw.eu) estimates more than 100,000,000 abandoned pets in Europe, most of which
in EU member states. In Portugal, according to recent data, around 30,000 animals
are abandoned per year, most of them dogs (National Association of Municipal
Veterinarians, ANVETEM, 2022). Given this context, this paper raises the ques-
tion on how non-for-profit organisations (NFPO) might promote changes in citizens’
perceptions and attitudes towards animal abandonment and animal responsible adop-
tion. To answer this question, it also suggests that the Social Marketing framework
might be utterly helpful to embrace such challenging problem. Social marketing
aims to promote changes in people’s undesirable behavioural, but it might also work
as a powerful tool to appeal and influence citizens to act for a cause. Thus, if well
implemented within NFPO’s communication strategies, it might constitute a valu-
able tool to discourage people to abandon their companion animals, and awaken
and encourage citizens to responsibly adopt animals living in kennels or shelters. In
fact, in social marketing research, this topic has received little attention. The internet
has radically changed the way NFPOs in general, and animal shelters, in partic-
ular, communicate the animals they house for adoption. Thanks to the ease of the
process, the growing adhesion of organizations to social media platforms is noto-
rious, aiming not only at communicating their work but also to raise population’s
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awareness to the problem of animal abandonment and consequently, the urgent need
to find them new homes. However, to what extent is the digital communication effec-
tive in encouraging the adoption of animals? Based on a case study of a Portuguese
Animal Shelter Association (henceforth ASA), this paper explores the potential of
social marketing strategies, and particularly the influence of social media communi-
cation, on the adoption of a pet from a shelter, exploring the following research goals:
(i) understand citizens’ motivations to adopt an animal from a shelter; (ii) diagnose
the social marketing-mix of the shelter, (iii) analyse ASA’s communication in social
media and explore feelings generated in their followers through its publications, (iv)
identify which actions are most frequently taken by followers of social media when
faced with a publication and lastly (v) identify which characteristics of social media
publications most influence followers to adopt an animal.

The paper is organized as follows. It first reviews the theoretical frameworks
adopted to explore the potential of social media as social marketing tools to
reduce animal abandonment and animal responsible adoption. The following section
presents our research methodology, combining two methods of collecting and
analysing data: a survey to 312 respondents and a case study with a netnographic
approach to the NFPO’s presence on Facebook. It then introduces the case study and
findings. Finally, the last sections provide a set of recommendations and concluding
remarks, where we suggest that NFPO’s dealing with animals’ sheltering could grasp
the opportunity to embrace social marketing strategies to better communicate with
their followers, which can contribute to reduce animal abandonment and stimulate
responsible adoption.

2 Theoretical Background

This section is divided in three main theoretical frameworks. First, as this research is
focused on animal abandonment and adoption, it is crucial to understand the magni-
tude and main implications of this social problem. Secondly, the social marketing
framework is presented given its potential and contribution to solve this problem,
in the sense that it entails not just a theory or a set of techniques, but a process
for developing social change programs. Lastly, the third section explores the role of
social media to serve the purposes of social marketing campaigns dedicated to foster
abandoned animal adoption.

2.1 Animal Abandonment Versus Animal
Purchase/Adoption: What Do We Know?

Considerable changes emerge in a family’s domestic daily life with the arrival of a
companion animal. These changes can be positive or negative, considering different
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aspects, especially if the adoption or purchase is not planned and carried out by mere
impulse. Literature on this topic reveals that when pet owners’ perceptions of costs
of bringing an animal home surpasses the benefits, they feel that their expectations
were not met and that no longer are able to keep the animal, leading to their abandon-
ment or relinquishment. Changes in family dynamics, increases in financial burdens,
animals’ needs, difficult adaptation to the new reality, the possible pre-existence of
other animals in the house or even a “too wild” personality of the animal (Hirschman,
1994) are the most common reasons that lead to abandonment of animals. However,
the most frequently presented justification for giving up companion animals and aban-
doning them is the bad behaviour of these animals (Salman et al., 2000). According
to Hemsworth (2003), these and other less positive attitudes towards animals are
associated with less humane behaviour and vice versa.

Several motivations lead to the adoption or purchase of a companion animal.
Previous research revealed that reasons such as companionship, security or protec-
tion, pleasure or happiness, affection or love, companionship for children, prestige,
the common ‘“good” of the family, and the possibility of doing new friendships
through the animal, lead to the adoption or purchase of a companion animal (Enden-
burg et al., 1994; Serpell, 2004). Katcher and Beck (1983) argued that companion
animals could function as a “replacement” for children in families that could not
have them or had lost them. The choice for adoption over purchase is encouraged
for several reasons. Valuing the animal for “himself”, for its personality and char-
acteristics, as well as the possibility of offering a home and dignified conditions to
animals originally in unfavourable conditions are the purposes that lead thousands
of people to adopt pets. These people look for an animal for affective motivations
and not for reasons of utility (Serpell, 2004). On the other hand, there are those who
prefer to acquire a pet instead of adopting one so that they can choose the animal,
depending on its breed and characteristics. The purchase of a purebred animal from a
breeder reduces the uncertainty regarding the costs/benefits compared to adopting an
animal from a shelter, making it possible to study the propensity for certain diseases
allowing to predict the personality and characteristics of the animal in their adult-
hood. Other reasons such as personal development, reaching a certain social status
and the feeling of possession or ownership also lead to a preference for purchase.
This motivation, which translates into a perception of owners in relation to “toy”
animals, or in relation to themselves as creators of status or brands, is considered by
the authors as the dark side of keeping a companion animal (Frank & Carlisle-Frank,
2008).

All these arguments somehow explain the huge number of animals that are aban-
doned across the globe and consequently urge the need to reverse this behaviour. This
paper suggests that social marketing approaches might be of help in this endeavour.
The application of social marketing to animal causes is still very scarce in the litera-
ture. Currently, the objectives of social marketing include educating the population
regarding animal rights and changing paradigms about the food chain. The following
section explores this framework.
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2.2 Social Marketing Framework

The first steps in the study of marketing of social causes, now recognised in the litera-
ture as the social marketing framework, were first advanced by the sociologist Wiebe
(1951) who asked “why don’t you sell effectively [values like that of] fraternity like
you sell soap?” (p. 679). Wiebe argued that advertising could sell social ideals and
shape behaviour, if one looked at a social cause campaign as a product campaign.
Later on Kotler and Zaltman (1971) formally defined social marketing as “the plan-
ning, implementation and control of programs whose objective is to influence the
acceptance of social ideas, taking into account the product, price, communication,
distribution and marketing research” (p. 5). This definition implies the explicit use
of marketing competences to induce desired responses from the audience. From a
different point of view extended the definition of social marketing, by considering it
not just a theory or a set of techniques, but a process for developing social change
programs (Andreasen, 1994, 2002, 2006), and defined social marketing as “the adap-
tation of commercial marketing techniques to programs designed to voluntarily influ-
ence the behaviour of the target audience, in order to improve their well-being and
the society of which it is part” (Andreasen, 1994, p. 110). In 2013, the International
Social Marketing Association (ISMA), the European Social Marketing Association
(ESMA) and the Australian Association of Social Marketing (AASM) proposed
a more encompassing definition: “social marketing seeks to develop and integrate
marketing concepts with other approaches to influence behaviours that benefit indi-
viduals and communities for the greater social good” (2013). Later on, French and
Russell-Bennett (2015) suggested that social marketing is a valuable perspective to
deal with social challenges, by providing social offers framed as products, services
and policies, aimed at influencing citizens’ behaviour.

One important contribution for advancing the field of social marketing was the
proposal of the key aspects of a social marketing campaign by Kotler and Roberto
(1989), encompassing the cause (social problem to be solved), the agent of change
(individual or organisation seeking the social change), the audience (target of the
campaign), the channels (associated with communication and distribution of the
cause), and the change strategy (the program adopted by the change agent to induce
alterations in the target’s behaviour). Years later, Andreasen (2002), and clearly
adopting marketing language to social causes, Andreasen (2002) suggested six
benchmarking criteria to successfully design and implement a campaign. The first
benchmark implies the definition and design of the behaviour change that the social
marketing programme aims to work upon and evaluate. The second benchmark points
toward the need to research and understand the target audience before the interven-
tion. It involves pre-testing the campaign actions to be developed and implemented
and monitoring these actions. The third involves the design of the segmentation
and targeting strategies to safeguard the optimal use of resources, especially when
these are scarce. The fourth benchmark embraces exchange as the central element
of the strategy and is related to the design of creative and attractive motivational
exchanges with the target audience. The fifth, and utterly important, is the design of
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the social marketing-mix, known as the 4 Ps, namely the definition of the product
(creating attractive benefit packages to motivate the desired behaviour change), the
price (minimizing the perceived costs to change to the desirable behaviour), the place
(facilitating the process of behaviour change), and promotion (crafting communica-
tion strategies to target audiences). The last benchmark respects the analysis of the
competition faced by the desired behaviour.

From the set of above-mentioned benchmarks, the social marketing-mix (product,
price, place, promotion) deserves special attention. The definition of the product, in
particular, requires thorough analysis. In social marketing, products refer to desired
behaviours. Hence, what is at stake is the design of the brand strategy and posi-
tioning and the brand personality, namely tone and image. The price does not
relate to the monetary value of the desired behaviour, but the set of “psycholog-
ical, social, geographic, among others rewards and punishments caused by these
everyday behaviours” (Lefebvre & Flora, 1988, cit. in Lefebvre, 2011, p. 62). The
place concerns the efficient and effective distribution of information to the target
audience. That is to say that distribution needs to guarantee that the targeted public
has access to clear and relevant information to help them make informed choices
and change or adopt new behaviours accordingly. These dimensions—product, price
and place—also need to be holistically integrated with the promotion strategy, which
entails designing convincing messages that enable the target audience to grasp the
promising value of exchanging their behaviours (Lefebvre, 2011).

In sum, social causes that involve transformational processes of changing beliefs
and behaviours, as in the case study presented in this paper, will be the most chal-
lenging and hard to accomplish. This includes campaigns that aim to minimize
undesirable behaviours such as animal abandonment (Kotler & Roberto, 1989).

2.3 Bridging Social Marketing and Social Media Platforms
to Promote Animal Adoption

The exponential growth of social media has dramatically changed communications
between individuals, communities and organizations (Kietzmann et al., 2011). The
use of social platforms in the scope of social marketing strategies brings several
advantages. Since it allows to reach larger audiences, it brings obvious opportunities
to define and segment the target audience. Moreover, it also promotes followers
and users’ engagement in long-term relationships with the organisation. When used
correctly, online social platforms enable companies to place users and followers at the
centre of social marketing processes, which in turn are able to promote and stimulate
behavioural changes (Thackeray et al., 2012).

Organizations and followers interact in a variety of way through social media plat-
forms. One of the most common ways of interaction is portrayed by emojis and emoti-
cons that add particular tones and resonances to conversations and allow interlocu-
tors greater ease in interpreting a message. Emoticons are graphical representations
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of facial expressions that allow users to express their feelings and emotions (non-
verbal communication) in a message, helping readers to understand it. Usually, the
emoticon symbolizes the facial expression that the user would have in a face-to-face
conversation (Novak et al., 2015).

Emojis, in turn, are colourful digital ideograms that, not only represent facial
expressions, but also ideas, concepts, activities, animals, objects of interest, among
others, thus allowing some understanding regarding online human behaviour. It
appears that the way a person communicates online versus face-to-face can be
different, which influences the way users are virtually seen by other users (Kaye et al.,
2017). The sentimental analysis of emojis performed by Novak et al. (2015) showed
that online communication on Twitter platform is significantly different whether or
not it has an associated emoji and that there are three sentiment values associated
with emojis: negative—neutral—positive, with the majority of those used being posi-
tive, provoking greater engagement with the other interlocutors. Consumers expose
their reactions and feelings on social media pages, when sharing certain publications,
allowing to analyse the influence they have on those who follow them online. This
analysis facilitates the development of strategies seeking to improve the interaction
between pages and followers.

Presence on social media has been shown to be beneficial for all sorts of organisa-
tions, namely NFPOs. With easy access to platforms, these organizations are able to
convey their messages and purposes to a large number of internet users, strengthening
their impact and allowing greater involvement with their brands. In the particular case
of kennels and animal shelters, research revealed that social media provides means
for efficient communication and allows to reach consumers and impact their percep-
tions, as long as they convey an educational, informative and, above all, consistent
message. Sharing relevant content on networks such as Facebook or Instagram leads
to interaction with consumers and it is through these publications that, increasingly,
a first contact is established for the adoption of an animal (Lampe & Witte, 2015;
Winduwati, 2016).

3 Methodological Considerations

A mixed-methods approach was employed to explore the usefulness of social
marketing tools to the resolution of a complex social problem—that of animal aban-
donment and animal responsible adoption. Two research methods were developed
simultaneously: (a) a survey about animal adoption to 312 respondents; (b) a case
study of a Portuguese Animal Shelter Association (ASA), including a netnographic
approach to 90 social media publications, which generated 8637 reactions through
emojis, 345 comments with positive feelings, 77 comments with negative feelings
and leading to 11,389 shares.



42 M. Videira et al.

3.1 Survey: Procedures and Sample

An exploratory survey was developed, divided into 4 major themes. The first theme
addressed questions about motivations for animal adoption versus non-adoption
versus animal purchase. The second theme focused on the use of social media and
online pages of animal associations followed by respondents, as well as characteris-
tics of publications most valued by followers. The third topic focused, particularly,
on ASA and its presence on digital platforms. Finally, the last topic focused on
retrieving sociodemographic data from respondents. The questionnaire was made
available on the internet and shared on Facebook, Instagram and WhatsApp. A pre-
test was carried out to ensure that the questionnaire was clear and accessible. With
the completion of the pre-test, some changes were made namely on the structure and
the order of the questions. Additionally, the groups of questions were redefined and
funnelled so that, according to the answers, respondents could be referred to different
questions. Typing errors were also corrected and rewritten questions more clearly
and accessible to interpretation.

The target population was defined as individuals residing in Portugal, aged
over 18 years, who have pets and who have an account on the social media plat-
forms Facebook and Instagram. Regarding the sampling process, a convenience
non-probabilistic sampling technique was employed.

3.2 Case Study

The case study was built up to better understand the research goals set up for this
paper. To do so, the first step was to perform an exploratory interview with ASA’s
responsible, which was followed by a netnographic analysis.

3.2.1 Interview

An exploratory semi-structured interview was carried out with the person in charge
of ASA, allowing the collection of information about the association and the chal-
lenges faced by NFPO leading with animals sheltering. For the interview, a script
was prepared, to collect information related to the history of the association and
contextualization of the topic addressed in this paper. The interview was not subject
to rigid techniques of content or thematic analysis, since it aimed at contextualizing
and building up the case study.
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3.2.2 Netnography

To implement a netnographic approach, reactions and user comments were retrieved
from ASA’s Facebook which allowed the collection of comments and reactions from
the shelter’s users and followers. As mentioned above 90 social media publications
were analysed, which generated 8637 reactions through emojis, 345 comments with
positive feelings, 77 comments with negative feelings and leading to 11,389 shares.

Netnography allows the researcher to analyze and interpret users’ reaction to
social media contents and understand their perceptions and feelings, through the
expressions of their opinions and emotions (Kozinets et al., 2018). This methodology
is becoming increasingly relevant, as consumers, regardless of their ages, use forums,
personal pages on the World Wide Web, and many other online platforms to relate
and engage with other persons and organizations. Through netnography applied
to comments and reactions, it was possible to understand the followers’ feelings
generated by ASA’s publications.

The months of February, September and the period from November 16 to
December 13, 2020 were selected for the netnographic analysis of the ASA social
network Facebook. The comments and reactions to the posts were analysed during
the three months: 47 posts on Facebook in February 2020, 21 posts in September
2020 and 22 between November 16 and December 13. The relevance of choosing
these three months was based on 3 aspects:

(a) February is the month after the Christmas season, when animal adoptions are
more pronounced; it was also the pre-confinement month, where the harmful
effects of Covid-19 were not yet felt in Portugal;

(b) September is the post-summer vacation month, when the number of adoptions
decreases and the number of abandonments increases; month in which the effects
of the pandemic were severely accentuated;

(c) November to December is the pre-Christmas season, where usually the number
of adoptions increases.

4 Findings

This section introduces the findings of this study and is organised in two parts. Firstly,
the results of the survey regarding respondents’ motivations to adopt or purchase an
animal are presented. This is followed by the results obtained from ASA’s case study
which was developed from the in-depth interview with their manager, specific ques-
tions about ASA retrieved from the survey and the nethnograpic analysis performed
to their Facebook page.
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4.1 Survey Results

A total of 312 respondents completed the survey, from which 75% were female
and 25% were male and majority are aged between 26 and 35 years old. Regarding
marital status, the distribution is quite balanced with 48.4% of respondents being
single and 44.2% being in a relationship. Because this research deals with bringing
animals home, the type of residence was found to be an important variable. To this
regard, 61.5% of respondents live in an apartment while 37.2% live in house. Table
1 resumes the socio-demographic data.

Table 1 also shows cases that from the total number of respondents, 69% currently
have a dog or cat living in their home. From the universe of respondents with animals
at home, the survey revealed that the majority, 72.4% of respondents, adopted all their
animals while 13.6% indicated that the animals were purchased. 14% of respondents
indicated they had both adopted and purchased animals. Regarding the source of
the animal, Table 2 reveals that most animals were adopted from a private person
or family member (32.2%), followed by animals adopted directly from the streets
(28.5%), from an association (12.6%) and from a kennel or cattery (8.4%). About
respondents who purchased an animal, 14% opted for a breeder while 4.2% opted
for a store.

Respondents were also asked if they adopted an animal they had previously seen
on social media and only a small percentage said they had already done so (29.4%).
Finally, the frequency of carrying out certain actions when respondents came across
a publication of the association or kennel/cattery that they follow on social networks
was also analysed. Table 3 reveals the reactions in social media that were mostly
performed by respondents.

Table 1 Characterization of the sample

% %

Gender Female 75 Type of residence | Apartment 61.5

Male 25 Single family house |37.2

Studio 0.6

Ages 18-25 224 Farm 0.6

26-35 31.1

3645 22.1 | Household type With dependents 44.2

46-55 12.5 Without dependents | 28.2

56-65 10.3 Lone person 16.7

+ 65 1.6 Single parent family | 10.9
Marital status | Single 48.4

Married/Cohabiting | 44.2

Divorced/Separated | 12.5

Widower 0.3




“To Adopt or Not to Adopt, That is the Question”: Are Social Marketing ... 45

Table 2 Source of the animal %
Adopted from a private person or family member 32.2
Adopted directly from the streets 28.5
Animals purchased from a breeder 14.0
Adopted from an association 12.6
Adoption directly from a kennel or cattery 8.4
Purchase at a store 4.2

i3 R i il Ve 1
respondents Ignore 2.13

Click like button 3.99

Make a comment 2.63

Public sharing on social media 3.52

Share by private message 2.84

Hide post 1.15

Respondents revealed their sensitivity to the publications they see on social media,
getting involved in the community of each association, trying to help them in the
dissemination of their messages. Considering the reactions on social media regarding
an animal’s appeal for adoption, Table 4 reveals that respondents show greater
engagement and stimulus to engage with the post when they feel sensitive to the
animal’s situation.

In order to understand what is of interest and relevance in choosing and adopting an
animal through social media, respondents were asked about the reasons that led them
to adopt an animal. The majority (59.6%) indicated that empathy for the animal’s
situation was the most important influencing factor towards adoption, followed by
empathy for the fact that the animal has no family (19.2%). It is thus clear that
the respondents felt empathy for the animal, wanting to improve their life situation.
Animal welfare and quality of life were considered more important than choosing a
purebred animal that met certain physical and personality requirements.

Table 4 Stimulus to engage in social media

Stimulus to engage Like % Comment % Share %
Photo/video 225 8.1 9.4

Text 13.8 12.5 9.4
Animal situation 54.4 42.5 46.9
Connection to the association/Kennel or cattery 3.8 6.3 2.5
Alert others to the post - 20.6 26.9
Other 5.6 10 5
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In contrast, the survey also asked about the obstacles for not having an animal.
Concerning the main obstacles to have a dog or a cat, respondents in this situation
consider 3 main barriers: Lack of space (M = 3.39), Lack of time (M = 3.37) and
Not having a place to leave the animal during the holidays (M = 3.31).

4.2 Case Study: ASA

ASA is a non-for-profit association for the collection and shelter of animals living in
precarious and abandoned situations, located in the North of Portugal. It was born in
2011 to tackle the problem of overpopulation of animals (dogs and cats), providing
them with health care, food and shelter. The association relies on the daily work of
employees exclusively on a voluntary basis. Their space has a current capacity to
shelter about 60 animals. Because every year, there are about 100 animals adopted
through ASA, the rotation of animals due to adoptions, allows to house between 120
and 150 animals per year. It operates in various areas, such as population control of
stray animals, animal adoption, awareness programs to fight against animal aban-
donment, information campaigns on responsible animal ownership, among others. It
also embraces a project aimed at providing monetary help and assistance to people
who take care of packs of dogs alone and to families with animals that are going
through periods of economic need. Additionally, ASA organises “open day” events
to introduce animals to potential adopters, to collect donations and goods and to
communicate its mission.

The association also counts on a charity shop where the money obtained from the
store’s sales reverts to further develop their activities. Funds are also collected from
sponsors and memberships. Furthermore, they created a virtual veterinary hospital
to inform their members, sponsors and followers on the health status of hospitalized
animals and to encourage them to make donations to settle the amounts spent on
healthcare treatments.

The survey employed in this study included two groups of questions, specifically
about ASA. The first set of questions was dedicated to its presence on social media
and the interactions with its community. The second questioned the role of media
in influencing animal adoptions from ASA. Results revealed that most respondents
follow ASA’s Facebook page (63%) and do not follow their Instagram page. For
this reason, this paper only explores the Facebook page. Through the survey, it was
also possible to understand respondents’ reactions when they see a publication from
ASA. Table 5 summarises these reactions and allows to conclude reactions are mostly
translated by sharing the posts (62.1%), followed by the use of emojis (56.1%).
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Table 5 Reactions from %

respondents when faced with

ASA’s publications Share 62.1
Reactions through emojis (like) 56.1
No action at all 18.2
Comments 12.1
Monetary donations 10.6
Goods’ donations 10.6

4.2.1 ASA: Social Marketing-Mix

The ASA marketing mix was analysed from the benchmarks and the social marketing
mix perspective reviewed in the literature review. In total, 10 dimensions were anal-
ysed, which allowed for a comprehensive understanding ASA’s social marketing
strategy. Table 6 provides the characterization of each dimension.

4.2.2 ASA: Netnographic Analysis

Ashighlighted in Table 6, ASA’s communication strategy depends almost exclusively
on social media. According to ASA’s manager, interviewed for the purposes of this
research, around 95% of adoptions come from social media, with the remaining 5%
coming from face-to-face events such as “open days”. They are present in 4 digital
platforms (Facebook, Instagram, YouTube and Twitter), but Facebook and Instagram
have greater expression, with particular emphasis on Facebook. This is followed by
YouTube, where they publish sporadic publications and, finally, Twitter, where the
association realized that it did not receive effective returns. The association also has
its own website to communicate its projects, collect donations and register members
and sponsors of resident animals. This paper only presents the netnographic analysis
of the Facebook page, as it is the platform where the greatest engagement of the
followers is observed.

In order to understand the influence of this strategy and also the presence that
ASA occupies in the digital world, an exploratory study of the publications made by
ASA on the Facebook platform was carried out, comparing the months of February,
September and the period of November 16 to December 13, 2020 as explained
above. Adopting a netnographic view, we sought to study the behaviour and feel-
ings/emotions and dynamics of followers in the online environment. Table 7 show-
cases the netnographic data retrieved, namely, the number of publications, the number
of likes, comments and shares of the publications, the type and number of emojis used
and the types of comments made by followers. It was also possible to extract feelings
and emotions perceived from the comments made by followers, and to understand
which kind of responses are generated by the content shared by ASA. The content
shared addresses the daily life of the association, the medical care that animals inspire,
calls for adoption and donations and shares animals’ stories.
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Table 6 ASA’s social marketing-mix

Product

ASA’s product represents behavioural change, seeking to raise
awareness of animals in disadvantaged situations and
responsible animal adoption

Price

Price includes the barriers that individuals have to overcome in
order to adopt behaviour aimed at responsible adoption, ending
with the abandonment and purchase of companion animals. It
also includes psychological barriers that pet owners sometimes
have to overcome in order to treat animals with dignity and offer
them quality of life

Place

Refers to the association itself as a shelter space and “channel”
for animal adoption and as an entity for behavioural change

Communication

Mostly online, through the social media (Facebook, Instagram,
YouTube) with particular emphasis on Facebook. Through these
platforms, ASA shares the daily life and health stories of their
animals and raises funds to support their work

Organization and competition

ASA in the North of Portugal for several years, belonging to a
range of small, medium and large associations that work in
favour of animal rights. The association has employees on a
voluntary basis and seeks to find tutors for the animals it houses

Costs

This dimension refers to the costs associated with maintaining
the usual behaviour, which will result in an increase in the
number of stray animals in disadvantaged conditions. It also
relates to costs associated with behavioural change, which is
translated by the number of animals adopted responsibly, the
creation of stricter legislation in favour of their rights and the
consequent decrease in stray animals

Consumers

ASA is an association oriented towards its followers, with a
presence mainly on social media. Their consumers are followers
of all age groups, residing in Portugal, with a particular interest
in animal welfare and protection. The association seeks to
involve its community and co-create value with it. The objective
is to find new homes for the dogs and cats in a fruitful way for
the adopted animals and for those who adopt them

Processes

The association is based not only on an online strategy to engage
with its community, but also on the creation of events such as
walks with the animals they shelter, fundraisers and collections
of goods. It oriented to volunteering and social work, seeking to
find adoption families for the animals they collect from
precarious situations. With regard to processes, the most relevant
is that of animal adoption

Channels and Strategies

this variable covers all of the above, with the aim of finding
guardians who adopt the animals collected by the association in
a responsible way and that lead to the reduction of abandoned
animals
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Table 7 Netnographic data retrieved from Facebook

February, 2020 September, 2020 November—December, 2020 | Total of data
analysed
Publications 47 Publications 21 Publications 22 90
publications
Emojis used 5864 | Emojis used 1238 | Emojis used 1545 8637 emojis
3614 780 823 5217 likes
o o o o
o 1151 o 287 o 347 1785 loves
- 1 - 83 - 93 177 cares
= = = ‘é
1068 | 80 - 262 1410 sads
Comments with | 241 | Comments with | 46 Comments with | 58 345
positive positive positive comments
feelings feelings feelings with
positive
feelings
Comments with | 48 Comments with | 7 Comments with | 22 77
negative negative negative comments
feelings feelings feelings with
negative
feelings
Shares 8340 | Shares 840 Shares 2209 11,389
shares

First period of analysis: February, 2020

During the first period of analysis, ASA published 47 times on Facebook and
achieved three adoptions. These publications generated 5864 likes, divided into 7
types of emoticons, with emphasis on the usual Like (used 3614 times), followed
by Love (1151 times) and Sad chosen by followers 1068 times. They also gener-
ated 458 comments, most of which (241) were positive feelings/emotions, followed
by neutral/doubtful/non-relevant comments (169) and finally comments with nega-
tive feelings/emotions (48). It was also possible to perceive that publications where
photographs of animals are shared, especially puppies or baby cats, generate more
interactions and engagement compared to publications of, for example, fundraisers
or events. The publications were shared 8340 times and those presented in video
format had a great reach in terms of the number of views. Focusing on the type of
emojis and comments and based on the above about the most chosen by followers
(positive comments and use of the Love emoticon), it was possible to perceive the
types of emotions and feelings generated by the publications in the page’s followers.
For the most part, feelings generated in followers are positive, usually associated
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with joy, affection, tenderness for animals and praise of ASA’s work. On the other
hand, negative comments were associated with feelings of sadness and dissatisfac-
tion with the abandonment and mistreatment of animals, the conditions in which they
are found and the medical care they inspire.

Second period of analysis: September 2020

In the second period of analysis, the number of publications made by the association
decreased around 45% compared to the first period of analysis. Consequently, the
month’s total number of emojis and comments is lower. ASA made 21 publications
on Facebook, generally maintaining the same type of content published in February
2020. There was also a record of 4 adoptions, one more than in February. These
publications originated 1238 emojis. The emoji Like used 780 times stands out,
followed by the Love used 287 times and the Care chosen by the followers 83 times.
The pattern of positive and negative comments on the publications was similar,
although fewer (106 comments). As in February, publications that generated more
interactions with followers were those containing photographs of animals, usually
requesting to be adopted by a family.

Third period of analysis: November to December, 2020

Regarding the period from November 16 to December 13, the association made 22
publications, which resulted in 1545 emojis, with great emphasis on the Like (used
823 times), followed by Love (347 uses), and Sad (used 262 times). The remaining
emojis were used less frequently or not at all. In this period, 8 adoptions were
registered. This relative increase in adoptions was due to the fact that the association
took baby puppies from the litter, which are usually more sought after and more
easily adopted.

5 Discussion and Conclusions

Social marketing has been applied to a variety of empirical contexts dealing with
complex social problems, but studies applied to the specific cause of sheltering
animals in precarious life situations and provide them with new homes, are scant.
This research aimed at contributing to the ongoing debates on how social marketing
strategies can be employed to solve social problems, but it is particularly dedicated to
explore its usefulness to embrace causes that fight against animal abandonment and
foster responsible animal adoption instead of animal purchasing. Thus, it reinforces
the urgent call from Bousfield and Brown (2010), to recognise that such problem
needs to be recognised as part of the social development of nations worldwide.

The findings of the mixed-methods approach reported in this paper grants support
to previous arguments that social marketing tools grounded on social media commu-
nication might act as powerful devices at the service of NFPO (Thackeray et al.,
2012), and particularly those dealing with animal sheltering (Winduwati, 2016). On
one hand, the survey allowed to shed light on the reasons that most motivate people
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and families to adopt animals instead of purchasing them. The alarming number of
animals living on the streets, the desire to provide them with a better quality of life and
the search for company are the most relevant factors pointed out by respondents, thus
corroborating previous research (Endenburg et al., 1994; Serpell, 2004). However,
the most important reason pointed out by respondents—empathy for the animals’
often-precarious situation and life story triggered by a social media publication—was
not previously suggested in the literature.

On the other hand, the case study grounded on the netnographic analysis combined
with the results retrieved from the survey, provided relevant insights about the role
social media platforms might play to support the work developed by NFPO such
as ASA. Firstly, findings from this case study corroborate previous results on the
potential of social media to promote NFPO’s work in the virtual world, specifically
on advertising animals living in shelters and available for adoption, thus commu-
nicating to an audience, geographically distant from the organisation, that would
be not possible to reach in other contexts (Lampe & Witte, 2015). Their presence
in these platforms allows to create long term relationships with their followers and
other internet users who are interested in their message. These, in turn, manifest their
interest and desire to get involved in the work developed by the NFPO by sharing
and reacting to their publications. Social platforms, as the name implies, have a
more social and interactive character compared to websites and it is through these
that NFPO, as ASA, are able to develop relationships with its community. Is also
possible to raise funds (monetary or goods) directly on Facebook and Instagram,
availability of several interactive tools such as private messages, polls, surveys.

Furthermore, a connection is made between the potential of digital platforms as
social marketing tools. Thus, this investigation allowed us to understand that these
can also constitute new tools at the service of social marketing, contributing to the
perception of this discipline as a broad field, with a political and social intervention
role (French & Russell-Bennett, 2015). More importantly, it draws attention to the
advantages of adopting social marketing principles, namely, on how to design inno-
vate products and communication strategies to challenge, and ultimately change,
discriminatory behaviours towards animal abandonment and adoption, a theme that
has been scarcely explored in this area.

Regarding practical contributions, our findings provided a set of recommendations
to be adopted by animal shelter associations in order to increase their interactions with
their communities, creating and strengthening relationships with a view to increasing
the number of adoptions. It also highlighted the need, and potential, to create digital
strategies that appeal and boost the adoption of animals under kennels/catteries and
similar associations, proving that designing creative and breakthrough campaigns
leading to desirable behaviour changes are of great relevance to societies.

This study was exploratory way thus observing some limitations. Although the
area of social marketing is developed, the literature and available studies are scarce
and limited when applied to animal causes. For future investigations, we suggest more
detailed and in-depth investigations into the application of social marketing tools to
causes associated with animal rights and welfare. It is relevant to develop similar
case studies of other associations and a netnographic analysis of the interactions in
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their social platforms, deepening the study of emotions associated with comments
and reactions to content. Another research approach to the sampling process is also
recommended, since this study was based on a non-probabilistic convenience sample,
limiting the potential for generalization to the universe under study.
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Abstract The topic of Governance is an emerging research area within the Third
Sector. However, the majority of bibliometric analyses in the field of governance tends
to focus on the corporate dimension rather than on the nonprofit field. A bibliometric
analysis on governance of nonprofit organizations (NPO) was conducted to identify
publication trends. The sample consists of 71 articles selected from the Web of
Science database based on the theme “nonprofit governance”. Publications included
were published between 1996 and 2021. The bibliometric analysis was conducted
using the VOSviewer software involving, among others, the analysis of co-citations.
The results of this study show the most productive countries, journals, and authors
in this area. Cluster analysis highlighted two major research themes in nonprofit
entities governance: the functioning of Boards and the relationship between Boards’
characteristics and organizations’ Performance. Our findings are limited by the use
of a single database and the type of publication chosen (articles). Notwithstanding
the limitations, this research offers valuable insights to the literature, providing a
theoretical map of the intellectual structure of Nonprofit Governance.
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1 Introduction

In recent years, there has been a growth in the Third Sector, which is responsible for
providing social and cultural support and for suppressing some of the gaps evidenced
by the state in relation to the population (Salamon & Anheier, 1997). However, this
sector is also known for its inequalities, mainly due to its dependence on public
funds, which may require governance agreements (Cornforth, 2011).

In terms of management, nonprofit organizations (NPOs) use models and practices
from the business sector, as there is scarce information available in the nonprofit one
(Carvalho & Braga, 2010). NPOs adopt a business perspective by showing a mimetic
isomorphism attitude (DiMaggio & Powell, 1983) and implementing some of the
best governance practices of the profit sector (Brown, 2002). In the perspective of
Speckbacher (2008) nonprofit governance is associated with the creation of value
and cooperation among stakeholders towards a collective goal. For this reason, the
Third Sector is challenged with the need to create and develop a governance model
adapted to its characteristics (Speckbacher, 2008).

Previous literature has explored the mechanisms adopted by these organizations,
according to theories such as the Agency Theory and the Resource Dependence
Theory. The Agency Theory preconizes the separation between ownership and
management. In this way, non-executive directors must supervise and control the
actions of executive directors (Jensen & Meckling, 1976, 2000). Since there is no
shareholder figure in Third Sector organizations, it is the responsibility of the admin-
istrators to ensure that the organization’s mission is fulfilled, avoiding conflicts of
interest and power that result from different perspectives and motivations within the
organization (agency conflicts), particularly between managers or governance boards
and private or public donors (Bradley et al., 2003). It is expected that both parties
execute their functions effectively and, if not, donors should solve these divergences
by using convenient incentives for the agent, known as agency costs (Jensen & Meck-
ling, 1976). Rather, the Resource Dependence Theory, states that boards of directors
should recruit resources for organizations to enhance their performance (Brown,
2005). Some theoretical approaches (Alexander & Weiner, 1998a; Callen et al.,
2003; Carvalho et al., 2017a) focus almost exclusively on internal agency problems,
emphasizing a “principal-agent” relationship between members of the organization
and organizational stakeholders such as their staff, trustees, donors, or clients. Despite
not having owners in the sense of shareholders, organizational stakeholders have a
stake in the organization and, therefore, can be considered as principals (Jegers,
2009). However, since principals have different objectives (Balser & McClusky,
2005; Jegers, 2009), a comprehensive principal-agent approach of nonprofit orga-
nizations must consider multiple principals. In his work, Steinberg (2010) applies
the Agency Theory to NPOs and concludes that the existence of multiple principals,
with different objectives, hinders the potential of Agency Theory to solve questions of
nonprofit accountability, such as disclosure. According to Carvalho et al. (2017a), the
Stakeholder-Agency Theory contributes to the understanding of how management
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can satisfy the competing interests of stakeholders in the Third Sector, recognizing
their interests and assuming they have equal importance in the accountability process.

Whilst some bibliometric analyses have been carried out on the corporate dimen-
sion, there is still very little scientific understanding of the nonprofit aspect. Thus,
this study seeks to obtain data which will help to address these research gaps by
mapping the intellectual structure of nonprofit governance and identifying the main
research trends. According to Pritchard (1969), the bibliometric methodology makes
it possible to identify the trends and growth of a specific research area; to measure
the impact of publications and studies; to understand the amplitude of publication
sources; and to know the productivity patterns of the different authors.

Regarding the structure of this paper, in the section below we present the literature
review contextualizing the topic of nonprofit governance. The following chapter
describes the methodology adopted for the development of the research. A summary
of the main findings, together with the literature network analysis is then provided.
Finally, the last section provides the most relevant research trends and the main
conclusions of this investigation.

2 Literature Review

Governance emerged as a topic of interest for scientific studies in the nineties. During
this period, the collapse of companies and accusations of fraud against directors
stimulated the interest in matters such as accountability, performance monitorization
and creation of auditing guidelines for private sector firms (Siebart & Reichard,
2004). In their research, Gibelman and Gelman (2001) found that governance is a
subject that needs scientific development, as the presence of irregularities in Third
Sector organizations is suggestive of failures or bad practices on governance.

However, considering the novelty of the nonprofit governance approach in NPOs
and the wide scope of the subject of governance, the term has been wrongly appro-
priately by the scientific community. In fact, it is a generic and complex concept that
is used in different contexts and, consequently, displays a diversity of meanings that
vary according to the person who use or interprets it (Hyden & Court, 2002).

According to Schmitter (2002), governance is a procedure used in the resolution
of several problems, in which the different actors make decisions and cooperate with
each other to implement them. Likewise, other authors argue that governance includes
a combination of methods that are aimed at solving issues in public and private
organizations (Kooiman, 2003) and promoting social movements with common goals
(Dodgson et al., 2002; Stoker, 1998).

Nowadays, governance models promote more responsibility over management
practices. Corporate Governance is predominantly used in the second sector of
civil society, while Nonprofit Governance is responsible for the implementa-
tion of management mechanisms considered crucial for the development of NPOs
(Alexander & Weiner, 1998a). As noted by Alexander and Weiner (1998b), the gover-
nance methods presented by Third Sector organizations arise from the fusion of the
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two (corporate and nonprofit) models. The adoption of this “hybrid” model results
from the contact and demand of companies whose services include consulting, and
from the recruitment of employees from the business sector (Powell & DiMaggio,
2019). In general terms, this model demonstrates the importance and impact of
board composition in reducing the likelihood of management failure. Therefore,
researchers have focused their attention on the factors that influence the composition
of nonprofit governance boards. The concept of “inclusive governance”, introduced
by Brown (2002), argues that governance boards should opt to recruit differentiated
individuals, since heterogeneous groups are more likely to be innovative and produc-
tive. Furthermore, the size of the organization is also a variable that influences the
composition and formalization of governance boards (Carvalho et al., 2017b; Corn-
forth & Simpson, 2002). The underrepresentation of women in governance positions
should also be taken into consideration. In his investigation, Shaiko (1996) found
four organizational/structural factors that inhibit women at attaining “high gover-
nance positions”: budget, age, geographical location of the organization; and the
presence of other female members on governance boards.

3 Methodology

Bibliometric studies are a very popular method among researchers (Ding et al., 2014)
due to the emergency of scientific databases and the development of bibliometric
software, which date back to the fifties (Wallin, 2005). This quantitative and statistical
technique is often used to measure the production and dissemination of scientific
knowledge in several fields of research (Pritchard, 1969).

The techniques for bibliometric analysis can be divided in two categories: the
performance analysis and the science mapping (Donthu et al., 2021). The perfor-
mance analysis is descriptive in nature and aims to examine the contributions of
different research elements such as the authors, institutions, countries and journals
(Cobo et al., 2011). There are many different metrics for performance analysis,
but the most popular are the number of publications and citations by year or by
research elements. Whilst the measurement of the number of publications concerns
the productivity, the number of citations is an indicator of impact and influence in
the research field (Noyons et al., 1999). On the other hand, science mapping veri-
fies the relationships that are established between research elements (Cobo et al.,
2011) by analyzing intellectual interactions and structural links. The most common
used techniques for science mapping include citation analysis, co-citation analysis
and keyword co-occurrence analysis. Citation analysis is the process in which the cita-
tions obtained reflect the intellectual linkages among the publications (Appio et al.,
2014). Since the number of citations determines the impact of each publication, arti-
cles with a higher number of citations have a stronger influence on the development
of the field of research. The co-citation analysis allows to classify cited references,
authors, and publication sources. According to Small (Small, 1973) co-citation is the
number of times two articles are cited together. Usually, the publications that are cited
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together have similar thematics (Hjgrland, 2013). So, the co-citation analysis allows
to find the most influential publications and the thematic clusters in the research
area. Finally, in the co-occurrence analysis, the words used are extracted from the
title and abstract of each publication, as well as from the list of keywords provided
by the authors. This technique is particularly useful in exploring the contents of the
publications and identifying the research areas. The combination of these techniques
with the respective network analysis is crucial for the construction of the bibliometric
and intellectual structure of the research field (Tunger & Eulerich, 2018).

In the present investigation, we conducted a bibliometric analysis on nonprofit
governance using data from Web of Science, which is one of the most distinguished
databases of scientific citation. In a first approach we used “nonprofit governance” as
a research topic (combination of title, abstract, author keyword, and keywords plus)
having identified a total of 90 publications. Then we applied two filters restricting
the analysis only to articles and to the Social Science Citation Index (SSCI). After
the application of the filters, a sample of 71 articles was collected between 1996 (the
year of the first publication) and 2021 (Table 1).

According to Donthu et al. (2021), if the research field is still small, within 50 to
300 articles, it does not warrant the use of bibliometric analysis. Instead, the authors
suggest the use of alternative review methods, such as meta-analysis or systematic
literature reviews.

Nevertheless, the mapping of the intellectual structure of the nonprofit governance
thematic should be considered since scientific progress is the basis for the economic
and cultural development of each country. For this reason, a bibliometric analysis
was chosen to gain a detailed understanding of the position held by the different
countries. Moreover, the outcomes obtained by using this method contribute to the
provision of government funds for scientific research (Okubo, 1997; Weingart, 2005)
and help to predict the development of each country in the future (Allik, 2008; Moed,
2005).

Once the methodology has been justified, the sample size that will be used in
the bibliometric analysis must be validated. Regarding the sample size, Lehmann
et al. (2008) and Sjostedt et al. (2015) recommend the use of, at least, 50 articles
to generate conclusions with a low degree of uncertainty. Additionally, the studies
conducted by Glédnzel and Moed (2013) and Seglen (1994) advocate for the use of

Table 1 Systematic literature review characteristics

Search stage Details

Database Web of Science

Search “nonprofit governance” (title, abstract, author keywords, and keywords
plus)

Document types Articles

Research categories | Year of publication: 1996-2021

Outcomes Selection of 71 articles from 1996 to 2021
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a size sample of approximately 50 to 100 articles. Together, these studies seem to

suggest that the sample size chosen in the current study (71 articles) is adequate.
The structure of a scientific field can be identified through its research activity

(Ronda-Pupo, 2017). To perform the data analysis the software VOSviewer was used.

4 Results

Considering Fig. 1 it is possible to observe a gradual increase in the number of
publications in recent years. Specifically, the period between 2011 and 2021 was
responsible for the publication of 46 articles, which represents about 64.7% of the
sample. The data also show that, from the year of the first publication (1996) until
2021, only in five years there were no publications of scientific papers related to this
theme.

It is also pertinent to mention that 2012 and 2020 correspond to the years during
which the highest number of publications occurred, with a total of 9 articles per year.

A possible explanation for the overall increase in the number of publications
between 2009 and 2012 is the financial crisis that occurred in 2008. According
to Marx and Davis (2012), in 2010 the United States of America (country with
the highest number of publications in our sample) was recovering from the worst
economic crisis since “The Great Depression”. Thenceforth, the studies aimed to
improve the performance of nonprofit management (Marx & Davis, 2012) and to
assess the relationships between the governance boards (Reid & Turbide, 2011)
during turbulent economic times. Similarly, the peak of publications observed in 2020
coincided with the Covid-19 pandemic that allowed researchers to dedicate more time
to the development of scientific research, particularly regarding the adaptations of

10 9 9

6
5
4 4
3
‘222| 2 2‘
R RINENN

1996 1998 2000 2002 2004 2006 2008 2010 2012 2014 2016 2018 2020

H

Number of publications
N

o

Years

Fig. 1 Evolution of number of publications per year on Nonprofit Governance topics (1996-2021)
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governance boards in terms of management and leadership (McMullin & Raggo,
2020).

Regarding the countries responsible for producing the largest number of articles,
the United States stands out with 42 articles published, which represents more than
half of the articles in the sample (59.15%), followed by Canada, with 7 articles
published (see Table 2).

The 71 articles in the sample have a total of 1677 citations; seven were never cited
and one had a total of 149 citations (maximum of citations). Table 3 emphasizes the
top 5 most cited publications.

The most cited article, “Understanding the behavior of nonprofit boards of direc-
tors: A theory-based approach” from Miller-Millesen (2003) attempts to contribute
to the development of nonprofit governance boards. The author defined three main
objectives: to establish a link between theory and practice, for example, by identi-
fying the theoretical premises that are the basis of the literature; to present a theoretical
framework related to the behaviour of nonprofit boards of directors; and to provide
potencial research topics. The theoretical perspectives addressed by the author are
useful to understand the behaviours adopted by nonprofit boards of directors and
how they influence organizational performance. Firstly, the Agency Theory predicts
that nonprofit boards of directors should select members in charge of supervising the
administrative activity to guarantee that their interests are aligned with the expecta-
tions of their constituents. Alternatively, the Resource Dependency Theory proposes
that the board of directors should hire new members who might facilitate the access
to significant resources, promoting the survival and development of the organiza-
tion. Lastly, the Institutional Theory seeks to explain the structure and functioning of
organizations as a socially constructed reality. From this point of view, organizations
are seen as entities that act according to the rules, procedures, beliefs, and values
that prevail in each context. The author suggests that future research should verify
empirically the influence of each theory on the behaviours adopted by the board of
directors.

Regarding publication sources, the 71 articles in the sample were published in 35
academic journals and had a total of 1677 citations. Table 4 shows that Nonprofit and
Voluntary Sector Quarterly (19 articles) and Nonprofit Management Leadership (10
articles) are the journals with the most published articles. Closer inspection of the
Table 4 also shows that there are three publication sources that stand out regarding the

Table 2 Most productive Countries No. of papers % of papers

countries on nonprofit

governance topic United States 42 59,15
Canada 7 9,85
England 6 8,45
Spain 4 5,63
Australia 3 423
Germany 3 4,23
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Table 3 Top 5 most cited papers

Total of citations | Paper Author Year of publication

149 Understanding the Judith Miller-Millesen 2003
behavior of nonprofit
boards of directors: A
theory-based approach

141 Board composition, Jeffrey Callen, April Klein | 2003
committees, and and Daniel Tinkelman
organizational efficiency:
The case of nonprofits

123 Acting in the public Melissa Stone and Francie | 2007
interest? Another look at | Ostrower
research on nonprofit
governance

121 When government Chao Guo 2007
becomes the principal
philanthropist: The effects
of public funding on
patterns of nonprofit
governance

108 Nonprofit Governance Chris Cornforth 2012
Research: Limitations of
the Focus on Boards and
Suggestions for New
Directions

number of citations: the Nonprofit and Voluntary Sector Quarterly (861 citations),
Nonprofit Management Leadership (163 citations) and the Public Administration
Review (121 citations).

Concerning authorship, 126 authors are responsible for the 71 articles in the
sample. As shown in Table 5, Francie Ostrower and Melissa Stone are the most cited

Table 4 Most productive and cited publication sources

Publication sources No. of articles | Publication Sources No. of citations
Nonprofit and Voluntary 19 Nonprofit and Voluntary 861

Sector Quarterly Sector Quarterly

Nonprofit Management 10 Nonprofit Management 163

Leadership Leadership

Voluntas 7 Public Administration Review | 121

Journal of Business Ethics 2 Voluntas 79

American Review of Public | 2 Journal of Policy Analysis and | 74
Administration Management

Fordham Law Review 2 Administration and Society 53
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Table 5 Most productive and cited authors

Authors No. of articles Authors No. of citations
Cornforth, C 3 Ostrower, F 174
Willems, J 3 Stone, M 174
Ostrower, F 2 Miller-millesen, J 149
Stone, M 2 Callen, J 141
De andres-alonso, P 2 Klein, A 141
Bradshaw, P 2 Tinkelman, D 141

authors, with 174 citations each and Chris Cornforth and Jurgen Willems appear as
the authors with the most articles published, with 3 publications each.

In the next section, the literature networks are presented and analyzed, namely
the co-occurrence networks of references, publication sources and authors. A co-
occurrence analysis of the keywords is also presented to enhance understanding of
the nonprofit governance thematic.

5 Literature Network Analysis

Prior to the co-citation analysis of the references, the initial sample of 71 articles was
filtered to aggregate only articles with at least 9 citations. The respective co-citation
network was built based on this new sample. The figure below (Fig. 2) illustrates
the formation of two clusters.

Table 6 presents an overview of the publications that constitute the two clusters:
cluster 1 (red) related to the performance of the governance boards and its impact
on organizational effectiveness; and cluster 2 (green) connected to issues about the
composition and characterization of governance boards.

The articles in cluster 1 focus their attention on the impact that governance
boards have on organizational effectiveness, exploring the best governance prac-
tices that affect the performance of the boards. In general, the articles considered
in this cluster aim to improve the performance of governance boards and, overall,
the effectiveness of the organizations. Several articles from cluster 2 have resorted
to the Agency Theory to analyse the composition and characterization of gover-
nance boards. This perspective preconizes the separation between ownership and
management, preventing the existence of conflicts of interest between managers and
administrators. Thus, the Agency Theory is crucial, arguing that different agents
should share the same expectations and motivations to ensure the fulfilment of the
organization’s mission, despite personal interests.

The co-citation network concerning publication sources was generated for a
minimum of 25 citations per source (Fig. 3).
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Fig. 2 Co-citation map of cited references

Table 7 shows the three clusters that were created in the co-citation network of
publication sources. Cluster 1 (red) refers to sources in the field of public adminis-
tration and social problems, cluster 2 (green) illustrates publications in the field of
management, and cluster 3 (blue) includes journals from the economics and finance
fields.

Considering the author co-citation network (Fig. 4), the authors with the most co-
citations are Bradshaw (39 citations), Brown (36 citations), Cornforth (38 citations),
Herman (51 citations) and Ostrower (37 citations).

Table 8 shows the clusters referring to the most cited authors. As can be seen from
the table, in cluster 1 (red) the authors are mostly related to the areas of management
and economics; in cluster 2 (green) the authors are mainly focused on the areas of
organizational behaviour and nonprofit governance; and in cluster 3 (blue) there are
predominantly authors from the management area.

To increase the knowledge and understanding of the topic, a co-occurrence anal-
ysis of keywords was performed. The co-occurrence networks are formed by words
extracted from the title and abstract of the publication, as well as from the list of
keywords provided by the author. The map of the keyword co-occurrence network
can be seen in Fig. 5.

The results from the co-occurrence network of keywords are set out in Table 9.
The terms in cluster 1 (red) are related to the performance of governance boards
and their impact on organizational effectiveness; cluster 2 (green) presents practices
adopted by nonprofit governance; cluster 3 (blue) identifies functions involved in the
governance of organizations; cluster 4 (yellow) illustrates characteristics of nonprofit
governance boards; and cluster 5 (purple) suggests potential research topics in the
nonprofit governance area.
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Table 6 Clusters from the co-citation network of references

Paper

Main conclusions

Cluster 1—Performance of the governance boards and its impact on organizational effectiveness

Do Nonprofit Boards Make a Difference? An
Exploration of the Relationships Among Board
Structure, Process, and Effectiveness
(Bradshaw et al., 1992)

This article reveals that strategic planning,
common vision for the organization, engaging
in daily operations, acting according to the
guidelines of good management, and avoiding
conflicts among the team contributes to
organizational effectiveness. It also shows that
the board of directors does not have a
significant impact on increasing the budget,
despite playing an important role in the
financial health of the organization (keeping
the finances positive).

Exploring the Association Between Board and
Organizational Performance in Nonprofit
Organizations (Brown, 2005)

The main findings of this study are the
following: larger organizations tend to present
directors who have better performance and,
consequently, may obtain a better financial
result; defending the organization’s mission,
values and social purposes shows positive
levels of correlation with organizational
performance; organizations with better
performance tend to be represented by boards
that supply strategic guidance; the discussion
of important issues is correlated with
profit/revenue; and promoting group processes
and developing relationships between board
members is positively correlated with
organizations that operate with considerable
financial resources.

Nonprofit Governance Research: Limitations
of the Focus on Boards and Suggestions for
New Directions (Cornforth, 2011)

The author analyzed three limitations of the
studies on nonprofit governance.

Firstly, most of the investigations are restricted
to the board of directors; neglecting the
supervisory structures and the internal actors
that contribute to the execution of governance
tasks.

Secondly, the studies focus predominantly on
the boards of directors of unitary organizations,
although many organizations already present
more complex governance structures.

Finally, the empirical research has paid more
attention to the characteristics and the
behaviour of the board of directors, instead of
focusing on the evolution and development of
governance structures and their practices.

(continued)
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Paper

Main conclusions

Board Performance and Organizational
Effectiveness in Nonprofit Social Services
Organizations (Green & Griesinger, 1996)

This study has shown that boards of directors
of “effective” organizations compared to “less
effective” ones tend to be more involved in
functions related to policy formation, strategic
planning, management and resource
development, financial planning and control,
and program review.

Contracting and Patterns of Nonprofit
Governance (Saidel & Harlan, 1998)

One of the more significant findings to emerge
from this study is that governance activities are
carried out by both the members of the
executive and the board of directors. Although
the literature considers that governance
structures are led by the executive in several
activities, the results demonstrated that the
administrative board also contributes with its
resources. Additionally, administrative
members provide contacts that play an
important role at the decision-making level,
thus improving the political capacity and the
“political influence” of the organizations.

Board practices of especially effective and less
effective local nonprofit organizations
(Herman and Renz 2000)

The results of this investigation show that the
most frequently used practices by “especially
effective” boards are writing expectations
about potencial contributions, board
self-evaluation, and the role of the chief
executive in board nominations. This research
also found that “effective” NPOs are composed
of more prestigious boards compared to the
“less effective” ones.

Acting in the Public Interest? Another Look at
Research on Nonprofit Governance

According to the authors, there is a
considerable gap between the research on
public governance and on nonprofit
governance. Nevertheless, recent literature on
public management presents interesting
approaches and topics for future research
within the nonprofit governance field. It is
fundamental to expand the focus of research
beyond boards of directors. Further research
needs to examine more closely the links
between the governance of organizations and
the general public; the incorporation of a wider
vision of governance process that involves
several actors; and other topics related to
governance and performance.

Cluster 2—Composition and characterization of governance boards

(continued)
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Table 6 (continued)

Paper

Main conclusions

Separation of ownership and control (Fama &
Jensen, 1983)

This study identified four steps of the decision
process: initiation (creating proposals);
confirmation (deciding which proposals will be
implemented); implementation (implementing
the proposal); and monitoring (measuring the
impact of the decision). The researchers argue
that an efficient control system implies a
separation of the confirmation and monitoring
phases (control process) from the initiation and
implementation phases (decision process). The
efficiency level of any organization is based on
this decision-support system.

Theory of the firm: managerial behavior,
agency costs and ownership structure (Jensen
& Meckling, 1976)

Considering the agency divergences between
managers and directors/donors, the authors
argue that these conflicts of interest could be
solved through monitoring procedures,
auditing and by creating an incentive system to
achieve the organization’s goals.

Board Composition, Committees, and
Organizational Efficiency: The Case of
Nonprofits (Callen et al., 2003)

The results of this investigation show that the
proportion of administrative expenses in
relation to the total expenses tends to decrease
in proportion with the presence of significant
donors on the board of directors and with their
respective donations. Furthermore, the
proportion of fundraising expenses in relation
to total costs increases significantly as the size
of the organization increases. Other major
finding is that the presence of a large
percentage of donors in the board finance
department is positively correlated with the
efficiency of the administrative expenses.

The Board as a Monitor of Organizational
Activity The Applicability of Agency Theory
to Nonprofit Boards (Miller, 2002)

The main findings of this study suggest that
nonprofit administrative board members do not
expect the existence of conflicts between the
executive director and the purpose of the
organization. The data also suggests that,
despite situations of questionable behaviour,
the members of the administrative board tend
to defer to the executive director during critical
periods of decision making.

6 Discussion and Conclusion

(continued)

Nonprofit governance presents a strong impact on management models and practices
adopted by Third Sector organizations. The purpose of the current study was to
map and analyze the scientific production in the nonprofit governance area, which
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Paper

Main conclusions

The Role of Nonprofit Enterprise (Hansmann,
1980)

According to the author, the prohibition of
profit distribution in NPO is known as the
“nondistribution restriction”. The
non-distribution of profits benefits NPO as it
makes them more reliable when compared to
for-profit companies in situations

of “contractual failure”, since the governance
board does not financially benefit from it.. In
addition, the chances of “contractual failure”
are lower when governance members are
focused on the mission of the organization.

The External Control of Organizations: A
Resource Dependence Perspective (Pfeffer &
Salancik, 1978)

The aim of this article was to examine the
external constraints that influence
organizations. From a Resource Dependence
perspective, topics concerning resource
availability, manager’s responsibilities,
interdependency between organizations, and
organizational structure were discussed.
According to the authors, organizations rely on
the external environment to ensure their
sustainability and the dynamics of dependence
arise from the governments and resources of
other organizations. The results also indicate
that, generally, organizations with a greater
dependence on governments are better able to
adapt to their requests.

Nonprofit Boards of Directors: Beyond the
Governance Function (Middleton, 1987)

This study has identified the four functions
executed by the board of directors:
representing the organization in external
constituencies; establishing “exchange
relationships” with constituencies in order to
ensure the entry of resources into the
organization and reduce resource dependency;
ensuring the organization’s competitivity in
relation to the external environment; and
protecting the organization from external
information, by only communicating messages
that are vital for its functioning.

According to the Resource Dependence
Theory, the duties and responsibilities of the
board of directors involve ensuring that the
necessary resources are available to achieve the
organization’s goals.
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Fig. 3 Co-citation map of cited publication sources

Table 7 Clusters from the co-citation network of publication sources

Cluster 1 Cluster 2 Cluster 3
Administration in Social Work | Academy of Management Accounting Review (27
(29 citations) Journal (60 citations) citations)
Journal of Business Ethics (25 | Academy of Management Journal of Financial
citations) Review (83 citations) Economics (42 citations)
Journal of Public Administration | Administrative Science Journal of Law &
Research and Theory (29 Quarterly (52 citations) Economics (25 citations)
citations)
Nonprofit Management & American Sociological Review
Leadership (135 citations) (27 citations)
Public Administration Review | Corporate Governance—an
(53 citations) International Review (26

citations)
Voluntas (57 citations)

represents an important contribution to the rapidly expanding field of research in the
Third Sector.

The bibliometric analysis conducted highlights a high number of publications
in the nonprofit governance field in the last ten years. Between 2011 and 2021, 46
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Fig. 4 Co-citation map of cited authors
Tabl'e 8, Clusters from the Cluster 1 Cluster 2 Cluster 3
co-citation network of authors

Brody, E. (19 Abzug, R. (18 Bradshaw, P. (39

citations) citations) citations)

Callen, J. (21 Harlan, S. (16 Brown, W. (36

citations) citations) citations)

Fama, E. (14 Kramer, R. (16 Cornforth, C. (38

citations) citations) citations)

Hansmann, H. (14 | Middleton, M. (16 | Eisenhardt, K. (14

citations) citations) citations)

Jensen, M. (21 Ostrower, F. (37 Green, J. (18

citations) citations) citations)

Pfeffer, J. (24 Stone, M. (23 Herman, R. (51

citations) citations) citations)

Salamon, L. (15 Zald, M. (14 Willems, J. (14

citations) citations) citations)

Weisbrod, B. (14

citations)

Young, D. (18

citations)
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Fig. 5 Co-occurrence keyword map
Table 9 Most representative keywords
Cluster 1 Cluster 2 Cluster 3 Cluster 4 Cluster 5
Directors (14 occurrences) | Corporate Accountability | Boards (12 | Agency (5
Governance (150ccurrences) | occurrences) | occurrences)
(17
occurrences)
Model (7 occurrences) Nonprofit Governance (24 | Nonprofit Donations (4
Organizations | occurrences) Governance | occurrences)
(4 occurrences) 33
occurrences)
Performance (22 Incentives (3 Management (7 | Firm (4 Efficiency (4
occurrences) occurrences) occurrences) occurrences) | occurrences)
Power (7 occurrences) Compensation | Organizations | Leadership | Nonprofit (8
(3 occurrences) | (13 4 occurrences)
occurrences) occurrences)
Organizational-effectiveness | Competition (3 | Law (3 Philanthropy | Ownership (6
(4 occurrences) occurrences) occurrences) 3 occurrences)
occurrences)
Firm Agency costs (3 | Civil-Society
Performance (3 | occurrences) 3
occurrences) occurrences)




74 J. Domingues et al.

articles were published, which represent 64.7% of the sample. Regarding the publica-
tion sources, The Nonprofit and Voluntary Sector Quarterly, Nonprofit Management
Leadership and the Public Administration Review stand out as the most cited. In rela-
tion to authors, the most cited are Francie Ostrower and Melissa Stone, while Chris
Cornforth and Jurgen Willems are responsible for the highest number of publications.
Concerning the keyword network, the most frequent terms are “directors”, “per-
formance”, “accountability”, “corporate governance”, “organizations”, “boards”,
“governance”, and “nonprofit governance”.

The findings reported here shed new light on the theoretical mapping of the intel-
lectual structure of nonprofit governance. There are two worth considering. The
first one is related to the performance of the governance boards and its impact on
organizational effectiveness. Most of the articles included in this theme address the
performance of the governance boards according to different theories and focus on
the causality between performance and organizational effectiveness, identifying the
factors and variables which contribute positively to this correlation. In contrast, the
second theme highlights the composition and characterization of the governance
boards, theorizing the characteristics of the governance structures, as well as the
relationships that are established, especially between the administrative and execu-
tive elements. A notable perspective in the literature is the Agency Theory, which
advocates the separation between ownership and management. Further research
regarding the role of governance in the Third Sector and its application to existing
models in nonprofit organizations is required. In particular, the variables founded
in the conceptual structure and in the clusters have significant implications for the
performance and management practices of NPOs.

Nevertheless, this research has some limitations. The major limitation of this
study is the use of a single database (Web of Science), despite being one of the most
recognized databases within the academic community. Another limitation lies in the
fact that the sample only includes articles in detriment of other types of publications.

Notwithstanding the limitations, this work offers valuable insights into Nonprofit
Governance. Based on this bibliometric analysis, a research project will be carried
out to identify the nonprofit governance factors that influence organizational perfor-
mance and the variables that will be used come from the keyword network presented
founding in this research.
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Abstract The COVID-19 pandemic has created several challenges for all organiza-
tions. However, Nonprofit Organizations (NPOs), due to their unique specificities,
when compared to other types of organizations, face unique challenges. NPOs are
extremely vulnerable during crisis, although the literature suggests that it is not
known to what extent these organizations are prepared to deal with crises and have
proper crisis management and planning strategies. Given this literature gap, this
research aims to better understand the impact of this crisis on Portuguese NPOs
through the research question: What is the impact of a crisis like COVID-19 on
NPOs’ perceptions of crisis management and planning? A mixed method is used,
including document analysis, qualitative interviews, and a quantitative methodology
through a questionnaire survey. Study 1 provides an explanation on why Portuguese
NPOs had no planning and were unprepared to cope with the COVID-19 pandemic.
Study 2, comprising a larger sample, diagnoses and suggests an insufficient level of
planning and preparedness as the main finding, substantiated by the lack of planning
activities, teams, infrastructures, and communication practices. The findings of each
study, implications, and avenues for future research are addressed.
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1 Introduction

The coronavirus outbreak (SARS-CoV-2) and the COVID-19 disease have affected
all aspects of people’s and organizations’ lives, not just because organizations are the
image of the society in which they operate, as result of the interactions they develop
in their surroundings, but also because of the adjustment they have to make to it
(Mendes & Pereira, 2006). It is recognized that individuals and communities choose
to associate and meet their needs in services through organizations. With the rapid
development of the nonprofit sector that has taken place over the past 30 years, NPOs
have increased in number and complexity. Far from being marginal in the life of most
countries, NPOs are rooted in almost every aspect of life in society, from birth to
death, and are one of the major players in the economy (Courtney, 2002). Like in
other countries, the diversity of NPOs in Portugal is enormous. In fact, while revealing
similar principles and practices, NPOs show a great variety in terms of legal forms,
sector, size, and outreach (OCDE, 2020). In Portugal, the nonprofit sector employs
approximately 237 thousand people (full-time equivalents), representing 5.3% of
the total workforce and 3.0% of the gross value added to the Portuguese economy
(INE, 2019). There are almost 72 thousand social economy entities considered in
Portugal, with: cooperatives (2343), mutual associations (97), holy houses of mercy
(387), foundations (619), subsectors and self-management (1678), and associations
with altruistic purposes (66,761) (INE, 2019). Regarding the universe of entities that
own social facilities and have the status of Private Institution of Social Solidarity
(IPSS), in 2020, there were 6806, of which 71% corresponded to non-profit entities
(GEP/MTSSS, 2021).

The terminology for classifying organizations belonging to the non-profit sector
varies from country to country, such as the areas of activity in which the sector is rele-
vant (Courtney, 2002; Wrigley et al., 2003). Non-profit organizations are designated
by Salamon and Anheier (1992, p. 126) as organizations that actin a “distinctive social
space outside the Market and the State”, integrating heterogeneous social realities.
These organizations are created by non-state initiative, must be conceptualized as a
dimension in the public space of civil society (Evers, 1995; Salamon & Anheier,
1992), in the production and distribution of products and provision of services,
contributing to the promotion of well-being, and income, by encouraging social
change and/or restoring needs (Dees, 1998; Mair & Marti, 2006; Peredo & McLean,
2006; Spillan, 2003). According to O’Neill and Young (1988, as cited in Sisco,
2012), legal restrictions, sources of revenue, type of employees, and the nature of
their government, combined, make NPOs unique. A profitable organization is tradi-
tionally guiden by revenue and return on investment, but NPOs often use the values
and norms of the community to guide their behavior and actions (Sisco, 2012).

NPOs should continually guarantee that their customers are protected. NPOs, in
times of crisis, are particularly exposed organizations (Sisco, 2012). Nevertheless,
little is known about the degree to which these organizations are strategically able
to cope with crises (ECLAC, 2020; Santos & Lopes, 2021; Schwarz & Pforr, 2011).
On the one hand, the literature on crisis management is abundant, on the other hand,
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and with NPOs, few studies have explored the subject (Spillan, 2003). Given this
gap of the literature, the present investigation aims to better understand crises in
Portuguese NPOs, through the following research question: What is the impact of a
crisis like COVID-19 on NPOs’ perceptions about crisis management and planning?
Specifically, it intends to:

know the level of crisis preparedness;

explore the reasons for the level of planning;

investigate what practices and activities can enhance crisis management preven-
tion and planning.

The study is divided into four main sections. In the first section, and with the
literature review in mind, it deepens the knowledge about crisis management and
allows its adaptation to this specific context, NPOs. It, then, in the second section,
presents the methods used and clarifies the data collection process. In the third section,
it examines and discusses data and results obtained. Finally, the last section presents
the conclusions and implications for future investigations.

2 Research Background

Due to the day-to-day operations, organizations need to put in place crisis manage-
ment plans to achieve business continuity (Spillan, 2003). The talent to perceive crises
at an initial stage, as well as the level of crisis preparedness, is crucial (Schwarz &
Pforr, 2011). The capability to deal a crisis can point the organization’s disaster
and/or survival (Spillan & Crandall, 2002). Though, there are organizations that
don‘t believe planning and crisis management critical, others do (Spillan, 2003).
Fink (2002), one of the main authors in the area, states that a crisis is anything
that is important or even vital, which positively and negatively impacts an orga-
nization. Regarding crisis types, it would be observed that the organizations are
endowed with sensitivity to an infinite number of crises, and crises can come in
different shapes, sizes, complexity, intensity, and magnitude (Eriksson & McConnell,
2011). Given the panoply of crisis types, and by way of example, the Institute for
Crisis Management (2021) outlines 17 types: personal accidents, class actions, cyber-
crime, product defects/cancellations, catastrophes, executive dismissal, discrimina-
tion, environmental damage, “white-collar” crime, financial damage, hostile takeover
bids, employment issues, sexual harassment, mismanagement, whistleblowing, and
on-site violence of work.

Several authors have proposed three phases of the crisis “Pre-crisis; Crisis; Post-
crisis” as is the case of Coombs (2006), Coombs and Laufer (2018), and Devlin
(2007). However, other authors present four and/or more crisis phases (Table 1).

A key aspect of organizational crisis management, and most important to the
public, is communication (Ozanne et al., 2020). According to Coombs (2006), a
crisis can generate three related threats: financial loss, public safety, and loss of
reputation. Dilenschneider (2000, as cited in Coombs, 2006) adds that any type of
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Table 1 Phases of the crisis

Study Phases of the crisis

Smith (1990) Management crisis; operational crisis;
legitimation crisis

Pearson and Mitroff (1993) Signal detection; preparation/prevention;
containment and limitation of damages;
recovery; learning

Myers (1993, as cited in Crandall et al., 2014) | Normal operations; emergency response,
interim processing; restoration

Richardson (1994) Pre-crisis/disaster; crisis impact/rescue;
recovery/death
Coombs (2012) Pre-crisis (signal detection, prevention, and

preparedness); crisis (recognition, containment,
response); post-crisis (recovery, assessment,
learning, memory, post-crisis)

Crandall et al. (2014) Contextual diagnosis; strategic planning;
organizational crisis management

Coombs and Laufer (2018) Pre-crisis (prevention and preparation); crisis
(response); post-crisis (learning and review)

Source Own elaboration

crisis threatens to damage an organization’s reputation. To reduce and contain repu-
tational damage, reduce negative perceptions, and protect stakeholders, the organi-
zation needs to communicate strategically with its public (Allen & Caillouet, 1994).
Coombs (1995) reported that very thin attention has been paid to the adequacy of
crisis response strategies and crisis types. Allen and Caillouet (1994) argued that crisis
response strategies seek to protect an organization by reducing/eliminating reputa-
tional damage, and “the selection of the crisis response strategy must be related to
the crisis situation” (Coombs & Holladay, 1996, p. 280).

Nearly all the research on crisis management approaches the for-profit sector.
Nevertheless, NPOs should also have a plan for manage the unpredictable (Spillan &
Crandall, 2002). Crisis management planning is one way that NPOs have to protect
themselves, reduce or minimize the impact of a sudden and catastrophic disaster,
whether internal to the organization or a pandemic in society, such as COVID-19
(Corvo et al., 2022; Ferreira et al., 2022; Meira et al., 2022; Shearer et al., 2020).
These organizations act as a crucial catalyst for new approaches to social problems
and needs (Leadbeater, 1997; Salamon & Anheier, 1992), as they can respond more
effectively than public and private sector organizations, and with a wider range of
services and goods (Barrett et al., 2005; Ben-Ner, 2002). In other words, NPOs have
been developing activities that aim to fill needs that are not satisfied either by the
State or the Market, and have also been performing functions of relational, affective,
and geographical proximity “between those who provide the service and those who
resorts to it” (Amaro, 1997, p. 91). The competitive environment in which NPOs
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operate, that is, the growing competition for subsidies and donations, the recogni-
tion of their contribution to job creation and economic growth, as well as changes
in the characteristics of their target groups, makes the role of these organizations in
the economy and society unquestionable (Ferreira et al., 2022; Klafke et al., 2021;
Shoham et al., 2006; Sullivan & Weerawardena, 2006). In the same way, NPOs are
under the conventional constraints of the private sector, as well as the challenges
they face today, that is, challenges in terms of effective solutions and sustainability
for social problems (ECLAC, 2020; Meira et al., 2022). In addition to conventional
constraints and the challenges faced, the turbulent and competitive environment, in
which these organizations act, forces them to adopt a more competitive posture in
their interventions, as well as to focus on results orientation, and to exercise new
strategic, adaptable and innovative ways in the creation of superior social value to
their clients/users (Davis et al., 1991; Mair & Marti, 2006; Sullivan Mort et al.,
2003; Weerawardena & Mort, 2006). In this sense, NPOs must decide to improve
their performance, and these decisions involve the interpretation of the environ-
ment, the development and implementation of programs and services, the creation of
processes and structures, to control resources and equally, in order to have an impact
on performance (Alvord et al., 2003; Brown & Guo, 2010; Ferreira et al., 2022; Meira
et al., 2022). For Barton (1994), in the context of threats, companies are vulnerable
to different types of crises and need professionals capable of analyzing, deciding,
and implementing actions, despite pressures. Likewise, Mitroff et al. (1987) refer
that every organization must attend not only to crises that are well known but to the
many disasters that can now happen to any organization and all sectors.

3 Methodology

This study uses a double data collection process. Qualitative and quantitative data are
united through a mixed method approach (Creswell, 2009). Based on the literature
review, the Study 1 begins with an qualitative and exploratory data collection, where
analysis and results inform the Study 2 (quantitative phase developed afterwards).

Carried out in May 2020, Study 1 includes six in-depth semi-structured virtual
interviews, with six executive directors of Northern Portuguese NPOs, representing
36 different social institutions. The interviews were recorded, transcribed, examined,
and categorized. Two of the authors participated in all interviews. As for the method
of conducting the interviews, due to the pandemic of COVID-19, were carried out
online, through the Zoom platform. Study 2 uses quantitative methodology through
a questionnaire survey. Table 2 encapsulates the major methodological features used
in the data collection.

A convenience sample for this interview process was conducted, corresponding to
the stratification described on Table 3. Considering their amount of experience, the
respondents are familiar with the context. These NPOs represent a range of social
activities such as support for children and young people, and family support and
protection for the most vulnerable groups.
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Table 2 Methodological
Study 1 Study 2
synthesis of Study 1 and oy oy
Study 2 Temporal basis Cross-section Cross-section
Unit of analysis Executive Technical directors
directors—36 and executive
social facilities directors
Sampling Convenience Convenience
Sample 236 min; 6 174
interviews
Data collection Semi-structured Online survey
interview
Date May 2020 June to September
2021
Data analysis Qualitative: Quantitative:
exploratory and confirmatory,
explanatory multivariate

Source Own elaboration

Table 3 San.lp le stratification Interviewee | Age | Northern Portugal | N. of social facilities
for the interview process City

JR 49 | Melgaco

B 49 | Porto

CR 54 | Vila Real

AG 66 | Mirandela 13

AC 65 | Braganga

PA 40 Braga 3

Source Own elaboration

In Study 1, it was conceivable to design an investigation grid (Table 4), inspired on
the work of Coombs and Laufer (2018), used in the data organization, transcribing the
positions taken by the six interviewees concerning the categories and subcategories
considered. For the time (May 2020) it was only possible to study pre-crisis and
crisis phases.

The population of Study 2 is composed of 1124 Portuguese NPOs, from a
database (GEP/MTSSS, 2021) of social economy organizations in mainland Portugal,
resulting in a convenience sample of 174 (15.5% rate response) executive direc-
tors and NPO technical directors. For each institution and respondent, social and
demographic profiles were assessed. Data collection started in June and ended in
September 2021 and was carried out through an original questionnaire developed
and distributed via the internet, through institutional emails, and on social networks
(five NPO Facebook groups). It was made available electronically through the Lime
Survey platform. The data collection instrument was developed according to the liter-
ature review and considering what could be applied to an NPO scenario. To adapt



Crisis Management and Planning in Portuguese Nonprofit ... 85

Table 4 Categorization

. . Categories Sub-categories
structure of the interview
process Pre-crisis (prevention and ¢ Definition
preparation) * Types

e Critical themes

¢ Preparedness

» Lack of preparation and
planning

Crisis phase (response)  Type of actions

* Contingency planning
practices

* Procedures and activities

Source Based on Santos and Lopes (2021)

the research to the specific characteristics of the third sector, in addition to ensuring
great harmonization, the words “institution” and “beneficiary” were used. A pre-test
of the questionnaire was carried out with six experts in the field, each with more
than six years of experience, who suggested minor changes. The total instrument (of
Study 2) is composed of four parts: sociodemographic characterization, pre-crisis,
crisis, and post-crisis. Sociodemographic data included a brief characterization of
the individual respondent (gender, age, education, role, and experience) and the insti-
tution (number of employees and volunteers, before and during COVID-19, area of
intervention, social facilities, district, and legal form).

Representatives of NPOs, in middle-level (technical management or similar)
and top-level (executive management or top management) positions, participated
voluntarily by answering the questionnaire on behalf of the institution. Similar
studies have similar valid responses (e.g., Martins & Pinto, 2021, n = 329; Adro
et al., 2022, n = 135). The social-demographic characteristics of the sample (Table
5) contain the dominant female gender (75.3%). Respondents were, on average,
43 years old, 55.7% had higher education (Bachelor/Graduate), and 40.2% Pos-
Graduate/MBA/Master/Ph.D. Regarding the position held in the NPO, 25.3% of
respondents are in top management as executive directors (president, provider,
general manager, administrator...) and 70.7% as technical directors. The average
number of years of the respondent in the NPO is 13 years and the average number
of years of experience in the current position is 11 years. The average number of
employees at the NPO where he works was 59 before COVID-19, rising to 62 during
COVID-19. Regarding the district where the institution is located, responses were
obtained from all districts of mainland Portugal.

The obtained answers about the intervention area (target population) of the
responding NPOs revealed that 64.4% (112) of these NPOs work with the elderly,
52.3% (91) work with children and young people, and 23.6% (41) work with family
and community in general. Other areas of intervention are targeted by NPOs, but
with a lower frequency in the sample (see Table 5).
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Table 5 Sample characterization

L. Santos et al.

Variable Frequency %o
Sex

Female 131 75.3
Male 41 23.6
Prefer not to say 2 1.1
Age

Mean = standard deviation 43 £9.36

Function

Executive direction 44 253
Technical direction or coordination 123 70.7
Other 7 4.0
Education

9th grade completed 0.6
Secondary school completed 6 3.4
Higher education (Bachelor/Graduate degree) 97 55.7
Postgraduate/MBA/Masters/Ph.D 70 40.2
Number of years in the NPO

Mean =+ standard deviation ‘ 13.1 £8.7

Number of years of experience in the current position

Mean = standard deviation ‘ 109 £8.3

The average number of total employees (before COVID-19)

Mean =+ standard deviation ‘ 58.9 £ 69.3

The average number of total employees (during COVID-19)

Mean + Standard deviation [61.7£759

Legal form

Association 80 46.0
Parish and Social Center 33 19.0
Foundation 15 8.6
Religious Institute 12 6.9
Holy House of Mercy 34 19.5
Intervention area

Children and youth? 91 52.3
Children and youth with disabilities? 27 15.5
Children and youth in danger® 32 18.4
Old people? 112 64.4
Adults with disabilities® 37 21.3
People in dependency situation® 21 12.1

(continued)
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Table 5 (continued)

Variable Frequency %
Homeless people? 8 4.6
Family and community in general® 41 23.6
People with HIV/AIDS and their families® 6 34
Drug dependent person® 9 5.2
Victims of domestic abuses® 8 4.6

Source Research data
# Dichotomic variable—the results represent the answer “Yes”

4 Data Analysis and Results

The impact of a crisis like COVID-19 seems transversal and independent of the
type of NPO. In this research, regarding the degree of severity of the impact of the
COVID-19 pandemic on the institution (Fig. 1), measured on a scale of 1 (none) to 5
(high), most respondents (56.9%) answered with a minimum of 4 assuming that the
COVID-19 pandemic had a strong impact on NPOs (mean = 3.64; SD = 1). To look
for associations between the variables of education, years of experience in the current
position, seniority in the institution, the average number of total employees (fixed +
casual) (before COVID-19), and the degree of severity, Spearman’s correlation was
used. The NPO dimension was associated with the degree of severity: the greater the
number of employees, the greater the degree of severity (rs = 0.173; p-value = 0.022).
Education also showed a correlation with this item: the higher the education level,
the greater the perception of the impact of COVID-19 on the institution (rs = 0.163,
p-value = 0.031). These correlations, although low, were statistically significant for
these two variables concerning the degree of severity of the COVID-19 pandemic
impact on the institution. The remaining variables were not statistically significant.
As the literature mentions, all organizations are impacted by crises, which can occur
in any organization and all sectors (Mitroff et al., 1987).

In what emergency preparedness concerns, crisis management implies four inter-
related factors: preparation, prevention, response, and revision (Coombs, 2015, as
cited in Coombs & Laufer, 2018). This work congregates these factors into the more
unanimous proposal of three phases: pre-crisis, crisis, and post-crisis.

Fig. 1 Severity degree of 40.0
impact of the COVID-19

pandemic. Source Research 30.0
data. Scale ranging from 1 20.0
(none) to 5 (high) I
10.0 .
0.0 —
2 3 4 5
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4.1 Pre-crisis Phase

In Study 2, on one hand, most respondents (75.9%) recognize that there was no
crisis management plan in place before COVID-19 and, on the other hand, 24.1%
(42) respondents indicated that their institution had a plan. It is noted that 13.3%
(4) reported that the frequency of the plans’ updating was less than one year, 46.7%
(14) between one and two years, 3.4% (6) between three and four years, and the
same number 3.4% (6) say they review the plan after four years. Furthermore, 67.2%
(117/174) assumed that they had no contingency plan in place before the Portuguese
Social Security Institute rules and guidelines, and 74.1% indicated that there was no
previous crisis response team.

Study 1 had already suggested this finding when some respondents mention that
this crisis was unpredictable, as follows: “A crisis is always something that constrains,
so it’s always in the negative aspect... the crisis always changes the course of events,
changes the organizational models, changes practices, therefore changes the regular
functioning of the institutions, forces us to, in a very short period, reformulate every-
thing and get out of the box, so we cannot be in a functionalist structure, we have to
rethink all the strategies, all the organizational models, the practices, the intervention
models and adapt them to the moment of crisis.” (JB)

All interviewees said that they were not prepared at all, as no one could plan
a pandemic crisis like COVID-19, given its size and importance. Respondents, of
Study 1, expressed plainly:

“Predict a situation like this, with this magnitude? Nobody is prepared for a
hurricane. (...) What is normally required, we try to comply and try to have minimally
legal things.” (PA)

“Nowhere was predicted a situation like this (...) it never crossed my mind, going
through the situation I did (...) in March I had very bad days! (...). Before Covid-19
we had no plans.” (AG)

“We were neither prepared nor mentalized.” (AC)

Crossing variables (“the existence of a crisis management plan before COVID-
19”) with the NPO’s area of intervention, it was possible to verify significant differ-
ences (p-value < 0.05), such as institutions with children and young people in situ-
ations of danger, homeless people, and drug addicts had a higher level of planning
for a crisis. It should be noted that the NPOs with intervention in the elderly public
had a lower level of planning than all the others (p-value < 0.01).

Descriptive analysis of the degree of implementation of the preparation and plan-
ning activities presents average values below 3, showing insufficient implementation
of these activities is (Table 6).

Recent literature also defends the importance of scenario planning and response
activities could focus not only on strategic responses such as support operations (i.e.,
reduction, such as what to cut), but also on those that help maintain core services and
stakeholder relationships, as well as collaborate with other organizations, seek addi-
tional resources, and engineer new ways to accomplish the organization’s mission
(i.e., innovate) (Fuller & Rice, 2022; Mendes & Pereira, 2006).
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Table 6 Degree of implementation of planning activities in the pre-crisis phase

Variables % Statistics

<3 3 >3 Mean SD
Risk and vulnerability audits 54.6 21.8 23.5 2.4 1.24
carried out by multidisciplinary
teams
Impact studies of potential 75.9 17.8 6.3 1.83 0.98
crises
Surveillance and detection 46 36.6 224 2.56 1.18

systems with the definition of
indicators and warning signs

Contingency plans (technical 51.7 23.6 24.7 2.56 1.29
and communication procedures)

Preparation of teams, people 36.8 30.5 32.7 2.87 1.14
and procedures

Classroom simulations and real | 50 29.3 20.6 2.51 1.13
scenarios (training and
exercises)

Source Research data; SD—standard deviation; Likert scale: 1 = none to 5 = high

In the descriptive analysis of the degree of agreement related to preparation and
planning (Table 7), only three items have means above 3. Thus, most respondents
agree that the leadership team created a plan to respond to crises, that the institution’s
infrastructure facilitated crisis resolution, and that the institution had systems and
policies that could trigger crises. It is also important to note that the majority (63.2%
of respondents) assumed that they do not have an area (department, section, or divi-
sion) for communication, public relations, or something similar. Literature is, then,
confirmed as it seems that many managers of these organizations disregard the risks
and vulnerabilities that exist in their organizations or are not aware of it (Spillan &
Crandall, 2002).

4.2 Crisis Phase

There are two ways to perceive a crisis: prepare to prevent and manage a crisis or
ignore the signals and react (Spillan, 2003; Spillan & Crandall, 2002). In Study 1, it
can be said that the NPOs of the sample, tend to react and respond to the moments of
crisis, simply following the guidelines of official bodies, and creating contingency
plans oriented by these entities. As can be demonstrated by the following transcripts:

“It was reactive in the sense that we were reacting, we started adapting what were
the guidelines that were left by the official and public organisms.” (JR)

“We are going to react a little to situations.” (CR)

“The structures are reactive and not proactive.” (JB)
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Table 7 Degree of agreement on the existence of pre-crisis preparation and planning activities

Variables % Statistics

<3 3 >3 Mean SD
The institution had areas 41.4 31.6 27 2.79 1.21
vulnerable to crises
The institution had situations | 55.2 28.2 16.7 2.40 1.15

and practices that, when
ignored, could lead to crises
The institution was aware of 73 19.5 7.4 1.96 0.99
uncomfortable situations that it
did not face

The institution had systems 8.7 15.5 5.7 1.81 0.94
and policies that could
provoke crises

The leadership team created a | 28.7 17.8 53.5 3.30 1.31
plan to respond to crises

The institution allocated 40.2 31.6 28.2 2.76 1.20
appropriate resources for crisis
prevention

The institution’s infrastructure | 27 20.7 52.3 3.28 1.20
facilitated crisis resolution

The organizational culture 21.3 27 51.7 3.36 1.12
favored a prompt response to
crises

Source Research data; SD—standard deviation; Likert scale: 1 = totally disagree to 5 = totally
agree

In Study 2, regarding the descriptive analysis of the implementation of damage
containment strategies during the crisis, all items present averages equal to or greater
than 4.03, that is, on average the respondents agree with the statements. Further-
more, most respondents strongly agree that the institution implemented damage
containment/limitation strategies during the crisis (Table 8).

About the communication channels used to communicate with different audi-
ences during the crisis, it was found that 86.8% of respondents (151) referred to
the telephone, 86.2% (150) to email, 74.7% (130) to social media, and 68.4% (119)
communicated via videoconference (Skype, Zoom, Teams, among others). Mann—
Whitney test was used to compare answers and the existence of area (department,
section, or division) for communication positively influences the actions taken (p-
value < 0.05), meaning that: the institution took care of and satisfied the interests
of all stakeholders; the messages communicated to the different stakeholders were
adequate, and the communication channels used were appropriate. In a different
way, not asked here, similar studies, about communication on COVID-19, ad that
social economy organizations struggled with digital illiteracy from their beneficiaries
(Martins & Pinto, 2021).
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Table 8 Degree of agreement on the actions taken in the crisis phase

Variables % Statistics
<3 3 >3 Mean SD
The institution implemented | 2.9 9.8 87.4 4.34 0.79

damage containment
strategies during the crisis
The institution was able to 5.7 10.3 83.9 4.20 0.89
control information relating
to the crisis

The institution took care of |5.7 18.4 75.9 4.03 0.94
and satisfied the interests of
all stakeholders

The messages communicated | 5.7 18.4 75.9 4.04 0.95
to the different stakeholders
were adequate

The communication channels | 5.1 15.5 79.3 4.13 0.90
used were appropriate

Source Research data; SD—standard deviation; Likert scale: 1 = totally disagree to 5 = totally
agree

In Study 1, concerning the procedures and activities of crisis management preven-
tion and planning, as for the crisis phase, the interviewees referred that there is a
need to create exit and entry systems; reintroduce hygienic-sanitary practices; oper-
ationalize shifts or mirror teams; create circuits; reception, and transport protocols
segmented; concept and implement communication teams and offices (internal and
external); identify and prepare a list of several volunteer entities and platforms (of
health, care, and support staff) beside recruitment mechanisms and partnerships to
provide reserve human force. Some citations of interviewees were:

“Regardless of the contact with the family and communication with the population
in general, it must be well defined who does this, how they do it, what information
should be conveyed and how often, in each type of crisis.” (JR)

“Updated phone book™; “signage”’; “routines”; “mirror teams.” (PA)

“Complaints management”’; “A specific plan for each social facility.” (CR)

In agreement with Study 1, in Study 2 the NPOs have organizationally adapted
to the COVID-19 pandemic reacting to the moment of exception never experienced
before. It was found that 86.8% (151) of the respondents indicated the creation of
new rules and procedures, 75.3% (131) the organization of mirror teams, 32.8% (57)
opted for closure, 23.6% (41) for the reduction of working hours and 20.1% (35)
for the creation of crisis offices/teams. Regarding the existence of attacks (by users’
families and the media, among others) it should be noted that 78.7% (137 out of 174)
of NPOs say they have not suffered any type of attack.

Descriptive analysis of the degree of implementation of crisis management activ-
ities shows average values close to 4 are found, showing that the implementation
of these activities is reasonable (Table 9). It seems that, during the crisis, NPOs
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Table 9 Degree of implementation of crisis management activities

Variables % Statistics

<3 3 >3 Mean SD
Identification and recognition | 3.4 17.2 79.4 4.14 0.87
of the phenomenon
Operational impact 8.0 26.4 65.6 3.83 0.98
assessment
Assessment of reputational 16.1 31.6 52.3 3.49 1.07
impact with different
stakeholders
Identification and 12.6 29.9 57.5 3.60 1.01

characterization of
stakeholders and audiences

Definition of crisis response | 4.0 19.0 71.0 4.07 0.87
strategies and tactics
Activation of the response 34 23.6 73.0 4.03 0.86

system (principles, people
and procedures)

Source Research data; SD—standard deviation; Likert scale: 1 = totally disagree to 5 = totally
agree

were more concerned with recognizing the phenomenon and activating response
systems and tactics, than with the assessment of reputational and operational impacts,
suggesting a contingency management action, more reactive than proactive.

The preparation and prevention stages include the development of crisis exercises
for training and simulation as well as a crisis team (Pearson & Mitroff, 1993). In Study
1, respondents point out as reasons for the absence of preparation and planning: non-
professional management, insufficient training in management and planning, issues
of leadership, insufficient human resources, historical reasons, and other reasons.

“Have I delegated in the technical staff responsible for each valence (...) to specify
it in detail? What are the steps? It doesn’t pass me by.” (PA)

“We have “big ships” coping with non-professional management for years. (...)
We had contingency plans, we followed the guidelines that came from different
public institutions. (...) We had some human resources that allowed us to organize,
creating offices/teams.” (JR)

“We are talking about structures that have an administrative and bureaucratic
system that is often very slow, which obeys very strict criteria that are framed in
specific legislation. (...) There is also a devaluation of planning, on one hand, and
on the other, there is little training and awareness in the areas of planning. (...)
NPOs do not think like market companies (...) are dependent on subsidies and state
funding. (...) They are controlled by the State that gives NPO guidance. Not receiving
guidelines, these structures consider that there are no reasons to do so, they are
not obliged to do so, and therefore they do not do it. (...) Structures that work a



Crisis Management and Planning in Portuguese Nonprofit ... 93

Table 10 Reasons for the lack of crisis planning

Reason Frequency %

Historical reasons 22 28.2
A slow and rigorous bureaucratic and administrative system 39 50.0
Intervention area 21 26.9
State dependency 29 37.2
Devaluation of planning 34 43.6
Lack of human resources with training in management 61 78.2
Subsistence with a high degree of volunteering and solidarity 20 25.6
Lack of leadership 9 11.5

Source Research data

lot from volunteering and with people’s solidarity. (...) People have no training in
management and planning.” (JB)

Regarding the existence of a shortage of crisis planning, in Study 2, about 44.8%
(78) answered yes and 24.7% preferred not to answer, not recognizing this gap. The
reasons for this situation, mentioned by the 78 respondents, are found in Table 10,
highlighting the lack of human resources with management training.

4.3 Post-crisis Phase

Regarding the degree of importance of learning from the crisis experience, around
96.3% (159 respondents) consider it important or very important to learn from this
crisis to produce changes in the future in terms of structure, people, procedures, etc.
Most respondents (78.2%) say that changes have already been implemented as a
result of the pandemic.

For the importance of implementing the post-crisis activities, most respondents
consider it important or very important to carry out post-crisis audits (assessing
effects, the effectiveness of systems, structures), operational and reputational
recovery, and the creation of organizational memory and learning (balance, learning
from mistakes) (Table 11).

In the final assessment about the importance of the level of planning and prepa-
ration for COVID-19, most respondents (70.3%, 116/174), on a scale ranging from
1 (none) to 5 (high), rate a minimum of 4, demonstrating the high relevance and
concern that this topic assumes.

Within the scope of the type(s) of crisis that may jeopardize the performance of
NPOs, it is observed that the most mentioned category is disasters (natural disasters,
fires, floods, epidemics...) with 73% (127) of respondents; then, mismanagement
was identified with 66.1% (115) of the respondents; financial damage with 59.2%
(103) of respondents; work problems with 41.4% (72); personal accidents with 35.6%
(62), cybercrime with 24.1%, among other types mentioned less frequently.
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Table 11 Degree of importance/agreement on the actions taken in the post-crisis phase

Variables % Statistics
<3 3 >3 Mean SD
Post-crisis audit (assessing 12.7 25.5 61.8 3.81 0.94

effects, effectiveness of
systems, structures)

Operational and reputational | 4.2 14.5 81.2 3.69 1.05
recovery
Organizational memory 73 224 70.3 4.20 0.89

creation and learning
(balance, learn from
mistakes)

Source Research data; SD—standard deviation; Likert scale: 1 = not important to 5 = extremely
important

Regarding the question “In the future, which will be the critical issues of
crisis prevention in NPOs?”, with multiple options, it appears that the five most
selected responses were human and physical resources (84.5%, with 147 responses),
balance/financial capacity (65.5%, 114 responses), sustainability (64.4%, 112
responses), management skills (49.4%, 86 responses) and population aging (29.9%,
52 responses).

5 Discussion and Conclusions

The third sector has contributed significantly to the development of the Portuguese
economy. It is a constantly growing sector, and it has helped to reduce the unemploy-
ment rate, offering more jobs, whether full-time or part-time. A crisis management
plan is not just for for-profit organizations, but also for NPOs. Most organizations do
not dedicate time to operations and crisis relevant to their risk profiles (Fuller & Rice,
2022; Ulmer, 2012). A maioria das organiza¢des ndo dedica tempo ao planeamento
de operacdes e crises.

The new coronavirus pandemic (SARS-CoV-2) and its disease (COVID-19) had
an important impact on Portuguese NPOs. Regarding the degree of severity of the
impact of the COVID-19 pandemic on the institution, most respondents of the present
work indicated that the COVID-19 pandemic had a strong impact on NPOs. Several
impacts were informed in coherence with other studies (e.g., Fuller & Rice, 2022;
Martins & Pinto, 2021) like a decrease in the number of volunteers, donations, and
revenues. In this way, this research pandemic has reinforced the idea that a plan
to contain crises is extremely important in organizations, as literature (Coombs &
Laufer, 2018) suggests. In the present study, most respondents assumed that there
was no crisis and contingency management plan in place at their institution, before
the COVID-19 crisis, and stated that one of the most important reasons for this
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situation is the lack of human resources with management training. Literature is,
then, confirmed as it seems that many managers of these organizations ignore the
risks and vulnerabilities that exist in their organizations or are not aware of it (e.g.,
Spillan & Crandall, 2002).

Regarding the degree of severity of the impact of the COVID-19 pandemic on the
institution, most respondents stated that it had a strong impact on NPOs, confirming
that although NPOs dealt with the COVID-19 crisis in different ways, the pandemic
had moderate to severe negative impacts on them (Fuller & Rice, 2022). It’s also
important to note that the NPO dimension was associated with the degree of severity:
the higher the number of employees, the greater the degree of severity. Education
also showed a correlation with this item: the higher the education level, the greater
the perception of the impact of COVID-19 on the institution. These correlations,
although low, were statistically significant for these two variables concerning the
degree of severity of the COVID-19 pandemic impact on the institution. Additionally,
crossing the existence of a crisis plan with the NPO’s area of intervention, it was
possible to conclude that institutions with children and young people in situations
of danger, homeless people, and drug addicts had a higher level of planning for a
crisis. It should be noted that the NPOs with intervention in the elderly public had a
lower level of planning than all the others. The impact of COVID-19 on elders does
not appear to have been adequately explored to date (D’cruz & Banerjee, 2020).
Local, regional, and national government actions taken to attenuate the spread of
the pandemic disease have thus shield older people from the virus, and these ones
have been particularly hard hit, dying in an unevenly higher numbers, especially in
long-term care facilities (Miller, 2020).

Managing a crisis requires a lot of effort on the part of these organizations, consid-
ering that managing a crisis requires not only a plan but also a crisis management
team, with highly trained leaders, as well as a crisis communication plan so that it can
communicate effectively with its stakeholders (Coombs & Laufer, 2018; Young &
Searing, 2022). Most respondents agree that, during the crisis, the leadership team
created a plan to respond to crises, that the institution’s infrastructure facilitated
crisis resolution, and that the institution had systems and policies that could trigger
crises. The reactive response to crisis occurred confirming that the social economy
has been mitigating impacts of COVID-19 crisis and complementing government
responses (OCDE, 2020). Doing so, an increase of Portuguese NPOs’ flexibility and
speed of adaptation happened (Martins & Pinto, 2021). In the present research, it
is also important to note that the majority of institutions assumed that they do not
have an area (department, section, or division) for communication, public relations,
or something similar. About the communication channels used to communicate with
different audiences during the crisis, it was found that most respondents referred to
the telephone, email, and social media. Communication is a fundamental capability
for NPOs and engaging in external communication activities contributes to their skill
to persevere and innovate (Fuller & Rice, 2022).

Within the scope of the type(s) of crisis that may jeopardize the performance of
NPOs in the future, the most mentioned category is disasters (natural disasters, fires,
floods, epidemics...), mismanagement, and financial damage. Regarding the critical
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issues of crisis prevention in NPOs, the respondents indicate human and physical
resources, balance/financial capacity, sustainability, and management skills. Other
similar results announce that the main needs of Portuguese IPSS are the economic-
financial support (focus on personal protection equipment), reinforcement of commu-
nication and networking with public organizations, and an increase in the number of
qualified operational workers (Martins & Pinto, 2021). Despite the constant growth
of NPOs in Portugal, it was noticeable that these organizations have received very
little attention, in terms of volunteering, given that this had a large reduction at the
time of the pandemic disease, accordingly with other studies (Martins & Pinto, 2021;
Meira et al., 2022; Young & Searing, 2022).

This study suffers from certain limitations with the key issue having considered
only crisis management. In fact, additional dimensions of NPO literature would
consolidate its contribution considerably. Data collection took place during the
pandemic situation and is only based on the Portuguese case of NPOs and, specifi-
cally, those with the status of IPSS. Other limitation of this study concerns the fact that
the surveyed and convenience sample includes a small sample size due to the insuf-
ficient available contacts on Carta Social data base (GEP/MTSSS, 2021), impeding
representativeness. In summary, the present research, echoes a partial reality.

Future research, resulting from this project and literature review, should focus
on four fundamental areas: risk and vulnerabilities assessment, planning compe-
tences, active leadership, and organizational communication as primary tools for
crisis management. Also, Study 1 pointed an increased effort of different NPOs on
working together and developing partnerships with local authorities in order to cope
with unexpected and undesirable events in COVID-19. Similarly, recent research
(Fuller & Rice, 2022; Martins & Pinto, 2021) also observed as an opportunity the
inter-cooperation with similar organizations, municipalities, and local health enti-
ties. This confirms that, during periods of crises, historically, there is a rise in the
value placed on co-operation and solidarity (OCDE, 2020). So, it seems interesting
to deep knowledge about how external stakeholders, partnerships, and competition
are managed to work solutions through co-operation in order to help mitigate the
direct impact of the crisis, especially for the most vulnerable groups, and provide
services. Future studies might replicate this one in the highly diverse universe of
organizations of the social economy, and a broadener range of countries around the
world.
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Coat of Arms and Logo. The Case
of Poland
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Abstract Brand identity is an essential theoretical and practical subject in place
branding. It is a complex phenomenon that includes, among others, visual identity
systems and design programs. One of its key elements is the logo. Places, contrary
to corporations, often have a double visual identification of the brand: a coat of
arms and a logo. In this matter, the authors consider the case of Poland because,
after the political changes started in 1989, more than 2,400 territorial coats of arms
have been adopted. At the same time, almost 1,000 logos of Local Government
Units (LGU) have been developed and implemented. Although the problem of the
relationship between coats of arms and territorial logos has been discussed in the
Polish literature, the positions expressed tend to be postulating rather than based
on empirical research. Therefore, the purpose of the article is to provide empirical
data and describe the relationships between coats of arms and logos. The starting
point of this research is the theory of place marketing, whose key element is the
concept of place branding. The authors used content analysis as a research method
to analyse the content of the logos. In the literature, it is postulated that the func-
tions of the coat of arms and the logo are separate. In practice, the relationships
between the coat of arms and the logo are much more complex. Place brand iden-
tity models should consider the coexistence of the territorial logo and the coat of
arms and their parallel use.
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1 Introduction

Place branding began to separate as an independent discipline at the turn of the
twentieth and twenty-first centuries (Campelo, 2017) and two books published
in 2002—*Destination Branding” and the special issue of the Journal of Brand
Management entitled “Nation Branding” (Foroudi et al., 2020: 3) qualified place
branding as a multidimensional field. Review and so-called state-of-the-art articles
started to be published after 10 years of discipline development (Gertner, 2011;
Lucarelli & Berg, 2011). Subsequent works summarizing the state of the place
branding appear almost every year (van Ham, 2008; Lucarelli & Brorstrom, 2013;
Vela 2013; Oguztimur 2015; Green et al., 2016; Vuignier, 2017; Ma et al., 2019,
Kumaret al., 2019; Foroudi et al., 2020; Hao et al., 2021). Regardless of objec-
tions raised regarding the state of the discipline and its theoretical and research
problems, it can be concluded that there is consensus that the term ‘brand’ can
be applied to places, that is, municipalities, cities, regions, and countries (Hanna
& Rowley, 2007; Vuignier, 2017), and place branding refers to the general form
of branding dedicated to local or national government units, both in research and
analytical work; however, place brands are structurally different from commer-
cial brands (Mollerup, 2013: 208). However, the concept of ‘brand’ in the most
common currently Component Model raises doubts in the literature on the subject
(Avis & Henderson, 2022; Gaski, 2020; Manning, 2010). As Gaski writes A large
fraction of empirical brand literature is ambiguous because the definition, mean-
ing and therefore measurement of the focal construct, ‘brand’, is unclear (Gaski,
2020: 517). This reservation also applies to place brands (Kalandides & Kavaratis,
2009; Vanolo, 2017). Therefore, in this chapter, the authors have adopted the
unambiguous Label and Association Model [LAM] (Avis & Henderson, 2022:
36)] which defines ‘brand in the following way: “A brand is a trade name / logo
that identifies a product or firm, usage of which may be limited by legal structures
and practice”. In this sense, the logo and/or coat of arms are the brand of the place,
and the visual identification system is one of the elements that creates and main-
tains a place branding process.

Summarizing, visual identity is one of many instruments of place branding
(Ashworth, 2009; Ashworth & Kavaratzis, 2007) and referring to Martina Low’s
approach (2001) that stresses two dimensions of place: spacing and synthesizing,
place identity must be visible, so visual elements are needed to make a brand per-
ceived. The logo and coat of arms are visual elements of the identity of the place
and they both have practical consequences.

Although in corporate branding the existence of coats of arms is not conceptu-
alized as a theoretical and practical challenge (Faroudi and Gupta, 2017, Kim &
Lim, 2019), it should be stressed that the existence and simultaneous use of tra-
ditional coats of arms and promotional logos by places is a structural difference
between place and corporate branding.

Heraldry, understood as a scientific discipline, has an immovable place as an
auxiliary science of history. However, until recently this area has not attracted
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much interest among marketing specialists (Starzynski, 2018). For example,
a Google scholar search showed that ‘place branding’+ ‘coat of arms’ gives 221
results and ‘place branding’ + ‘urban heraldry’ only 46 results. Similar results can
be found in larger databases of scientific publications.

In the literature on place branding, a coat of arms is mentioned only in case
studies on the process of creating a city logo. The thesis that the coat of arms can
be an inspiration and source of solutions for the city brand identity and a sym-
bol of place identification is widely accepted (Florek et al., 2006; Michelet and
Giraut, 2014; Grandi, 2015; Pompe, 2017, Lucarelli et al., 2021). In addition, there
are only single mentions indicating that places (mainly cities) merely have coats
of arms (Benedek, 2017, Krebs, 2015, Matlovicova, 2010, Popescu, 2017), or it
is stressed that city authorities use them as official symbols (Trukchachev, 2017)
indicating authority and sovereignty (Diacov & Percinschi, 2016; Kaufmann and
Durst, 2008), sometimes even majesty (this is how the German term Hobheitlich
should be translated into English see: Beyrow & Vogt, 2015: 10). There is also
an approach that separates territorial brands from official symbols, such as the
flag, the national anthem, and the coat of arms (Goretti and Casaroto, 2019: 32,
Muratovski, 2012). A coat of arms is an issue that is analyzed by specialists in var-
ious disciplines, such as, for example, geologists (da Silva, 2018). Da Silva defines
a coat of arms as an image that acts as a complex code of communication between
the people who create the message, the people who exhibit the coat of arms, and
the people who read and receive the message built into the coat of arms (da Silva,
2018: 954), which in a formal sense shows similarity to the Component Model of
Brand.

In theoretical considerations, coats of arms are treated as sources of specific
traits for the logo-making process, and they are perceived as fitting to the dis-
course of cultural heritage, not to contemporary practice (Jarlehead, 2020: 18).
Such studies indicate that the concept of company/corporate heritage is an inspi-
ration for the creation of logos (Balmer and Greyser, 2003; Balmer and Greyser
2006; Balmer and Urde, 2007; Balmer and Burghausen 2015; Wilson, 2017).
Hakala et al. suggest the model of ‘place heritage’ (Hakala et al., 2015: 266),
where a coat of arms is placed in the group ‘place symbols’ together with ‘place
name’. That is why a coat of arms is a kind of symbol that might reveal the
essence or genius loci (the spirit of the place) of a particular place (Skinner, 2011).
Adding that “as communicative genre city logos have become more corporatized
over the years” (Jarlehead, 2020: 17), one can hypothesize that coats of arms are
such natural signs in the lives of cities that they are virtually invisible to place
branding researchers and practitioners, which is why they are not an element of
inquiry in place branding research.

However, in Eastern Europe, including Poland, the 1990s was a turn towards
a free-market economy and democracy. Therefore, two phenomena occurred
simultaneously in the case of coats of arms. First, a return to the heraldic conti-
nuity, interrupted by Soviet emblems, which meant that during the fall of com-
munism in 1989-1990 (Kaneva & Popescu, 2011) and later, coats of arms began
to arouse wider interest again. In Poland, the term ‘live heraldry’ is even used for
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local and episcopal heraldry created after 1989 (Gérzynski, 2018: 3). After 1990,
more than 2,400 coats of arms of local government units were recognised in
Poland (Znamierowski, 2017: 6; Strzyzewski, 2005). Legal and administrative reg-
ulations regarding their formation and application were also introduced in 2000,
and a consulting and advisory body was established—the Heraldic Commission
at the Ministry of Internal Affairs (Wiszowaty, 2013; Zwolak, 2017)]. Up to now,
new coats of arms have been created and old ones have been modified; some of
them are approved, some not by the Heraldic Commission (Suchodolska, 2018).
Second, the practice of place marketing is another phenomenon that occurs after
1989 (Duczkowska-Piasecka, 2013; Rudolf, 2016; Szromnik, 2016). Since then,
self-governments, both local and regional, have started to introduce modern mar-
keting solutions that include a visual symbol such as a logo. On 1 August 2022
930 logos are used by Polish local government units, which play different roles
than coats of arms in the LGUs practice. A logo is a symbol created for market-
ing purposes and a coat of arms for solemn circumstances and official celebrations
(Adamus-Matuszynska & Dzik, 2017b: 57 and following). In 2013, among Polish
specialists, practitioners and researchers, a discussion of the functions of logos and
coats of arms began (Studio Otwarte, 2013). At the same time, the local authority
of Stupsk introduced a new city logo referring to the coat of arms. Similar deci-
sions were taken by the local authorities of Wadowice and Rybnik. Therefore, the
issue has begun to be noteworthy, also from the theoretical point of view, because
the question arises not only about the relationship between the coat of arms and
the logo, but also about the importance of the coat of arms in place branding.

Relationships between coats of arms and logos have also begun to be separately
analysed in place marketing literature. According to the Heraldic Commission,
entities that use coats of arms should not use the logo to avoid violating or weak-
ening the function of the coat of arms as an identifying sign (Strzyzewski, 2005;
Suchodolska, 2018; Pogorzelski, 2012; Widtak, 2020). The coat of arms should be
protected and applied only during special occasions, while the logo should func-
tion for promotional purposes (Augustyn, 2008). In turn, the authors of the book
“Visual Identity” (Rychter et al., 2012) are of the view that interchangeable use of
a coat of arms and a promotional sign is justified in many cases. Another approach
to relationships between logos and coats of arms suggests that cities should imple-
ment three types of visual identification (Wtoszczynski, 2016):

1. An official coat of arms as a sign used for representative purposes.

2. A city brand mark, based on the coat of arms, to mark the city hall and for its
informational and promotional needs.

3. Alogo as a promotional sign.

In Poland, marketing practice has an impact on empirical research and theoreti-
cal discussions on the relationship between the city logo and its coat of arms
(Adamus-Matuszynska & Dzik, 2017b; Rudolf & Wrze$niewska-Szymanska,
2018). One can formulate the thesis that market signals, as well as practitioner dis-
cussions, have affected the use of coats of arms in the visual identification of local
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governments (Goretti & Casaroto, 2019). A place coat of arms is designed to be
the visual expression of the autonomy and individuality of a particular place (Da
Silva, 2018: 950). A place logo is a particular and distinctive visual symbol that
has two purposes: description and distinction (Mollerup, 2013).

This article seeks to deepen the understanding of the relationships between
coats of arms and logos in the practice of place branding, taking into account
Polish cities, regions and counties. The presented research differs from those
undertaken by marketing researchers due to its focus on graphic symbols, consid-
ering a wide range of literature, also including the perspective of graphic design-
ers, which makes this approach unique. When exploring the websites of the places
and conducting individual deep interviews (IDI) with the officials responsible for
the promotion of the places in the offices of the Local Government Units, all avail-
able coats of arms and logos were collected. By studying the literature and exam-
ining place branding practice, the paper tries to answer the following research
questions:

1. Is a coat of arms an element of place branding practiced today by marketing
specialists?

2. What is the function of a coat of arms in place branding practice? Is it just an
element of heritage or a contemporary element of place branding practice?

3. How is a coat of arms applied in place branding practice? How often is this
authorised visual sign considered a logo or a component of a place logo?

4. Does an analysis of a coat of arms improve place branding theory?

2 Municipal Heraldry in Poland. A Brief Introduction

The heraldry of Polish land (regional, powiat, and local) has a long history and is
characterized by some particular features related to the unique heraldic system of
the Polish nobility and the history of the country. There are some important qual-
ities of the Polish heraldry system that should be mentioned when characterizing
the relationships between arms and logos.

The coats of arms of lands and cities date back to the thirteenth century
(Municipal Heraldry 2009, Strzyzewski, 1999). Until 2000, there was no fixed
graphic model of a coat of arms or a universally accepted set of rules governing
the Polish heraldic system (Znamierowski, 2017). Tradition, heritage, and legisla-
tion influenced the graphic heraldry system. Originally, municipal arms were cre-
ated by autonomous civic authorities. Visual features of the Polish arms consisted
of a shield, which has not been divided, the colours used are two metals, gold and
silver, i.e., yellow and white, and four tinctures: red (very often practiced), blue,
green, and black. If the element of the coat of arms is a charge, then it must be
framed with a black contour line. The charge in the coat of arms has a proper anti-
naturalistic heraldic stylization. Only in the Polish heraldry there are such charges
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as “lekawica”, “krzywash”, “péttorakrzyz” and “péttrzeciakrzy”! (Widtak, 2013;
Znamierowski, 2017). In the Polish-Lithuanian Commonwealth (1385-1795), the
heraldic system of the nobility was adapted in urban heraldry (Chomicki, 1939).
After World War II, towns previously inhabited by Germans and afterwards pop-
ulated by Polish citizens changed their names and arms, which had been influ-
enced by German, Prussian, and Brandenburg heraldry (in former East Prussia
and Western Pomerania) as well as Austria and Czech (in Silesia) (Strzyzewski,
1999). The current guidelines of the Heraldic Commission take this specificity into
account and allow, for example, the division of the shield (Komisja Heraldyczna,
2020).

Along with political and economic changes in Poland and the restoration of
local governments after 1989, the practice of using the coat of arms in official
communication of cities, municipalities, powiats, and voivodships was restored
(Adamczewski, 2014). After 1990, approximately 2400 territorial coats of arms
were estimated to have been created (Znamierowski, 2017: 6). This is due to
changes in the administrative division of the country. For example, 314 powiat
coats of arms were created, which were designated de novo in this new administra-
tive division.

In 2000, the Heraldic Commission was established by the Ministry of
Administration, and since that year it has been suggested that municipal coats of
arms should meet commission guidelines. However, the Heraldic Commission
advises and gives its opinion about prepared arms without further restricted con-
sequences. The Polish heraldic rules do not include restrictions on the use of spe-
cific visual symbols on arms. Therefore, the LGU uses a wide range of symbols in
these signs.

To conclude, municipal heraldry has been renewed, and at the same time, cities
and regions have begun to build territorial brands and practiced marketing activi-
ties. Thus, Wojciech Strzyzewski summarizes the role of the coat of arms by writ-
ing: Therefore, the coats of arms were important elements of the city's propaganda
and promotional activities, creating its positive image. It is still so today, as evi-
denced by the emblems of modern cities. (Strzyzewski, 1999: 13).

3 Theoretical Background

Today, places, cities, and regions compete for visitors, investors as well as resi-
dents, and that is why they use instruments that allow them to become competitive
on this distinctive market. Place branding is one of the ways a place can become
attractive to clients. So, this idea is practiced and, at the same time, theoretically
analysed (Moilanen and Ranisto, 2009; Govers & Go, 2009; Boisen et al., 2018).

'The names were left in the original because there are no relevant English terms recognized by
specialists (Strzyzewski, 2020).
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There are many definitions of place branding, although, generally, it is a kind of
activity that mobilizes different resources to guarantee the emotion-laden place
experience that consumers are seeking (Govers & Go, 2009: 17). In theory, the
place brand is a bearer of the identity of the place, which means that it discloses
the historical, political, social, cultural and economic characteristics of the place.

People and places are mutually constructed and constituted (Harvey, 2001).
A social group creates a community where four types of identity are revealed
(Jatowiecki, 2010: 315): (1) a sense of the bonds between the individual and the
group with the society of the city, (2) a sense of relationship with the city’s space,
(3) a sense of bonds with the city's past, and (4) a sense of identity with the future
of the city. As a result, the ‘place’ becomes a particular message of its identity.
Therefore, all symbols, including visual ones, are used to show the specificity of
this place. The place has its genius loci, which make it alive for people and deter-
mine its character and spirit (Jivén and Larkham, 2003).

The place identity is explored by different disciplines (Convery et al., 2012).
Understanding identity is a key element in strategic brand management (Kapferer,
2008:171 and following), which defines brand identity as a concept of a brand
designed and presented by an organization (Geuens et al., 2009). Identity draws
on the brand’s roots and heritage, everything that gives it its unique authority and
legitimacy within a realm of precise values and benefits (Kapferer, 2008:178). A
distinctive brand identity enables consumers to satisfy their self-definition needs
to be unique (Berger & Heath, 2007; Ruvio, 2008; Tian et al., 2001). The same
happens with respect to a place. Each place has its own identity, and because
today places (cities, regions, countries) compete, they need to be governed to build
a unique position on the market by creating, among other activities, the brand
identity of the place (Florek and Janiszewksa 2013; Glinska, 2016). As stated by
Aitken and Campelo (Aitken & Campelo, 2011): Brands are commonly defined
in relation to ideas of differentiation and identification (Aaker, 1991; Wilson,
Gilligan & Pearson, 1995; Kotler, 2002; Aaker, 2004). As an identifier, the brand
is linked to issues of ownership, and as a differentiator, the brand becomes a
signifier of perceptions, meanings and values that separate it from competitors
(Ballantyne & Aitken, 2007).

Place branding cannot be separated from the governmental context because
they are municipal organizations (city halls, town halls, regional offices) that
undertake policy making procedures (Zenker & Braun, 2017: 275). Research
shows that place branding is nowadays implemented as a government strategy
for the socio-economic development of cities and regions (Kiryluk et al., 2020),
involving in this process the many different stakeholders who have influenced the
process itself, but also the place brand (Kavaratzis & Hatch, 2013).

Place brand is a multifaceted term which is defined by academics and prac-
titioners representing variety disciplines such as marketing, place marketing,
human geographers, sociologists, urbanists, graphic designers, public policy,
etc. (Hankinson, 2015; Harvey, 2001; Jorgensen, 2009, Vanolo, 2017). It is the
result of the place branding process. However, it should be stressed that a place
brand is ‘an unbalanced object’ due to the dynamics of place branding processes.
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It identifies the place, but also reflects its attributes and raises among receiv-
ers (visitors, citizens) the emotions and attitudes toward the place having, in this
way, an impact on the place image (Cai, 2002). The meta-analysis done shows
that the place brand is a complex, multi-layered, and multidimensional theo-
retical construct. However, it should be noted that logos, slogans and narratives
are included in each of the analytical elements of this construct (Yazdanpanah
Shahabadi 2019). A logo is a graphic sign (Wheeler, 2018: 50), the conventional
solution of a visual symbol plus a wordmark (Healey, 2009: 7). It contributes to
the identity of the brand. A logo allows socialization around something people are
already proud of or engaged with (Govers, 2015). It seems that place marketers
often perceive a logo as the most important element of place branding (Ashworth
& Kavaratzis, 2010; Boisen et al., 2018), although this is a symbol that finalizes
the long and dynamic process of creating and developing the identity of the place
brand (Adams and Morioka, 1994:18). Historical influences on heraldry and con-
temporary design programs are described in the literature on the history of graphic
design (Mollerup, 2013: 59). A coat of arms is one of the most crucial elements
of heraldry, today being a source of visual motifs in place logos. This prerequisite
was the theoretical basis of the research presented.

4 Research Methods

Referring to the theory of marketing research expressed by Hunt (2015), the
inductivist route was used in this study. It suggests that the first step is the observa-
tion and recording of data (Hunt, 2015: 27).

Content analysis was used to examine both logos and coats of arms. It is one
of the recognised methods of qualitative and quantitative research, which its cre-
ator, Bernard Berelson (1952)—defined as the objective, systematic, and qualita-
tive description of the disclosed content of communication. This method is a valid
research method for brand branding in places (Govers & Go, 2009; Hashim 2017:
215). The content analysis of the graphic symbols used in promotion consists of
four stages (Rose, 2001: 56 — 66):

(a) Finding images—LGU logos were found on official webpages, social net-
works, and in other promotional publications. In doubtful situations, the
researchers personally contacted the officials. This additional verification
covered more than 200 cases.

(b) Devising categories for coding—coding means attaching a set of descrip-
tive labels (or categories) to the images (Rose 2001: 58).

(c) Coding the images—applying distinguished categories to country logos.

(d) Analysis of results—formulation of conclusions and discussion of
questions.

Using qualitative thematic coding methodology, a categorical framework was cre-
ated for the classification of the logos studied. A content analysis approach was
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applied to examine and assess the images used in the logos with a comparison of
the coat of arms and their visual elements. During the research, 871 images were
analysed for content in terms of motifs and themes. As a minimum of marketing,
standardization of at least two so-called basic elements was considered (Healey
2010:7): name (logotype / wordmark), graphic sign, colours, fonts, and the ‘fifth
element’ or additional decorative element (Mollerup, 2013: 59). Considering the
above criteria, six modes of using the coat of arms in the logo or as the logo were
identified:

1. The logo has two elements: the coat of arms used directly in conjunction with
the name (wordmark).

2. The logo has at least three elements: the coat of arms (used directly) in con-
junction with the name (wordmark) and an additional graphic element.

3. The logo is one-piece (simplified coat of arms), however there are variants with
additional words.

4. The coat of arms is part of a complex multicomponent logo, but the coat of
arms is modified or simplified.

5. Fragments and elements of the coat of arms (e.g., emblem, charge) are used in
a logo.

6. The shape of the heraldic shield only.

The content analysis of a motif was completed in three steps following Rose
(2001), Govers and Go (2009), Hashim (2017: 215- 216):

e Identification of actual objects (finding images)—identification of land logos

e Identifying the arrangement setting (categories for coding)—Identification of
elements of the arms

e Identifying the contextualization (analysing the results)—Identification of the
main arms motives in logos.

The Individual Deepening Interview (IDI) was the second research method imple-
mented to clarify the prepared categories for coding and confirm that the identified
motives are elements of coats of arms. The authors conducted 24 interviews (IDI)
with eight designers involved in the creation of coats of arms and LGU logos, 14 offi-
cials responsible for the promotion and marketing of the place, and two experts in her-
aldry (historian and designer). Interviews were typically transcribed and analysed for
qualitatively collected data. The following issues were raised during the interviews:

1. Perceived identity of the place and (if it existed) the identity of the place brand.

2. Was the coat of arms considered in the process of creating the place brand?

3. If the coat of arms was an inspiration, how did it influence the process of cre-
ating and implementing the visual identity of the place brand? Is it only a sym-
bolic heritage, a source for creating a logo or something as ‘living heraldry’
that can be used today?

4. How do the respondents see the coat of arms and logo relationships?

5. Whether, when, and under what circumstances can and should the coat of arms
be used as the sole/exclusive identifier of the visual identity of the place brand?
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The authors collected logos of all Polish LGU’s. The following LGUs were
examined:

1. 16 regions (voivodships)
2. 380 counties and towns
3. 2477 communities.

5 Results and Discussion

The collection of all logos for the branding practiced in the place was the starting
point of the research. Although there are 2873 local government units in Poland,
933 have developed and implemented these visual symbols in promotional and
official communication (Table 1).

The examination carried out for the purposes of the research of the previous
authors and this article indicated 202 confirmed situations in which the definite
usage or the reference to the coat of arms in the visual identification of regions,
cities, towns, and communities in Poland was clearly confirmed. It means that
20% of LGUs that implement logos in their promotional practice created them
with some references to coats of arms. It also means that about 7% of all units
researched have double visual identification: coats of arms and, at the same time,
logos inspired by the coat of arms in their visual identification. The number is not
very large, but it allows for preliminary classifications of such logos. The arti-
cle does not analyse those self-government units (LGUs) that use only the coat
of arms in communication with the environment. There are more than 1,800 local
governments.

In the inductive route, after observation and data collection, the next step was
classification of the items collected. The proposed classification was created by the
authors after interviews with graphic designers and heraldry specialists. Heraldic
graphic motifs (Mollerup, 2013; Fox-Davies, 2012) were the basic premise for
building the classification (Table 2).

The first category—the coat of arms with the logo—is used, for example, by
the Lower Silesian Voivodship, Kielce Powiat, Mragowo, and Trzebinia. All these
local governments have extensive visual identification systems that standardize the
coat of arms, the name of the Local Government Unit, the fonts and colours used.
Another example of logos are coats of arms appearing with the names of spectac-
ularly written names of the towns, in which ligatures or unusual glyphs are used,
such as in the Koscierzyna, Szydtowiec, or Wrzesinski powiats (counties). Some
examples are presented in Fig. 1.

In the next group of logos, there is a combination of a coat of arms, town name,
and additional decorative element; examples of Augustéw and Miechéw are worth
showing (Fig. 2). In this group, coats of arms also appear in complex and multi-
component signs, including several graphic elements such as names, promotional
slogans, crests, and other pictures (Sulgcinski county).
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Table 1 Polish local government units using logos

113

Position | Type of LGU

Number
of LGOs

Number
of logos

Number of logos
referring to the
coat of arms

Remarks

1 Voivodships
(regions)

16

16 (20)

2
(Dolny Slask,
Slask)

Specialized identi-
fications are used

in three regions.
Kujawsko-Pomorskie,
in addition to the gen-
eral logo, also uses
tourist identification.
The Slgskie region
has a marketing logo
and a coat of arms is
additionally used for
sponsorship purposes.
The Wielkopolska
region, which has a
policy of specialized
brands, uses tourist,
economic, and cul-
tural regional brand
identities

2 Cities

66

58

16

It should be empha-
sized here that next
to the city logos there
are also metropolitan
area logos, for exam-
ple, Upper Silesia
Metropolis

3 Counties

314

160

38

There are also visual
identifications of joint
promotional activities
of counties and their
communes, e.g.,
Regio Resovia

4 Communes

2477

763

146

There are also some
intercommunal pro-
motional projects, for
example, ‘Beskidzka 5’

Total

2873

997(1001)

202

Double number
because of voivode-
ships (regions) see
position 1

Source Own research

Visual identification of Gdansk requires a separate discussion. It uses three
combinations of brand identity: (1) a coat of arms (the so-called great—with
holders and a motto), (2) a coat of arms with an additional decorative ele-
ment (“wicket”), (3) coat of arms, "wicket" and the slogan (“City of Freedom”).
Furthermore, subsidiary companies and municipal institutions use separate
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Table 2 Categories of logos referring to coats of arms (excluding regions)

Position Description Absolute numbers Percentage (%)

1 The logo has two elements: the coat of 27 14
arms used directly in conjunction with the
name (wordmark)

2 The logo has at least three elements: the 47 23
coat of arms (used directly) in conjunction
with the name (wordmark) and an addi-
tional graphic element

3 The logo is one-piece (simplified coat of 32 16
arms), however there are variants with
additional words

4 The coat of arms is part of a complex, 12 6
multicomponent logo, but the coat of arms
is modified or simplified

5 Fragments and elements of the coat of 65 33
arms (e.g., emblem, charge) are used in a
logo

6 The shape of the heraldic shield solely® 17 9
Total 200 100

Source Own research

4 Polish heraldists express doubts as to whether only the shield-shaped logo is a heraldic ref-
erence (Strzyzewski, 2020; Widtak, 2020). However, the German literature presents a different
position (Beyrow & Vogt, 2015: 158), which is why the authors of the presented maintained this
category

identification, using a simplified and modernized version of the coat of arms
(Fig. 3). The latter version is mentioned because from 2020 it starts to serve as an
unofficial logo, e.g., on promotional gadgets.

The next group of logos uses a simplified and modernized version of the coat
of arms. In this group of visual solutions, the pioneer was Stupsk in 2015. This
successful project was followed by Gryfino, Rybnik, Starogard, and others. In all
cases, heraldic inspirations are clear and visible/legible even for non-profession-
als. They are described in visual identification systems documents, promotional
materials, or descriptions posted on town websites and social media. From the
interviews conducted for the purposes of the research and descriptions included in
the visual identification systems and strategic documents of the LGUs, it could be
concluded that the simplification of the coat of arms is treated by the governors as
a message which communicates modernity while maintaining respect for tradition
(Fig. 4). It should be added that the authors found examples of using simplified
coat of arms and, simultaneously, a logo. This is the case, for example, in Krakéw
poviat (county) and in the city of Zgorzelec. In such cases, the logo was classified
as the carrier of visual place brand identity.

The next group contains the coat of arms as part of a complex multi-component
logo, but the coat of arms is modified or simplified. There are relatively few such

signs, and sometimes confirmation of heraldic references requires consultation
(Fig. 5).



Double Visual Identity of the Place Brand: Coat of Arms and Logo ... 115

Coat of arms with the name of the voivodship ~ Coat of arms with the name of the powiat (coun-
(region), such as the logo of the Dolny Slask  ty), such as the logo of Powiat Kielce.
Voivodship

' DOLNY
SLASK

Coat of arms with the name of the town, such as Coat of arms with the name of the county, such as
the logo of Mragowo the logo of Powiat Wrzesinski

rD)wiul 7 .
rzesinski

POWIAT
KIELECKI

Mragowo

Fig. 1 Coat of arms with the wordmark Source Own elaboration based on the websites of terri-
torial units

To function as a visual element in city signs, some charges are not only isolated
from their shield but could be (a) used directly as an element of the logo, or (b)
modified graphically (Beyrow & Vogt, 2015: 168). A change should be modified
so that the heraldic origin of the subordinate remains symbolically observable.

When coat of arms fragments is implemented in a logo, far-reaching modifi-
cations are applied more often. Such solutions are practiced, for example, in the
Chorzéw logo (a characteristic letter ‘H’ refers to the symbol of the convent of the
Order of the Holy Sepulchre—this symbol appears in the coat of arms and logo) or
in the Chrzanéw logo (the lines refer to identical ones visible in the coat of arms
of this city). Also, the new logos of Biatogard, powiats: Lublin and Ketrzyn use
fragmentary coats of arms (this is due to descriptions and justifications). The cities
of Ko$cian and Pleszew (Greater Poland) use emblem elements in the logo. In turn,
the new logo of the city of Trzcianka (Wielkopolska) basically refers directly to the
city's coat of arms, a slightly modified / stylized ‘Ciotek’ comes from that coat of
arms (Znamierowski, 2017). It should be noted that this inspiration, that is, the use
of a graphically processed element or fragment of the coat of arms, requires more
thorough checking in promotional documents or contact with the relevant office.
An example direction of inspiration in the example of Chorzéw (Fig. 6). Such seri-
ous changes raise doubts among heraldry specialists (Widtak 2020).
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Augustéw logo Justification and description

According to the relevant city
[ =) 4 documents (Resolution XXII /
P Ax R A U G U STOW 202/16 of the City Council of
ﬁ Augustéw), the coat of arms
A W AW AR WA refers to tradition and the dec-
orative element is to indicate
modernity. The colours used
in the logo symbolize the
richness of nature and the
multitude of tourist attractions
in the city.

Miechéw logo
In the case of the Miechéw

e

M I_ECH O W z commune, an additional deco-

Gmina i Miasto rative element is the ‘tab’
against which the name of the
town appears. The logo is
available in two versions, the
first identifying the communi-
ty and the second identifying
the town hall.

Sulecinski County Logo

The official interpretation of
the Visual Identification Sys-
tem indicates a combination

. f tradition (coat of ) and
powiat & it conotumn
sulecinski

Fig. 2 Coat of arms+wordmark +additional decorative element. Source Own elaboration based
on the websites of territorial units

Gdansk — coat of arms, decorative ele- Gdansk — example of municipal institution identification
ment, and a slogan

Gdanski

GDA NS l( Urzad Pracy

- - .
miasto wolnosci

Fig. 3 Coat of arms+wordmark + additional decorative element in the main logo and simplified
coat of arms in the logos of municipal companies. Source Own elaboration based on the websites
of territorial units
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Gryfino coat of arms Gryfino logo

Starogard Gdanski coat of arms Starogard Gdanski logo

Fig. 4 Simplified coat of arms. Source Own elaboration based on the websites of territorial units

Logo of Kwidzyn Wadowice logo
Kwiﬂzy
. . | g
o Wit

Fig. 5 Modified coats of arms as a component of a complex, multi-element logo. Source Own
elaboration based on the websites of territorial units

Shields are the last group of heraldic inspirations in the logos of Polish cities
and towns. Inspiration is understandable because coats of arms are always pre-
sented on a shield and signifies power. It seems that similar reasoning is behind
logos using a form of a heraldic shield, the form itself being sufficient to indicate
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Chorzow coat of arms Chorzow logo

Application of a graphically processed element of a coat of
arms

N
&
7

=
SRR

ﬂ_

CHORZOW

wprawia w ruch

-

Pl

Cedynia coat of arms Cedynia logo

Direct application of an element of a coat of arms

HISTORYCZNA

cEBYNYA

Fig. 6 Application of coat of arms elements. Source Own elaboration based on the websites of
territorial units

that it is about territorial power. The logo referring to the shield also comes in two
forms, one is simply a shield, and the signs on it have nothing to do with the coat
of arms. Examples include the cities of Lomza, Makéw Mazowiecki, and Turek.
However, there are situations when there are closer references to the coat of
arms—in the case of Gotdap, the logo shield is bipartite, identical to the shield of
the coat of arms (Fig. 7).

It should be added that there are certainly more references to coats of arms
in LGU logos. There are signs that refer only to the colours used in the coats of
arms (e.g., Radomsko, Tarnowskie Géry, and Zabrze). The authors decided not to
conduct an analysis of color because one of the heraldry tinctures almost always
appears in the logo, which could lead to arbitrary interpretations.

There are also logos where one may only learn about heraldic inspirations
from the description and justification. It should not be forgotten that some LGUs
use, in promotional activities, a combination of a coat of arms and a slogan (e.g.,
Bochnia—*City of Salt” or “Bolestawiec powiat of six communes—one heart”).
However, in the places mentioned, the form of the slogan is not standardised,
which makes visual analysis impossible. There are also solutions that can be called
‘logo like a coat of arms’ (e.g., Gérowski powiat), i.e., where the coat of arms
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Logo of Turek Logo of Gotdap

7 (SIOLDAP

Turek hazs 15 20

strefa z potencjatem

Fig. 7 Heraldic shape. Source Own elaboration based on the websites of territorial units

was not accepted by the Heraldic Commission, although such a sign resembles a
coat of arms. This coat of arms functions as a logo, which does not require formal
approval.

6 Conclusions

According to the examination, it should be emphasised that in place branding
practice a coat of arms is considered as a place brand identity element. The study
has shown, at least in the case of Poland, that the coat of arms fulfils the functions
of a logo and can act as a logo in marketing communication directly or after some
graphic modification. The study also confirms that a coat of arms can be either
a component of a complex logo or a source of inspiration for creating a visual
sign in place branding practice. As indicated by qualitative analysis based on inter-
views, the number of place logos referring to coats of arms is a growing trend. In
only the first half of 2021 14 such signs have been introduced. Observation has
shown that coats of arms in Poland are not a heritage or a memory of medieval
tradition, but lively, up-to-date and useful graphic solutions suitable for creating a
modern identity of a territorial brand.

As Foss writes (Foss, 2018: 4), a symbol is something that stands for or repre-
sents something else by virtue of relationship, association, or convention [...] A
symbol, in contrast, is a human construction connected only indirectly to its refer-
ent. This means that the coat of arms can play the same role as the logo.

The authors acknowledge for the thesis that the coat of arms, as a visible sym-
bol of the brand place identity, can be used directly in territorial branding and mar-
keting. Heraldic solutions have five attributes, which make this practice promising
and effective due to the following:
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1. Coat of arms is an alternative in relation to so-called ‘modern’ solutions —
this is important because places have a much longer history than commercial
brands (Mollerup 2013: 268).

2. The coat of arms is abiding, stable, and unchanging, unlike fashionable and

perishable logos.

. The coat of arms is applicable i.e., in online communication.

4. Coat of arms is affordable, there is no need to engage costly branding compa-
nies — this is important, especially for the small communes.

5. The coat of arms is acceptable, i.e., various stakeholder groups acknowledge it.

O8]

In summary, a 5SA model of the practicality of coat of arms in place branding is
proposed: alternative, abiding, applicable, affordable, and acceptable. However,
the most important thing is that the coat arms, originally used on the battlefields,
had to, from the very beginning, clearly identify and distinguish their owner from
the others. And until today, this is the most important task of brand identity.

The historical and non-heraldic functions of coats of arms are described in var-
ious ways in the literature (Strzyzewski, 2016; Skupienski, 2017). However, it can
be argued that its primary function is the identification of the owner and the dif-
ferentiation of a place from other places. The descriptive function of the coat of
arms can be discussed, which is postulated in the literature (Mollerup, 2013). It
seems that the coat of arms does not describe the place and cannot define the con-
temporary roles of the place. The research carried out indicates that in practice this
problem is solved by enriching the identification of the place with place names,
slogans, and additional graphic motifs. However, this is a field for additional anal-
yses, especially semiotic ones.

It should also be mentioned that, as the literature on the subject postulates, one
should look at the place as a whole (Anholt, 2007: 12; Beyrow & Vogt, 2015; Low,
2016). Considering the concept of genius loci (Norberg-Schulz, 1979; Skinner,
2011) or, as Martina Low writes, “intrinsic logic of the city” (Low, 2016), it can
be stated that basically every place performs three functions simultaneously: (1)
as management that is the most important for residents, (2) as a location to attract
business, and (3) as a destination to attract visitors (Beyrow & Vogt, 2015: 9-10).
However, these functions mean that their recipients have different expectations. So,
the question arises: How can a visual sign express the identity of a place as a whole
and, at the same time, direct these different offers to different recipients? If we treat
the city (and not the companies, institutions, or organizations operating in it) that
performs various functions, the research suggests that a coat of arms could meet
the expectations of all target groups. This, in turn, is a field of pragmatic analysis.

As Polish heraldry specialists write, the main function of a coat of arms is to
identify with history, heritage, and a sense of place. When an arm or elements of
it are used in the place logo, one may stress that such an identification has three
functions (Weichhart et al., 2006):

1. The identification of a logo with elements of the coat of arms recognizes the
past of the place and stresses its heritage.
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2. Being identified as: the logo with elements of the coat of arms identifies the
place as having a specific history and heritage.
3. The identification with a logo discloses the identification of people with the place.

Place marketing and place branding combine practice and theory. The place brand-
ing follows consequences when analysing relationships between logos and coats
of arms. In practice, coats of arms are present in public space, although one may
stress that there is no norm which regulates in detail when and where they should
be applied. Generally, it is worth highlighting that a coat of arms is used in the
official LGU communication. Therefore, this fact should be considered in place
branding analyses, primarily in research on the reception of messages sent from
local authorities to stakeholders. Second, practice and theory distinguish between
formal communication and promotion, raising some theoretical questions.

e [s the marketing communication of places so divergent that it requires more
than one symbol? The authors’ provisional answer is no.

e Does official communication (using the coat of arms, flag, seal) influence the shap-
ing of marketing communication? The provisional answer of the authors is yes.

e Do two communications (official and promotional) carried out simultaneously
affect reception? The provisional answer of the authors is probably yes, but it
needs further research.

And finally, do those two frequently simultaneous communications affect the
image of places? So far, the theory of territorial branding has not given a clear
answer; however, considering some of the examples mentioned above, let us make
the hypothesis that such an impact occurs.

Research on the multisensory perception of brands carried out within territo-
rial marketing is based on the achievements of mainstream marketing. Therefore,
considerations of the multisensorial impact of brands are justified (Schmitt and
Simonson, 1997; Lindstrom, 2005; Rodrigues, 2019). Adams and Guy suggest
taking advantage of five senses strategically to build a city brand (2007). However,
in the world of digital communication, the most important sense that a brand can
influence is sight and, to a much lesser extent, the sense of hearing. Therefore, our
considerations remain valid.

Finally, the authors raise one more issue: the durability and stability of brands.
Cities are permanent, and it is not surprising (at least in Europe) that they are
several hundred years old. Coats of arms show similar durability, even 50 years
of socialism in Poland did not break the heraldic tradition. However, logos are
changeable, subject to fashion and election cycles (Adamus-Matuszynska & Dzik,
2017c¢). The authors are familiar with examples of changing the logo by an arbitrary
decision of, for example, the mayor. In summary, logos tend to be influenced by
fashion, which means that after some time they may go out of fashion [Mollerup,
2013], which in the context of the permanence of the place seems problematic.

In summary, when exploring Polish logos and coats of arms, one may have the
impression that there is a double visual identity of local government units. However,
there are relatively few similarities between these marks in local government
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practice. They are used by local authorities in a variety of ways; sometimes the coat
of arms is well known, the logo is unknown, and sometimes the perception is oppo-
site. Since 15% of LGUs use a logo similar to a coat of arms, a trend can be sug-
gested, but it cannot be indicated that this is a common phenomenon. Some units
have double identification because each of them has different purposes to fulfil.

The thesis on the double visual identity of Polish LGUs expressed in the title
of the article is associated with previous research on the visual identity of brands
in Polish local governments. In 2017, it was noted that there are logo-coat-of-
arms relationships. However, in promotional practice they are complicated and
ambiguous as well as going beyond a simple division: a coat of arms as a symbol
of official communication and a logo as a symbol of marketing communication
(Adamus-Matuszynska & Dzik, 2017b: 325-327).

In strategic documents devoted to visual identification systems and in media
statements carried out by officials and designers, the separation of the coat of arms
and the logo was visible. They are intended to perform different functions. The
logo and coat of arms must be a physical sign (Belting, 2011b:62) presented in
various physical and virtual spaces. Their task is to indicate various areas of activ-
ity of local government authorities.

However, studies have shown that this mode of action has begun to be ques-
tioned. Research indicates that a trend is now emerging to incorporate local gov-
ernment heraldry into marketing communications. Nevertheless, the question
should be asked: Is this trend Polish in nature or is it present in other countries
with heraldic traditions?

Answers to such a question require further research, but at least two hypotheses
can be formulated.

HI1. The coat of arms is a feudal invention, so using the coat of arms in place
branding by LGUs is a form of refeudalisation of urban space (Trubina, 2006).

H2. Return to heraldic viva indicates the broader sociocultural context of the issue
discussed in this article (Khlebnikova, 2013; Vizgalov, 2011).

These hypotheses result not only from the research presented, but also from
discussions in the Russian literature on the subject, where the difficulties in inte-
grating heraldry and modern forms of visual communication are emphasized. As
Rodkin writes: Heraldry has become an extremely inflexible tool and communica-
tion product that is difficult to integrate into the modern communication process in
its original form (Rodkin, 2017: 287). As J.W.T. Mitchell stresses that images had
the power to influence human beings (Mitchell 2005:7). But the question remains:
How will the incorporation of heraldry into modern branding affect the behaviour
of tourists, businesses, and residents? The questions remain unanswered for now.

The use of coats of arms as a carrier of the identity of a territorial brand is asso-
ciated with several problems presented in Table 3.

In summary, the use of a coat of arms as a logo requires steps that bring it
closer to the sensitivity and competency of a contemporary mass viewer. Such
activities can be carried out in several ways such as (1) educating the recipients,
(2) simplifying the coat of arms and modifying it, to make it closer to logo (due to
the special features of national heraldry discussed above, Polish coats of arms are
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Table 3 Coat of arms and logo in the place brand communication

Coat of arms

Logo

1. Heraldry is characterized by semantic redun-
dancy, coats of arms are complex, multi-ele-
ment, and in the image itself, they carry many
meanings

1. Contemporary brand identification is a
simplified message that basically uses only one
semantic element (logos aim at simplification
and schematization; they carry one sense /
meaning)

2. Recognizing a symbolic element (for exam-
ple: a city coat of arms) is not equivalent to
understanding its content

2. Recognition of the logo should lead to
understanding of the content; a logo that is
unclear to the recipient means a mistake in the
process of designing the brand identity

3. A place brand should denote and connote the
identity of the place. Heraldic connotations are
difficult to interpret for an unprepared recipient

3. A well-designed brand identity should con-
vey an easily interpretable connotation (brand
promise)

4. Heraldry was and is a closed system, elitist
and intended for the qualified viewer in its
perception

4. The logo is a kind of mass, open language; it
should be easily and universally understood

5. Heraldry is a graphical system that is diffi-
cult to integrate with modern mass communica-
tion, especially in mobile media

5. The logo is currently designed especially for
mobile media; that is why identification should
be easy to adapt to favicons, application tiles,
and other uses

6. A coat of arms as a kind of abstract drawing
should be distinguished from a shield physi-
cally present in public space because it plays
the role of power per procura and visually
supports the declaration speech act

6. The logo has two key functions: to identify
(the sender) and distinguish (it from others)

Source Adaptation based on Belting (2011b: 62-81), Mollerup (2013, 59), Rodkin (2017: 286-287)

easily subject to such manipulations), (3) the use of single figures (for example,
lions whether birds of prey were a popular motif in heraldry and are still popular
in visual identifications as is suggested by Mollerup), and finally, (4) free refer-
ences to the coat of arms, which is an inspiration for a modern logo. All these
options are practiced by local governments not only in Poland, for example, but
the new city brand identity of Berlin also refers to the coat of arms figure (bear)
(Vorbinger, 2020). It is not clear today whether any of these trends will be per-
manent and will gain international significance. However, it seems that referring
to the heraldic tradition may be an interesting option for graphic designers of the
identity of place brands.
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Marketing as a Management Tool )
of Biosphere Reserves to Achieve Agenda | @i
2030 Goals

Katarina VitaliSova®, Anna Vanova®, and Darina Rojikova

Abstract The aim of this paper is to identify the role of marketing places in the
sustainable development of biosphere reserves and demonstrate it in the exam-
ples of Slovak biosphere reserves. The main sources of data are the international
and national documents related to biosphere reserves, as well as interviews with
managers of four biosphere reserves in the Slovak Republic—Slovak Karst, Polana,
Eastern Carpathians, and Tatras—and a chairwoman of the Slovak Committee for the
biosphere, with the aim to identify the main problems of biosphere reserves devel-
opment and their potential solutions. This paper proposes possible measures on how
to develop marketing activities to eliminate the weaknesses of biosphere reserves
management and thus raise the value of biosphere reserves.

Keyword Marketing - Marketing mix - Biosphere reserves + Strategical
development + Agenda 2030

1 Introduction

Recent development in the world is characterized by significant, often turbulent, and
unpredictable changes that pose numerous challenges for society. The sustainable
development of the world economy is getting increasingly vulnerable and exposed
to new challenges related to the processes of globalization. The technological revo-
lution that transforms society is demonstrating itself in all the different spheres of
life and often has a radical impact. But the key decisive factor lies in a long-term
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perception of management of limited natural resources, with the search for less
energy-intensive production processes. The organization of the world is becoming
more fragile, unpredictable, and closely linked to the interdependence of countries.

To eliminate the negative impacts of the above-outlined trends in countries, as well
as to highlight how to achieve a sustainable future for all generations, the United
Nations adopted the document titled ‘“Transforming our world: the 2030 Agenda
for Sustainable Development’ (further referred as ‘Agenda 2030’) in 2015. This
document contains perhaps the most comprehensive selection of global priorities
selected to foster the concept of sustainable development. The aim of Agenda 2030
is to guide the structural political, economic, and social transformation of individual
countries of the world in response to the threats currently faced by the human. The
Agenda 2030 integrates all three dimensions of the sustainable development concept:
economic, social, and environmental.

An important contribution to the achievement of the Agenda 2030 objectives in the
environmental protection and sustainable use of biodiversity is realized by UNESCO.
In particular, this organization holds a multidisciplinary mandate including education
and public awareness of biodiversity and sustainable development. UNESCO high-
lights the links between cultural diversity, biodiversity, social aspects, and ethical
issues.

In the paper, we focus especially on the role of biosphere reserves as a part of
UNESCO heritage. Biosphere reserves are internationally recognized as model areas
for the practical application of interdisciplinary knowledge to understand and main-
tain the relationship between man and nature and to coordinate change, including
conflict prevention and biodiversity protection. Biosphere reserves are areas of inter-
national importance declared by the main body of the UNESCO Program Man and
Biosphere—International Coordinating Council MAB (ICC MAB) (§ 28b paragraph
1 of Act No. 543/2002 on nature and landscape protection as amended).

In biosphere reserves, the sustainable management supports actively critical trans-
formations, which contribute to the broader goals of natural resource management
(Bridgewater, 2016; Olson et al., 2007; Reed, 2016) and to the achievement of
the Sustainable Development goals in various ways (Stoll-Kleemann & O’Riordan,
2018; Pool-Stanvliet & Coetzer, 2020). They contribute significantly to the fifteenth
goal of the Agenda “Protect, restore and promote sustainable use of terrestrial ecosys-
tems, sustainably manage forests, combat desertification, and halt and reverse land
degradation and halt biodiversity loss”, which is closely linked to all the other Agenda
2030 objectives. Maintaining resilient ecosystems and their services (e.g. the avail-
ability of drinking water, food, soil fertility, climate regulation, aesthetic values, etc.)
and protecting our planet’s biodiversity is the basis of the fight against poverty and
the fight for human health and welfare. Biodiversity, as such, supports the achieve-
ment of most of the sustainable development goals, and the loss of biodiversity poses
a threat to both security and peace (UN, 2015; UNESCO, 2021).

The aim of the paper is to identify the role of marketing places in the sustainable
development of the biosphere reserves and demonstrate it on the examples of Slovak
biosphere reserves.
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The paper is organized as follows. In the first part, we define theoretically the func-
tions of the biosphere reserves in sustainable development and the role of marketing
places as a managerial tool in hands of biosphere reserves management. Then we
characterize the used material and methods. In the analytical part of the paper, we
present the characterization of the biosphere reserves of the Slovak Republic from the
marketing point of view. To sum up the findings, we identify the potential solutions
to develop marketing activities and thus raise the value and awareness of biosphere
reserves.

2 Theoretical Framework

2.1 Biosphere Reserves as an Object of Marketing Places

Biosphere reserves were established in the 1970s under the UNESCO Man and
Biosphere Program (MAB). The development of the international environmental
agenda resulted in the second international congress on biosphere reserves in Seville,
Spain, in 1995, where the Seville Strategy was formulated, including the Seville
Vision for the twenty-first century. The key activities for implementing the biosphere
concept and the Statutory Framework of the World Biosphere Reserves Network
were defined. Biosphere reserves are the areas where the land management approach
that harmonizes human-nature relations is implemented. They include countries of
different characters defined geographically (Batisse, 1985; UNESCO, 1996; Bridge-
water, 2002). These are representative territories with their role and mission beneficial
to both nature and man. They serve as an example of sustainable living, acceptable
balance, and the human relationship with the natural environment. They play an
important role not only for the local population but also for the whole society. The
global network of biosphere reserves currently consists of 727 territories in 131
countries. Of the total number, 22 biosphere reserves are cross-border. The number
of biosphere reserves varies based on the ICC MAB decision (UNESCO, 2021).

Biosphere reserves are envisioned as local initiatives where stakeholders engage
in self-management of natural resources in line with the common-pool resource
theory (Ostrom, 1990) and in sustainable manner (Baird et al., 2018). They aim
to achieve biodiversity conservation while still permitting human activities via
integrated management of natural resources (Donevska, 2021).

Each biosphere reserve has three functions, namely: (a) protection—with an
emphasis on protection at all levels, including the protection of landscapes, ecosys-
tems, species, and genetic diversity; (b) development—is aimed at ensuring the
economic and human development of the territory, which is socio-culturally and
ecologically sustainable; (c) logistical support, including support for demonstration
projects, environmental education and training, research and monitoring in relation to
local, national, regional, and global issues of protection and sustainable development
(Voloscuk, 1998; Donevska, 2021).
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Under the Framework Statutes, each biosphere reserve should consist of three
zones. The first zone, so-called nuclear zone, is the most protected and most valu-
able part of the territory in terms of natural values, with the preference to preserve
biodiversity and monitor little disturbed ecosystems. This zone also contributes to
maintaining ecosystem services—carbon capture, soil stabilization, or drinking water
supply. In parallel to protection, certain human activities, such as environmental
education, research, environmental protection, and rehabilitation, as well as recre-
ational and eco-tourism activities, can be developed within this zone. The second
zone, so-called buffer zone, surrounds the nuclear zone and can be used for environ-
mentally compatible activities. This zone also reduces the impact of human activities
on the nuclear zone and is essential to preserving biodiversity and cultural diversity.
It promotes a biological link that acts as a natural corridor between the nuclear zone
and the transition zone. The third zone, so-called transition zone, is a basis for the
management and sustainable development of natural resources. A much wider range
of economic activities that benefit the socio-economic development of the local popu-
lation can take place in this zone. However, these activities must respect the specific
objectives of each biosphere reserve (Fabriciusovd & Slavik, 2010).

The precondition to developing sustainable all three types of zones in biosphere
reserves is an application of a strategic and integrated approach, which according to
Berman, West (1998) includes the systematic planning of the way of organization
of changes and the creation of a society-wide consensus and a common vision for a
better future and development of the place.

Strategic planning is the process of creating and maintaining a strategic balance
between the goals and opportunities of the territory about changing market opportu-
nities and societal needs (Kita, 2002; Variova, 2006). It is a systemic and integrated
approach to territorial development that provides an opportunity to increase efficiency
and strengthen the links that should work together to achieve synergies, stimulate
territorial coordination and thus improve governance through stakeholder participa-
tion in defining and implementing development public policy (Dente, 2014). In the
real conditions of the territory, these are specific planning documents that address
the development of various areas of life in the territory.

The integrated conservation and development approach aim to overcoming the
competing interests between development and nature protection (Fischer etal.,2015).
This combined approach should identify the extent of natural resources and services
that can be used without degrading the ecosystems or reflecting its ability to self-
regenerate. To the most recent approaches how to manage the spatial development
in integrated way belong marketing places (Vainova, 1996).

According to Kotler (2002) and Holcomb (1994), places marketing means
designing a place in such a way that the needs of the target segments are satisfied,
and the territory is more desirable.

Places marketing is a continuous social process that provides the possibility
to influence on the sustainable development of the territory more effectively by
building a sustainable competitive advantage, creating conformity between demand
and supply of the territory at the market by using specific marketing methods and
tools. The process aims to minimize the risks of the territory associated with its
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entering the market and maximize its social benefit in accepting its social role
(Vanovd, 2006; Varova et al., 2017). Marketing places focuses on demand (because
the needs and expectation of customer should affect directly the use of the build-up
place); building the specific competitive advantage of a territory (an offer of territory
creates the added value for the target customer); introducing new methods, tools,
and management approach; creating conditions for the collective definition of objec-
tives and direct participation of key entities (citizens, entrepreneurs, offices of public
administration, nonprofit organizations, etc.) operating in the territory or relation to
the territory. Without direct involvement and participation of these subjects, it is not
possible to talk about the marketing approach (Vanova et al., 2010). We assume that
because the fact that the marketing places is an innovative approach to the spatial
development based on the strong participation of relevant stakeholders and focused
on achieving the win—win strategies, it can contribute also to find some compromises
solutions between the integrated conservation and development (Donevska, 2021).

2.2 Toolkit of Marketing Places

In order to achieve the set objectives of the place and promote the place in the target
markets, the places marketing uses a set of controllable and interconnected marketing
tools, which are referred to as the marketing places mix. Due to the specifics of the
territory, the marketing places mix differs from the classic marketing mix consisting
of the tools: product, price, distribution, and marketing communication (Vatiova
et al. 2017). Booms and Bitner (1980) added to the marketing mix tools—partici-
pants, physical evidence, and process (original 4 Ps to apply in the marketing mix
concept of service); Judd (1987), Vaiova (1996) adds people; Kotler (1986) adds
political power and public opinion; MaGrath (1986) adds personnel, physical facil-
ities and process management; Vignalis and Davis (1994) adds services. Based on
our previous researches (Vainova et al., 2017) we identify the marketing places mix
as product, price, accessibility, marketing communication, people, and participation.
This definition fits to the needs of biosphere reserves because of the great impact on
stakeholders’ participation in the territorial development.

In marketing places, the product is everything what the place offers on the
place market to its customers with aim to satisfy their needs (Vanova et al., 2017,
Hanuldkova, 2004; Kotler & Armstrong, 2004). The product is a place. It could
appear as a finished product offered in the market. On the other hand, it is also
a variable product that consists of partial products and that is gradually changing
over time and space. The partial place products can be in a form of tangible and
intangible goods representing the natural, cultural, socio-economic, and innovative
potential of the place (buildings, technical infrastructure, services, events, attrac-
tions, natural, cultural, historical monuments, institutions, work, educational, invest-
ment opportunities, etc.) (Vaiova et al., 2017). When we apply this definition of
product to the issue of biosphere reserves, the biosphere reserve with all natural,
cultural, socio-economic, and innovative potential can be understood as a product
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of marketing places. The limitation is that all this potential can be exploited only in
line with the restrictions defined by the type of zone and by that way it contributes
fulfilling the main functions of the biosphere reserves (protection, development, and
logistical support). In the case of biosphere reserves, not only physical aspects of
the places are important, but also the unique value of nature, which is confirmed
by UNESCO. UNESCO (2022a) highlights especially the outstanding biodiversity,
ecosystems, geology, and superb natural phenomena. This unique value can be a core
of competitive advantage building in the biosphere reserves (Borsekové et al., 2017).

Price as a tool of marketing mix is a relative value of the place attribute(s). By
other words, it is represented by the prices of partial products (prices of real estate,
rents, services, labour force, financial instruments within the competence of place
management) determined by the place potential, the place brand, demand for the
place and its partial products, competition, quality, legislation, and other internal
and external factors (Variova et al., 2017). Price reflects the quality of the place as a
unit; sub-products of the place; its location; its functions; the conditions in the place;
image, attractiveness and the importance of the place, etc. The price in biosphere
reserves can be reflected in entrance fee to the strictly protected zones, fees for
parking, etc. or can be used as a financial incentive like subsides, grants to motivate
human behaviour (e.g. to maintain the traditions and cultural values) or eliminate
the undesirable behaviour (e.g. the industrial activity which affects negatively the
environment).

Communication as a process from finding needs and wishes through marketing
research to sale of product and after sale communication covers plenty of activities
with the aim to persuade the customer to buy the product, or in our case to visit a place,
to inform the public about the territory, to awake interest or to engage stakeholders
in development activities (Lee, 2022). In case of biosphere reserves, the managers
should understand people’s perceptions while promoting habitat conservation. The
strategic communication that’s why should be oriented also on the internal audience,
to engage and involve them in discussions, decision making as well as enhance local
and social capacity within the community (Harwell et al., 2020).

For this purpose, it is inevitable to prepare a comprehensive promotion strategy. It
includes the activities of traditional communication tools as well as innovative ones.
Unlike traditional forms of marketing communication, innovative forms of marketing
communication make possible to reach target segments massively and at the same
time individually; to maintain the interest of target segments; to convey individually
tailored information and obtain feedback. Even though marketing communication,
like other tools of the marketing places is very important for the territorial devel-
opment, it is often underestimated by the place management and without particular
attention.

Accessibility, as a precondition for the further social and economic development
of the area, can be understood as: “position and geographic location of the place,
accessibility from and to other places, orientation marking in the place, character of
transport connection (roads, railway, air, and water transport), number, speed, and
quality of transport infrastructure in terms of time and distance, activities contributing
to a commercial character of the product of place, the so-called organization of direct
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and intermediated “sale” of the place as a total product and sub-products to poten-
tial buyers” (Vatiova et al., 2017, p. 30). In the case of biosphere reserves, atten-
tion should be paid to supporting environmentally friendly technological transport
means, including electromobility. The important aspect is also a construction and
maintenance of hiking trails with the aim to preserve the natural heritage.

The key tools that should integrate all other tools of marketing places are tools—
people and partnership. The people are an important and unthinkable element of
place. It is represented by the skilled managers of biosphere reserves as well as by
other actors of the territory that contribute to its development. In the territory, a key
role has whether as a subject activating and implementing changes in the territory
or as an object, which is close-knit with the character of territory as a product,
with activities related to territory development and by marketing approach with
orientation on the customer as well. The fact, if the territory will prosper and develop
or not, is depending on the people, who live, work, do business, shop, relaxing in the
territory, and on people, who manage the territory, on their ability to use all existing
resources of territory and to create supply, which will be interesting for the market.
In biosphere reserves, the role of manager is very important. It should be not only
an expert in natural resources, but also the “mediator” among the stakeholders in the
territory in negotiations of their various interests in context of natural conservation
and development (Kirkpatrick & Kiernan, 2006; Bernbaum, 2019; Donevska, 2021).
Managerial decisions should be based on sound science and knowledge, including
local traditional knowledge. The management interventions should be consistent
with the strategic plan and conservation objectives. They should reflect knowledge
of the distribution of the area’s key environmental assets and monitored to assess their
impact on biodiversity and other protected area objectives (Kirkpatrick & Kiernan,
2006).

The tool people influenced strongly also the partnerships of stakeholders within
the territory and their willingness to be engaged in satisfying the needs of customers
of the territory as well as in the development of the territory. The research studies
(Seixas & Davy, 2008; Donevska, 2021) confirm as a basic principle of biosphere
reserve the participatory decision-making process of relevant stakeholders that affect
the achievement of integrated conservation and development.

Considering the fact that the place is a combination of unrepeatable features and
qualities, it can be stated that each place has a comparable chance to attract its group
of customers and investors. It only requires using the right methods and tools, which
can be offered by marketing in hands of place management (Vatiova et al., 2017).

3 Material and Methodology

The aim of the paper is to identify the role of marketing places in the sustainable
development of the biosphere reserves and demonstrate it on the examples of Slovak
biosphere reserves.
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In the paper, we define firstly the functions of the biosphere reserve, their role in
the strategical development in the context of marketing places based on the literature
review of domestic and foreign scientific and professional sources. Subsequently, we
analyse the current state of art in biosphere reserves of the Slovak Republic regarding
the tools of marketing places and based on synthesis and generalization we identify
the problem areas for their further development.

The main source of data is the international and national documents related to
biosphere reserves. The review of this material was followed by the detail inter-
views with the managers of four biosphere reserves in the Slovak Republic—Slovak
Karst, Polana, Eastern Carpathians, and Tatras and a chairwoman of the Slovak
Committee for the biosphere to identify the main problems of biosphere reserves
development and their potential solutions. In the last part of the paper, we propose
possible measures how to develop marketing activities with the aim to eliminate the
weaknesses of the biosphere reserves management and raise the value and awareness
of biosphere reserves.

4 Research Results and Discussion

4.1 Slovak Biosphere Reserves and Marketing Places

The issue of biosphere reserves is gradually developed in the Slovak Republic
from 1977 when the first biosphere reserve the Slovak Karst was announced by
UNESCO. On 9th March 1993, the Slovak Committee for the Human and Biosphere
Program was established as an advisory body to the Minister of Foreign Affairs of the
Slovak Republic and responsible body for the implementation of the UNESCO MAB
Program in the Slovak Republic. It is an organizational part of the Slovak Commis-
sion for UNESCO under the Ministry of Foreign Affairs and European Affairs of the
Slovak Republic.

From the marketing places point of view, the product is a whole territory of
biosphere reserves as well as all the goods and services that the actors from the
territory offer. In the Slovak Republic, the Slovak Karst (1977), Polana (1990),
Eastern Carpathians (1992), Tatras (1992) were recognized as biosphere reserves.
The Tatras Biosphere Reserve and the Eastern Carpathians Biosphere Reserve are
cross-border biosphere reserves. By § 28b paragraph 1 of Act no. 543/2002 Coll.
on nature and landscape protection, as amended, biosphere reserves are areas of
international importance. All four are simultaneously large protected areas (3 are
national parks and 1 protected landscape area). Until 2014, the biosphere reserves in
the conditions of Slovakia were not dealt with in any particular Slovak legislation.
Although the amendment to the Nature and Landscape Protection Act, as amended
by the Act of the National Council of the Slovak Republic Act No. 543/2002 Coll.,
effective as of 1 January 2014, the situation has changed, and biosphere reserves
have been given the status of internationally significant territories.
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The Slovak Karst Biosphere Reserve is the largest karst-type karst area in Central
Europe in south-eastern Slovakia, on the border with Hungary. It is an important
area in terms of the occurrence of geological, geomorphological phenomena, and
groundwater resources in terms of the occurrence of unique species of fauna and
flora. The total area of the Slovak Karst Biosphere Reserve is 74,500 ha. The karst
landscape is characterized not only by relief and subsoil but also by special hydrology.
There are 1,300 known caves in the Slovak Karst, which since 1995, together with
the caves of the neighboring Aggtelek Karst in Hungary, have been inscribed on the
UNESCO World Heritage List under the name Caves of the Slovak and Aggtelek
Karst. The diversity of the habitats of the Slovak Karst and the very diverse vegetation
reflects its climatic and geological conditions and geomorphologically different karst
phenomena. Its flora is one of the richest in Central Europe. Most of the forests are
woody plants from repeatedly cut deciduous trees and forest plantations grown by
foresters. Forestry with agriculture predominates on the plateaus. Population density
is very uneven but generally low. Settlements and related economic activities are
concentrated in river basins and river valleys. The region has an industrial-rural
character and more people are employed in agriculture than in industry.

The Polana Biosphere Reserve is the highest volcanic mountain range in Slovakia.
The whole area is part of the Carpathian arch. Due to its extension to the south and an
altitude range of almost 1000 m, thermophilic as well as mountain species of plants
and animals occur in a relatively small area. The unique geological and geomorpho-
logical character of this area is the result of volcanic activity in the period 13-15
million years ago. Forests cover about 85% of the area. Polana is characterized by
large beech forests, fir beeches, and hilly forest communities. In the past, deforested
areas, today they represent meadows and pastures with the occurrence of valuable
vegetation of peat bogs and waterlogged meadows. Mountain and subalpine grass
species are typical. Rock communities increase the overall biodiversity of the area.
Horses and traditional agricultural tools are used in the area for agricultural purposes.
The unique landscape structure is highlighted by traditional wooden houses, barns,
potato cellars, painted wooden crosses, and other folk art. The current area of the
Polana Biosphere Reserve is 24,158.23 ha (2016) (Fabriciusova & Miilové, 2016).

The Eastern Carpathians Biosphere Reserve is located in the easternmost part
of Slovakia at the crossroads of the political borders of three European countries—
Poland, Slovakia, and Ukraine. It is the first tripartite biosphere reserve in the world,
consisting of Polonny National Park (Slovakia), Bieschadsky National Park, Krajo-
brazowy Doliny Sanu Park, Cisniafisko-Wetlifiski Park Krajobrazowy (Poland) and
UZany National Nature Park, Nadsyansky Regional Landscape Park (Ukraine). The
territory of the Slovak part of the BR overlaps with the territory of the Poloniny
National Park. On 28 June 2007, the Carpathian Beech Forests located in the Slovak
part of the BR were inscribed on the UNESCO World Heritage List as a cross-border
serial nomination (Ukraine/Slovakia). This World Heritage site has been gradually
expanded to include components in other European countries, with the last expansion
taking place in 2021. It currently has the name Old Beech Forests and Beech Forests of
the Carpathians and other regions of Europe. The total area of BR currently represents
40,689.92 ha. Preserved vegetation beech forests, mowed meadows, pastures, and
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special mountain meadows “polonins meadows”—predetermine the natural diversity
of biocenoses. Forest covers more than 90% of BR and more than half of BR forests
are private. Forestry is the dominant economic activity, and it provides opportunities
for low-skilled jobs.

The Tatras Biosphere Reserve is located in the northern part of the Slovak
Republic. The territory of the biosphere reserve includes two national parks and
their protection zones located on both sides of the Slovak-Polish border. The Slovak
part consists of the Tatras National Park—Tatra National Park (TANAP) and the
Polish side consists of the current Tatras National Park—Tatrzanski Park Narodowy
(TPN). The uniqueness and picturesqueness of the natural conditions of the biosphere
reserve lie primarily in their alpine character. This is reflected in the significant differ-
entiation of the country, which depends mainly on the orographic arrangement, size,
extent, and height of the mountain range. The biosphere reserve consists of the
Eastern Tatras, Western Tatras, Podtatranska kotlina, and Podtatranska brazda. After
adjusting the borders as part of the periodic evaluation in 2017, the BR Tatras occupy
an area of 101,819.05 ha. The diversity of the area is enhanced by the preserved
features of traditional folk culture. The folk culture and folklore of this region have
a lot in common, but they also differ significantly from the neighbouring regions in
Poland and Slovakia. The traditional use of the biosphere reserve is agriculture and
forestry, spas and sports, and recreational activities. Since the beginning of historical
development, agriculture has been associated with cattle and sheep farming. Tourism
began to emerge in 1871. The mountain landscape with tourist centers is a transition
between cultivated and natural parts of the region, including many types of forests,
with great biotic diversity.

All the biosphere reserves have plenty of natural and cultural uniqueness. They
should be protected and maintained by the activities of all actors in the territory.
However, in the case of the Slovak Republic due to the ignorance of the mission
and the importance of biosphere reserves, the biosphere reserve is often perceived as
another category of a protected area and the associated restrictions or bans. Biosphere
reserves are not typical protected areas; they are model areas where the protection of
natural values is supported by sustainable human land use. At the same time, such
an approach should guarantee compensation from the state in practice for owners
and users who preserve cultural traditions and natural values in these territories. This
condition is not adequately reflected in the case of the Slovak Republic.

This aspect of biosphere reserves is a part of the price as a tool of marketing
mix. It includes also other forms of pricing specific products in biosphere reserves.
As was mentioned in the theoretical part, there can be also the entrance fees to
biosphere reserves, in the Slovak Republic, they are not applied. To the price as
well as to the communication belong also the regional brand of products. With the
local producers in the biosphere reserves are connected to these regional brands—
Podpoianie, Gemer-Malohont, Karsticum.

The tools of human factor and partnership include the management of biosphere
reserves as well as networking and partnerships with stakeholders within the territory.
Currently, the management of biosphere reserves is coordinated by the State Nature
Protection Authority of the Slovak Republic. But from 1. 4. 2022 there is established
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a new organizational structure—3 biosphere reserves will be a part of national parks
(Slovak Karst, Eastern Carpathians, Tatras). Polana stays still under the umbrella of
the State Nature Protection Authority of the Slovak Republic, specifically protected
landscape area Polana. In the case of the Slovak Republic, Polana is an example of best
practices in the management of biosphere reserves. As akey body of biosphere reserve
is a coordination board where participate various stakeholders. It meets regularly and
solves various problems in development of the biosphere reserve. We can understand
it as a participative platform used to engage the stakeholders into the development
of the territory. However, this platform is working only in the case of Polana. The
other three biosphere reserves are characterized by a lack of deeper cooperation and
partnership. We presume that the situation is going to be changed by the reform of
the national parks.

Another point of tool human factor is strategical management realized in biosphere
reserves. Currently, there are no direct managerial activities oriented toward the
biosphere reserves with exception of Polana. The biosphere reserves do not have
sufficient capacity to implement development activities strategically. The Slovak
biosphere reservations lack the key development documents, action plans, promotion
strategies, as well as methodological procedures for preparing such documents. Based
on good practice from abroad, we can identify as a weakness also the missing guide-
lines in the field of management and functioning of biosphere reserves considering
the specific conditions of the Slovak Republic.

This lack of a strategic approach to the development of biosphere reserves is
closely linked to the lack of analyses of biosphere reserves, especially in terms
of socio-economic, socio-demographic, and innovative potential. This problem is
associated also with the lack of data at the lower level of territorial administration.
The biosphere reserves cover usually a few districts as well as some parts of districts,
and to gain some specific economic and social data are not available in the Slovak
Republic.

Promotion as a marketing tool includes various activities realized by the Slovak
Committee for the Human and Biosphere Program or management of individual
biosphere reserves. But there is missing a common promotion strategy that should
promote the uniqueness of the natural heritage and present its importance for sustain-
able development. Currently, the biosphere reserves are promoted by the common
website (http://www.sopsr.sk/web/?cl=1600), videos, some leaflets, and events. But
there is a lack of activities oriented at increasing awareness about biosphere reserves
and their specifics through the educational activities on issues of biosphere reserves
(e.g. workshops for children and students), videos with more educational purpose
explaining the value of the UNESCO label.

Accessibility as a tool means localization of the biosphere reserves and transport
with the forms of transport within the territory and out of the territory. The localization
of the biosphere reserves is illustrated in Fig. 1.

Three biospher