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EDITORIAL

Dear Readers,

We are delighted to welcome you to the seventh issue of The Market: International Journal of Business.

The Market is a scholarly peer-reviewed and open-access research journal, published annually by the Cyprus 
Centre for Business Research, the independent research centre housed at CIM-Cyprus Business School. The 
journal publishes articles that express new and innovative ideas in business, paying particular attention to 
developments in Cyprus and the broader Eastern Mediterranean region. It publishes the results of research 
endeavours that show strong future prospects and articles that address both the betterment of human life 
and of business practices. The expert, dedicated editorial team of The Market continues to solicit and welcome 
articles from scholars at all career stages and on topics related to all fields of business – whether with a local 
or international outlook.

Thanks to the good work of our team, and as a result of the quality of submissions, The Market is hosted on 
ProQuest and EBSCO, two of the world’s most-used databases for scientific journals. Beyond any shadow of 
doubt, the milestones we celebrate today are thanks to your dedication, invaluable collaboration and genuine 
support throughout these years. Let me therefore take this opportunity to personally thank each and every one 
of you for your efforts and commitment.

The Market aims to provide opportunities for the promotion of new dynamic business ideas to enhance research 
in all business fields – from management, strategy, accounting and finance to HR, energy, cyber security, 
marketing and shipping. In light of its deliberately broad appeal, The Market also welcomes contributions 
on emerging fields – for example, political marketing, a relatively new area that is increasingly gaining 
traction worldwide. The goal of The Market continues to be the increased awareness of important scholarly 
achievements and the hosting of break-through research.

In our seventh issue, we have once more ensured coverage of a range of contemporary and pressing 
issues and topics. These include articles linking artificial intelligence with SMEs, copyright and sovereignty 
commercialisation, alongside ethical leadership. We also address international market entry strategies, 
management, including human resource management, and organisational change management. Furthermore, 
there are articles that provide valuable insights into shipping (safety campaigns), political marketing and 
nation branding, defence and geopolitics. 

In addition to these topics, and demonstrating our commitment to a new generation of scholarship, The Market 
continues to publish the top dissertations of CIM-Cyprus Business School Master’s students. 

In line with the successful ninth Annual Academic Conference organised by the Centre last September, this 
seventh issue of the journal runs under the umbrella theme "Unveiling New Business Strategies: Bringing Human 
and Artificial Intelligence Together".

We hope that you will enjoy reading The Market as much as we have enjoyed assembling it. We thank you for being 
with us on this journey, and we look forward to reading your research paper and/or research note next time!

Dr Constantinos Constantinou
Editor-in-Chief 
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FOREWORD

It is a great pleasure to contribute the Foreword to this year’s edition of The Market, which once 
again bridges research and insights on important developments shaping businesses, organisations 
and economies.

Artificial intelligence (AI) has rapidly shifted from being viewed as an emerging technology to 
becoming part of everyday business practice. The key question for businesses is therefore no longer 
whether AI will affect them, but how they can use it effectively, responsibly and strategically.

Although much of the discussion around AI in recent years has focused on its potential to act as a 
substitute for human tasks, attention is increasingly shifting towards its role as a complement to 
human intelligence rather than a replacement for it. AI can process vast amounts of information, 
identify patterns and automate complex tasks, while people contribute judgement, creativity, 
experience, empathy and an understanding of context. The greatest value is likely to come from 
combining these strengths rather than treating the two as competing forces.

As AI tools become increasingly accessible, competitive advantage will not only come from simply 
having access to technology, but from how effectively organisations manage to integrate it into their 
processes, invest in the right skills and manage the organisational change that follows. This is espe-
cially relevant for SMEs, which can now access capabilities that once required significant financial 
and human resources.

At the same time, AI brings wider challenges. Businesses must learn to combine technological ca-
pability with human intelligence, sound judgement and responsible leadership, while also addressing 
increasingly important questions surrounding copyright, intellectual property, governance, account-
ability and sovereignty, as well as the implications for employees, skills and the nature of work. Those 
that successfully strike this balance will be better placed not only to adapt to change, but to help 
shape it.

The breadth of contributions in this edition of The Market reflects this wider business environment. 
The articles examine among others AI in relation to SMEs, copyright and commercialisation, ethical 
leadership, while also addressing international market entry strategies, management, human re-
source management, organisational change, shipping, political marketing, nation branding, defence 
and geopolitics.

I am confident that the ideas and research presented in this edition will contribute meaningfully 
to the ongoing discussion on “New Business Strategies: Bringing Human and Artificial Intelligence       
Together,” which also served as the umbrella theme of this year’s 9th CIM Academic Conference.

Dr Christiana Charalambidou

Associate Professor, MBA dissertation supervisor and Student mentor 
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ARTIFICIAL INTELLIGENCE AND COPYRIGHT

AI Generated Content and Copyright Post 2024:

Human Authorship, AI Training,

Memorisation and Doctrinal Continuity

By

Yotam Werzansky-Orland, Esq.
Head of Innovation and Intellectual Property and Doctoral Fellow at 

the Cyprus Centre for Business Research – CIM-Cyprus Business School 
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Abstract:

Generative artificial intelligence has moved copyright law from theoretical anxiety to judicial practice. This 
article revisits the core doctrine developed in the author’s earlier work and tests it against the first major wave 
of post 2024 cases, legislative measures and regulatory instruments concerning AI-generated works, AI train-
ing, memorisation, outputs and platform liability. It argues that copyright law has not become obsolete. Courts 
and regulators have largely reaffirmed its foundational commitments: human authorship remains central; in-
fluence is not expression; learning is not automatically copying; and liability still depends on control, causation 
and legally cognisable acts of use.

Yet the emerging case law also exposes areas where doctrine remains underdeveloped. The legal characteri-
sation of model training, the threshold at which memorisation becomes reproduction, the allocation of respon-
sibility among developers, deployers and users and the evidentiary burden of proving infringement all remain 
unsettled. The article therefore rejects both extremes: neither wholesale immunity for AI development nor a 
categorical reconstruction of copyright law is justified. The better path is doctrinal continuity with sharper 
operational tests. Copyright’s existing architecture can still govern generative AI, but only if courts clarify how 
its traditional concepts apply inside the technical realities of machine learning systems.

Keywords: generative AI; copyright law; human authorship; AI training; reproduction right; text and data min-
ing; fair use; memorisation; AI outputs; platform liability.
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I. Introduction – From Doctrine to Judicial Practice

This article follows the author’s 2024 article, entitled “AI-generated content and the question of copyright”, 
published in The Market: International Journal of Business (Werzansky-Orland, 2024). That article was written 
at a moment when many of the central copyright questions raised by generative artificial intelligence were 
still framed as hypotheticals. It argued that the emergence of systems capable of producing text, images, 
music and other expressive outputs did not require abandonment of copyright doctrine’s human-centered 
foundations. The core claim was that existing principles - authorship, originality, reproduction, infringement, 
exceptions and liability - remained structurally capable of addressing AI-generated content, provided they 
were applied with sufficient doctrinal precision (Gervais, 2020; Ginsburg & Budiardjo, 2019; Samuelson, 2023; 
U.S. Copyright Office, 2025a; Werzansky-Orland, 2024).

That proposition can now be tested against judicial practice. Since 2024, courts and regulators have con-
sidered AI authorship, training, memorisation, infringing outputs, platform responsibility, fair use, text and 
data mining and transparency obligations across a range of jurisdictions (Thaler v. Perlmutter, 2025; Bartz v. 
Anthropic, 2025; Kadrey v. Meta Platforms, Inc., 2025; Kneschke v. LAION e.V., 2024; GEMA v. OpenAI, 2025; 
Regulation (EU) 2024/1689; U.S. Copyright Office, 2025b). These developments have not produced a settled 
global doctrine, but they have moved the debate from abstract theory to operational legal practice.

This article therefore revisits the original doctrine in light of those developments. It does not seek to replace 
the earlier thesis or propose a new copyright code for AI. Its purpose is to examine where recent judicial 
and regulatory practice confirms the original argument, where it exposes unresolved uncertainties, and what 
courts still need to clarify if copyright law is to remain coherent in an environment shaped by probabilistic 
models, largescale datasets and increasingly ordinary AI-assisted creative workflows.

The argument proceeds in five steps. Section II restates the original doctrinal framework. Section III examines 
the principal judicial and regulatory developments since 2024. Section IV identifies the respects in which those 
developments confirm the original theory. Section V explains where judicial practice still falls short. Section VI 
identifies the issues courts still need to clarify. Section VII concludes that generative AI has not made copyright 
doctrine obsolete, but has made its disciplined application more important.

II. The Original Doctrine Revisited

The “original doctrine” referred to in this section is the framework developed in the author’s earlier article, 
which rested on three connected propositions: first, that copyright protection remains anchored in human 
authorship; second, that copyright must distinguish copying protected expression from learning, influence, in-
spiration or stylistic proximity; and third, that legal responsibility in AI-assisted creation should turn on mean-
ingful human involvement, control and conscious contribution rather than on the mere technical use of an AI 
system (Werzansky-Orland, 2024).

2.1 Human Authorship as the Foundation of Copyright

The emergence of generative artificial intelligence has reignited debate concerning one of copyright law’s 
most fundamental principles: that copyright protects the product of human intellectual creativity. As AI sys-
tems become increasingly capable of generating text, images, music and other forms of expressive content 
that resemble human created works, questions have arisen as to whether existing copyright doctrine remains 
adequate or whether a fundamentally new legal framework is required (Hyun, Park & Kim, 2025; Lucchi, 2025; 
Samuelson, 2023).
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The earlier article argued that, notwithstanding these technological developments, copyright law remains 
conceptually grounded in human authorship. Across common law and civil law jurisdictions alike, copyright 
protection has consistently depended upon the existence of a human author who exercises creative judgment 
in producing an original work. Although different legal systems articulate this requirement in different ways—
whether through originality, intellectual creation or creative expression—the underlying premise is the same: 
copyright protects the fruits of human creativity rather than the autonomous operation of machines (Gervais, 
2020; Ginsburg & Budiardjo, 2019; Samuelson, 2023; U.S. Copyright Office, 2025a).

Generative AI undoubtedly challenges the practical application of this principle. Modern AI systems are capa-
ble of producing sophisticated outputs that may appear creative and, in some instances, may be difficult to 
distinguish from works produced by humans. However, apparent creativity should not be conflated with legal 
authorship. Contemporary AI systems do not possess consciousness, intention, legal personality or indepen-
dent creative will. Rather, they generate outputs through probabilistic inference based upon patterns identified 
during the training process (Bommasani et al., 2021; Goodfellow, Bengio & Courville, 2016). Consequently, 
while AI may function as a powerful creative tool, it does not itself satisfy the traditional legal conception of 
an author.

Accordingly, the central question is not whether AI-generated outputs may possess aesthetic or commercial 
value, but whether the legal concept of authorship should extend beyond human creative activity. The earlier 
article answered this question in the negative, arguing that copyright protection should continue to depend 
upon meaningful human creative involvement. As demonstrated in the following sections, the first wave of 
judicial and regulatory developments since 2024 has largely reaffirmed this fundamental premise, while si-
multaneously exposing important practical questions regarding the degree of human contribution required in 
AI-assisted creative processes.

2.2 AI Training and the Distinction Between Learning and Copying

One of the principal challenges posed by generative artificial intelligence concerns the legal characterisation 
of the training process itself. AI systems are developed by analysing vast quantities of existing material in or-
der to identify statistical relationships between words, images, sounds and other forms of expression. This has 
prompted the question whether AI training should be regarded as an act of copyright infringement or whether 
it is more appropriately understood as a technologically advanced form of learning (Henderson et al., 2023; 
Lemley & Casey, 2021; Lucchi, 2025; U.S. Copyright Office, 2025b).

The earlier article argued that AI training is conceptually closer to learning than to copying. Human creators 
routinely acquire knowledge by reading books, studying works of art, listening to music and observing the 
creative achievements of others. The influence of prior works on subsequent creativity has never, in itself, 
constituted copyright infringement. Copyright protects the expression of ideas rather than knowledge, styles, 
techniques or general artistic influence. Consequently, the process of learning from existing works has tradi-
tionally remained outside the scope of copyright protection (Gervais, 2020; Lemley & Casey, 2021).

Generative AI similarly acquires the capacity to produce new outputs by identifying patterns within large 
datasets rather than by reproducing the underlying works for expressive purposes. The objective of training 
is not to preserve or disseminate protected expression, but to enable the model to infer linguistic, artistic or 
structural relationships from the data presented to it (Bommasani et al., 2021; Goodfellow, Bengio & Courville, 
2016; Henderson et al., 2023; Lucchi, 2025; U.S. Copyright Office, 2025b). From this perspective, AI training is 
analogous to the acquisition of knowledge rather than the creation of substitute copies.

This argument develops, rather than merely repeats, the position advanced in the earlier article. The 2024 
article treated the AI system’s use of prior works as closer to inspiration than copying where the earlier works 
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are not reproduced “as is” but are used as inputs in the generation of a new work (Werzansky-Orland, 2024). 
The present article applies that premise to the more specific post 2024 debate concerning training datasets, 
intermediate reproductions, memorisation and outputs.

This distinction does not suggest that all forms of AI training are necessarily lawful. Copyright concerns may 
arise where protected works are unlawfully acquired, where statutory exceptions do not apply, or where the 
training process results in the retention or reproduction of protected expression beyond what copyright law 
permits. Likewise, evidence that a model has memorised and reproduced substantial portions of copyrighted 
works may give rise to separate questions concerning infringement (Carlini et al., 2023; Dornis, 2025; Stober 
& Dornis, 2026). These issues, however, should be distinguished from the broader proposition that the act of 
learning from existing works is not, in itself, equivalent to unlawful copying.

Accordingly, the legal analysis should focus not on the existence of training alone, but on the manner in which 
training is conducted, the provenance of the training materials, the applicable statutory exceptions, and the 
nature of the resulting outputs. As demonstrated in the following sections, recent judicial decisions have 
largely adopted this more nuanced approach, distinguishing between the process of training, the acquisition 
of training data, and the generation of infringing outputs.

2.3 Conscious and Willful Creative Involvement

The earlier article proposed that the question of authorship in AI-assisted works should not be determined 
solely by the presence or absence of artificial intelligence, but by the extent of meaningful human creative 
involvement in the resulting work. The mere use of AI as a tool should not, in itself, preclude copyright protec-
tion. Rather, the decisive consideration should be whether the final work reflects conscious and willful creative 
choices attributable to a human author.

The earlier article developed this model primarily as a test for copyright eligibility in non-human generated 
works, asking whether the output resulted from random or autonomous generation, or from conscious and 
willful creative involvement (Werzansky-Orland, 2024). The present article applies that model more narrowly 
to AI-assisted human creativity: not to confer authorship on the AI system, but to identify whether the human 
user’s contribution is sufficiently creative, deliberate and controlling to justify copyright protection.

This approach recognises that copyright law has historically adapted to technological innovation without 
abandoning its underlying principles. The introduction of photography, digital image editing, computer-aided 
design and other creative technologies did not eliminate human authorship; instead, the law continued to fo-
cus on the intellectual contribution made by the individual using those technologies (Gervais, 2020; Samuelson, 
2023). Generative AI should be assessed according to the same principle.

Meaningful human involvement may be demonstrated through activities such as selecting training inputs, 
formulating and refining prompts, exercising creative judgment during iterative generation, selecting among 
alternative outputs, editing or modifying generated material, or otherwise directing the creative process in a 
manner that results in the author’s own intellectual creation. Conversely, where an AI system generates expres-
sive content without meaningful human creative direction, the resulting output should not qualify for copyright 
protection merely because a human initiated the process (Fritz, 2025; U.S. Copyright Office, 2025a).

The conscious and willful involvement model therefore seeks to distinguish between AI as an instrument of 
human creativity and AI as an autonomous generator of expressive content. This distinction preserves the hu-
man-centred foundations of copyright law while recognising that creative practice increasingly incorporates 
sophisticated computational tools. It avoids both extremes of automatically denying protection to all AI-assist-
ed works and automatically recognising copyright in every AI-generated output.
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As demonstrated in the following sections, the judicial and regulatory developments since 2024 have largely 
continued to focus on identifying the nature and extent of human creative contribution, rather than aban-
doning the traditional requirement of human authorship. Although courts have employed different doctrinal 
formulations, the underlying inquiry has consistently remained whether the protected expression ultimately 
reflects the intellectual creation of a human author.

III. Judicial Practice Since 2024

3.1 Human Authorship

Since the publication of the earlier article, courts and regulatory authorities have begun applying established 
copyright principles to generative AI with increasing frequency. While the factual circumstances differ across 
jurisdictions, a common theme has emerged: none has departed from the principle that copyright subsists only 
in works attributable to human creative activity. Rather than recognising AI systems as authors, recent deci-
sions have focused on identifying whether sufficient human intellectual contribution exists to justify copyright 
protection (Japan Copyright Office, 2024; U.S. Copyright Office, 2025a).

The clearest affirmation of this principle is found in Thaler v. Perlmutter, in which the United States Court of 
Appeals for the District of Columbia Circuit held that the Copyright Act requires human authorship and there-
fore does not extend protection to works created solely by artificial intelligence (Thaler v. Perlmutter, 2025). 
Importantly, the Court distinguished between works autonomously generated by AI and works created with the 
assistance of AI, expressly leaving open the possibility that AI-assisted works may qualify for protection where 
the requisite human authorship is present. The decision therefore reinforces, rather than alters, the traditional 
human centred conception of copyright.

A similar approach was adopted by the Prague Municipal Court in S. Š. v. Taubel Legal, where the claimant 
sought copyright protection for an image allegedly generated using artificial intelligence. The Court rejected 
the claim, finding that the claimant had failed to demonstrate that the image constituted the product of his 
own creative intellectual activity. Rather than questioning existing copyright doctrine, the Court applied con-
ventional principles of authorship and evidentiary proof to an AI-assisted work (S. Š. v. Taubel Legal, Municipal 
Court in Prague, 2023).

Regulatory developments likewise support this approach. The United States Copyright Office has consistently 
maintained that copyright protects only works embodying human authorship, while recognising that AI-assist-
ed works may qualify for protection where sufficient human creative expression is reflected in the final work 
(U.S. Copyright Office, 2025a). Similarly, the Japanese Copyright Office distinguishes between AI functioning as 
a creative tool under human direction and outputs generated without meaningful human creative contribution 
(Japan Copyright Office, 2024). Italy’s 2025 AI law points in the same direction by expressly tying protection 
for AI-assisted works to the author’s human intellectual work (Italy, 2025). Although these authorities differ in 
terminology and legal framework, they converge on the principle that human intellectual creation remains the 
indispensable foundation of copyright protection.

Accordingly, the first generation of judicial and regulatory developments has not displaced the theoretical 
framework advanced in the earlier article. On the contrary, they largely confirm that the central challenge 
posed by generative AI lies not in redefining authorship, but in determining the threshold of human creative in-
volvement necessary to satisfy established copyright principles. The debate has therefore shifted from wheth-
er human authorship remains relevant to how that requirement should be applied in increasingly sophisticated 
AI-assisted creative processes.
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3.2 AI Training: Learning, Copying and the Emerging Judicial Consensus

The legality of AI training has become one of the most contested issues in contemporary copyright law. While 
the earlier article argued that AI training is conceptually closer to learning than to copying, recent judicial 
decisions demonstrate that the issue is considerably more nuanced than a simple dichotomy between law-
ful learning and unlawful reproduction. Rather than adopting categorical positions, courts have increasingly 
distinguished between the acquisition of training materials, the process of training itself, the applicability of 
statutory exceptions, and the generation of infringing outputs (Dornis & Lucchi, 2025; Henderson et al., 2023; 
Lucchi, 2025; U.S. Copyright Office, 2025b).

The United States District Court for the Northern District of California addressed these issues directly in Bartz 
v. Anthropic. The Court held that the use of copyrighted works to train a large language model was, in princi-
ple, highly transformative and capable of constituting fair use, emphasising that the objective of training was 
not to reproduce expressive content but to enable the model to develop new capabilities (Bartz v. Anthropic, 
2025). At the same time, however, the Court drew a clear distinction between the training process and the 
acquisition of the training corpus, holding that the alleged use of pirated copies could not be justified merely 
because the ultimate purpose of training was transformative. The decision therefore supports the proposition 
that the legality of AI training cannot be assessed independently of the provenance of the training materials.

Only days later, the same court considered similar issues in Kadrey v. Meta Platforms, Inc. While ultimately 
granting summary judgment in favour of Meta, the Court rejected the suggestion that transformative use 
automatically establishes fair use in every AI training case. Instead, it emphasised the importance of examin-
ing evidence of market substitution, competitive harm and the economic impact of AI-generated outputs on 
copyright holders (Kadrey v. Meta Platforms, Inc., 2025). The judgment therefore illustrates that even where 
AI training may be permissible in principle, the broader commercial consequences of generative AI remain 
relevant to the copyright analysis.

A different analytical framework has emerged within the European Union. In Kneschke v. LAION e.V., the Re-
gional Court of Hamburg considered whether the creation of AI training datasets fell within the text and data 
mining exceptions introduced by the DSM Directive. The Court concluded that AI training may constitute text 
and data mining within the meaning of the Directive and that, in the circumstances of the case, LAION’s activ-
ities were protected by the scientific research exception under German copyright law (Kneschke v. LAION e.V., 
LG Hamburg, 2024). At the same time, the judgment recognised that reproductions made during the training 
process remain acts governed by copyright law and therefore require an applicable statutory exception or 
other legal justification.

Regulatory developments broadly reflect the same approach. The Japanese Copyright Office has recognised 
that AI training will generally fall within Article 304 of the Japanese Copyright Act where works are used 
for non-enjoyment purposes, while acknowledging that different considerations may arise where training is 
directed towards reproducing particular protected expression or where protected material is obtained unlaw-
fully (Japan Copyright Office, 2024). The European Union’s AI Act and the General Purpose AI Code of Practice 
increasingly emphasise transparency, copyright compliance and respect for rights reservations as part of 
the broader governance framework for general purpose AI models (Regulation (EU) 2024/1689, arts. 53 and 
56; European Commission, 2025a; Peukert & Castets-Renard, 2025). National legislation has also followed 
a human-centred governance path, including Italy’s copyright amendments for AI-assisted works and Japan’s 
promotion-oriented AI Act (Italy, 2025; Japan, 2025; White & Case LLP, 2026).

Taken together, these developments largely support the central proposition advanced in the earlier article 
that AI training should not automatically be equated with copyright infringement. At the same time, they 
demonstrate that contemporary copyright analysis has moved beyond the simple question of whether training 
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is lawful. Judicial and regulatory attention has increasingly shifted towards the legality of dataset acquisition, 
compliance with statutory exceptions, market effects, transparency obligations and the evidentiary question 
of whether protected expression is ultimately reproduced by the trained model. The emerging jurisprudence 
therefore refines, rather than rejects, the theoretical framework advanced in the earlier article.

3.3 AI-Generated Outputs, Memorisation and Liability

While the legality of AI training has attracted considerable attention, recent litigation demonstrates that the 
more difficult questions increasingly concern the outputs generated by AI systems and the circumstances in 
which those outputs may infringe copyright. In particular, courts have begun examining whether AI-generated 
outputs merely reflect statistical learning or whether they reproduce protected expression to such an extent 
that existing copyright principles are engaged. This shift has moved the debate beyond the training process it-
self towards questions of memorisation, substantial similarity and the allocation of legal responsibility (Carlini 
et al., 2023; Dornis, 2025; Foong, 2025; Lucchi, 2025).

One of the most significant developments in this regard is the judgment of the Regional Court of Munich I in 
GEMA v. OpenAI. The proceedings required the Court to consider whether AI-generated outputs reproducing 
copyrighted song lyrics constituted actionable copyright infringement. In doing so, the Court examined issues 
extending beyond conventional questions of training, including the possibility that protected expression may 
be retained within a model and subsequently reproduced in response to user prompts (GEMA v. OpenAI, LG 
München I, 2025; Dornis, 2025). Although the judgment does not establish a general doctrine of model mem-
orisation, it illustrates the increasing judicial willingness to examine whether the generation of protected 
expression may itself constitute copyright infringement, irrespective of the broader legality of the training 
process.

Chinese courts have likewise begun addressing copyright issues arising from AI-generated outputs. In Shang-
hai Character License Administrative Co., Ltd. v. AI Company, the Guangzhou Internet Court held that the oper-
ator of an AI image generation platform was liable for generating images closely resembling the copyrighted 
Ultraman character, emphasising the provider’s duty to adopt reasonable measures to prevent infringing 
outputs (Shanghai Character License Administrative Co., Ltd. v. AI Company, Guangzhou Internet Court, 2024). 
Similarly, in Shanghai [Culture Development Company] v. Hangzhou [AI Technology Company], the Hangzhou 
Internet Court, subsequently affirmed by the Hangzhou Intermediate People’s Court, recognised contributory 
liability arising from the dissemination of AI models capable of generating infringing works (Shanghai [Culture 
Development Company] v. Hangzhou [AI Technology Company], Hangzhou Internet Court, 2024; Hangzhou In-
termediate People’s Court, 2024). Although arising within a different legal framework, both decisions demon-
strate an increasing judicial focus on platform responsibility and reasonable preventive measures.

The 2025 judgment in Getty Images (US), Inc. v. Stability AI Ltd likewise illustrates the evolving distinction 
between training activities and infringing outputs. Although several copyright claims were abandoned before 
judgment, the case highlighted fundamental questions concerning the relationship between training datasets, 
model parameters, generated outputs and the evidentiary burden required to establish infringement (Getty 
Images v. Stability AI, 2025). The case demonstrates that future copyright disputes are likely to focus less on 
the abstract legality of AI training and more on whether particular outputs reproduce protected expression in 
a legally significant manner.

Collectively, these developments indicate that copyright litigation involving generative AI is increasingly cen-
tred on established infringement principles rather than on the creation of novel legal doctrines. Courts have 
not abandoned traditional concepts such as reproduction, substantial similarity, causation and authorship. In-
stead, they are applying those principles to increasingly complex factual circumstances involving probabilistic 
models, large scale datasets and AI-generated outputs. The principal challenge therefore lies not in identifying 
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new legal rules, but in determining how existing copyright doctrine should be applied where the relationship 
between training data, model behaviour and generated expression is technically complex and often difficult to 
prove.

IV. Where Judicial Practice Confirms the Original Theory

The judicial and regulatory developments examined above demonstrate a remarkable degree of continuity 
with the theoretical framework advanced in the earlier article. Despite the unprecedented capabilities of 
generative AI, courts have not responded by abandoning or fundamentally restructuring copyright doctrine. 
Instead, they have consistently applied established copyright principles to new technological circumstances. 
While significant uncertainty remains regarding particular aspects of AI training and output generation, the 
core architecture of copyright law has proven considerably more resilient than many early commentators an-
ticipated (Lucchi, 2025; Samuelson, 2023).

4.1 Human Authorship Remains the Foundation of Copyright

Perhaps the strongest confirmation of the original theory is the continued insistence upon human authorship 
as a prerequisite for copyright protection. Neither courts nor regulators have recognised AI systems as authors 
capable of originating copyright. Instead, recent authorities consistently focus on identifying the existence and 
extent of human intellectual contribution to the work in question.

This position is reflected in Thaler v. Perlmutter, the decision of the Prague Municipal Court in S. Š. v. Taubel 
Legal, the guidance issued by the United States Copyright Office, and the Japanese Copyright Office’s 2024 
guidance. Although these authorities arise from different legal systems and employ different doctrinal lan-
guage, they converge on the same fundamental premise: copyright protects human intellectual creation, while 
AI remains a technological tool whose legal significance depends upon the nature and extent of human cre-
ative contribution (Thaler v. Perlmutter, 2025; S. Š. v. Taubel Legal, 2023; U.S. Copyright Office, 2025a; Japan 
Copyright Office, 2024).

Accordingly, developments since the publication of the earlier article strongly support its central conclusion 
that technological sophistication alone does not justify extending authorship to autonomous AI systems. Rath-
er than redefining authorship, courts have reinforced the traditional inquiry into whether the protected expres-
sion reflects the intellectual creation of a human author.

4.2 Existing Copyright Doctrine Remains Structurally Applicable

The earlier article argued that generative AI does not require an entirely new body of copyright law. Instead, 
established doctrines - including authorship, originality, reproduction, infringement, fair use and statutory ex-
ceptions - remain capable of addressing the legal questions presented by AI-generated content.

The first generation of AI litigation largely confirms that proposition. Rather than creating AI specific copy-
right doctrines, courts have consistently relied upon familiar legal concepts when resolving disputes involving 
generative AI. In the United States, Bartz and Kadrey applied traditional fair use analysis. Within the European 
Union, Kneschke v. LAION e.V. examined the applicability of the existing text and data mining exceptions in-
troduced by the DSM Directive. In Germany, GEMA v. OpenAI analysed reproduction and infringement through 
conventional copyright principles. Likewise, the Chinese decisions concerning AI-generated Ultraman images 
applied established concepts of direct and contributory copyright liability to AI-generated outputs rather than 
developing AI-specific liability rules (Bartz v. Anthropic, 2025; Kadrey v. Meta Platforms, Inc., 2025; Kneschke v. 
LAION e.V., 2024; GEMA v. OpenAI, 2025; Shanghai Character License Administrative Co., Ltd. v. AI Company, 
2024).
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The legal questions have undoubtedly become more technically complex. Nevertheless, the analytical frame-
work employed by courts remains recognisably one of copyright law rather than technology regulation. This 
suggests that the principal challenge posed by generative AI lies not in the inadequacy of copyright doctrine 
itself, but in its application to increasingly complex factual and technical circumstances.

4.3 AI Training Is Not Automatically Treated as Copyright Infringement

A central proposition advanced in the earlier article was that AI training should not automatically be equated 
with unlawful copying. Recent judicial decisions support this proposition, although they also demonstrate that 
the issue requires a more nuanced legal analysis than was initially apparent.

Both Bartz and Kneschke recognised that AI training may, depending upon the applicable legal framework, be 
justified through existing copyright doctrines, including fair use and statutory text and data mining exceptions. 
At the same time, neither court suggested that AI developers enjoy blanket immunity. Instead, both empha-
sised that separate questions - such as the provenance of training materials, compliance with statutory re-
quirements, the legality of intermediate reproductions and the reproduction of protected expression in outputs 
- must be examined independently (Bartz v. Anthropic, 2025; Kneschke v. LAION e.V., 2024).

Regulatory developments point in the same direction. The Japanese Copyright Office accepts that AI training 
may constitute a permissible non enjoyment use under Article 304 of the Japanese Copyright Act, while rec-
ognising that unlawful acquisition of works or the reproduction of protected expression may fall outside that 
protection. Similarly, the European Union’s evolving regulatory framework increasingly focuses upon transpar-
ency, copyright compliance and rightsholder reservations rather than treating AI training as inherently unlaw-
ful (Japan Copyright Office, 2024; Regulation (EU) 2024/1689, art. 53; European Commission, 2025a; Peukert 
& Castets-Renard, 2025).

Taken together, these developments confirm the central premise advanced in the earlier article: the legality of 
AI training cannot be determined through categorical assumptions. Instead, it requires a contextual analysis 
of the applicable copyright doctrines, statutory framework and factual circumstances.

4.4 The Debate Has Shifted from Doctrine to Application

Perhaps the most significant development since the publication of the earlier article is that the principal ques-
tions are no longer conceptual but operational. Courts have largely accepted that existing copyright doctrine 
provides the appropriate legal framework for resolving disputes involving generative AI. The remaining chal-
lenges concern its practical application to increasingly sophisticated AI technologies.

Current disputes therefore focus upon questions such as the degree of human creative involvement required 
for authorship, the lawful acquisition and use of training materials, the significance of memorisation and re-
gurgitation, the allocation of responsibility among developers, deployers and users, the operation of statutory 
exceptions, and the evidentiary burden required to establish infringement. These are not questions arising 
from deficiencies in copyright doctrine itself, but from the practical application of long-established legal prin-
ciples to novel technological contexts (Carlini et al., 2023; Henderson et al., 2023; Lucchi, 2025; U.S. Copyright 
Office, 2025b).

Taken together, the authorities examined in this article largely validate the central thesis advanced in the 
earlier article. Existing copyright doctrine has neither been displaced nor rendered obsolete by generative AI. 
Rather, it continues to provide the conceptual framework within which courts, regulators and policymakers are 
addressing the legal implications of rapidly evolving AI technologies. The developments since 2024 therefore 
suggest not the emergence of a new copyright paradigm, but the continued evolution of established doctrine 
in response to unprecedented technological capabilities.
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V. Where Judicial Practice Still Falls Short

Although the judicial and regulatory developments examined above largely validate the central propositions 
advanced in the earlier article, they also reveal that significant doctrinal and practical uncertainties remain. 
Importantly, these uncertainties do not suggest that existing copyright doctrine has become obsolete. Rather, 
they demonstrate that courts are still in the early stages of applying well established copyright principles to 
technologies that differ fundamentally from traditional methods of creation and reproduction. The principal 
challenge is therefore not whether copyright law is capable of addressing generative AI, but how its estab-
lished concepts should be interpreted and applied in increasingly complex technical environments (Lucchi, 
2025; Samuelson, 2023).

5.1 The Continuing Uncertainty Surrounding AI Training

Perhaps the most significant unresolved issue concerns the legal characterisation of AI training. Although 
recent decisions have generally rejected the proposition that training is inherently unlawful, neither have they 
established a universally applicable framework capable of determining when training falls within permissible 
copyright use and when it exceeds those limits.

The decisions in Bartz v. Anthropic and Kneschke v. LAION e.V. illustrate this uncertainty from different legal 
perspectives. In the United States, the court approached the issue through the doctrine of fair use, empha-
sising the transformative nature of AI training while simultaneously distinguishing the acquisition of pirated 
materials from the subsequent training process. In contrast, the Regional Court of Hamburg analysed the 
same activity through the text and data mining exceptions contained in the DSM Directive, recognising that 
acts of reproduction occur during training but may nevertheless be justified by statutory exceptions (Bartz v. 
Anthropic, 2025; Kneschke v. LAION e.V., 2024).

These decisions demonstrate substantial doctrinal convergence in one respect: neither court accepted the 
proposition that AI training is automatically infringing. At the same time, however, neither judgment establish-
es a comprehensive methodology for determining the legality of future training activities involving different 
datasets, different model architectures or different methods of data acquisition. Consequently, developers, 
rights holders and courts remain without clear guidance regarding the precise legal boundaries of permissible 
AI training.

Academic commentary reflects the same uncertainty. While many scholars regard AI training as functionally 
analogous to human learning, others caution that the scale, automation and commercial deployment of gen-
erative AI distinguish it from ordinary human cognitive processes (Henderson et al., 2023; Lucchi, 2025; Mat-
ulionyte, 2024; Samuelson, 2023; Stober & Dornis, 2026; U.S. Copyright Office, 2025b). The resulting debate 
demonstrates that the legal characterisation of AI training remains one of the most significant unresolved 
issues in contemporary copyright law.

5.2 Memorisation Remains the Principal Doctrinal Challenge

The earlier article distinguished between learning from existing works and reproducing protected expression. 
Since its publication, judicial attention has increasingly shifted towards determining whether modern AI sys-
tems merely learn statistical relationships or whether they retain copyright protected expression capable of 
subsequent reproduction.

This issue emerged most prominently in GEMA v. OpenAI, where the Regional Court of Munich I considered 
allegations that AI-generated outputs reproduced copyrighted song lyrics. Although the judgment contributes 
significantly to the developing jurisprudence concerning memorisation and AI-generated outputs, it does not 
establish a universally applicable legal or technical test for determining when memorisation has occurred or 
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what degree of similarity should suffice to establish infringement (GEMA v. OpenAI, 2025; Dornis, 2025; Stober 
& Dornis, 2026).

Similarly, Bartz v. Anthropic acknowledged allegations concerning memorisation while ultimately resolving the 
dispute primarily through fair use analysis and the evidentiary record before the court. As a result, current 
jurisprudence provides only limited guidance regarding one of the central questions raised by generative AI: 
when does statistical learning become legally significant reproduction?

The technical literature likewise demonstrates that memorisation is neither inevitable nor impossible. Re-
search has shown that large language models may, under particular conditions, reproduce portions of their 
training data, especially where rare or highly repeated material is involved (Carlini et al., 2023). The legal sig-
nificance of that phenomenon, however, remains unresolved. Future courts will likely be required to distinguish 
between isolated regurgitation, statistical pattern learning, substantial similarity and actionable reproduction 
through increasingly sophisticated technical evidence.

5.3 Market Substitution and the Changing Nature of Copyright Harm

A further development since the publication of the earlier article is the increasing importance attached to 
economic harm arising from generative AI. Early academic discussion focused primarily upon whether AI train-
ing constituted copying. More recent litigation suggests that future disputes may instead concentrate upon 
whether AI-generated outputs substitute for copyrighted works within existing or potential licensing markets.

This development is particularly evident in Kadrey v. Meta Platforms, Inc., where the court devoted considerable 
attention to issues of market substitution and competitive harm. Although the plaintiffs failed to establish 
the evidentiary foundation necessary to defeat summary judgment, the judgment demonstrates that future 
copyright litigation may increasingly focus upon the commercial consequences of AI-generated outputs rather 
than solely upon the mechanics of model training (Kadrey v. Meta Platforms, Inc., 2025).

The same concern increasingly appears within policy documents and pleadings. The European Parliament 
study and the United States Copyright Office have emphasised the potential effect of generative AI upon 
licensing markets, remuneration structures and incentives for future creative production. Recent publisher 
complaints, including Encyclopædia Britannica and Merriam Webster v. OpenAI, allege similar substitution 
and traffic diversion harms (Lucchi, 2025; U.S. Copyright Office, 2025b; Encyclopædia Britannica and Merriam 
Webster v. OpenAI, 2026). Whether existing copyright doctrines adequately address these forms of economic 
harm remains an open question that future litigation will inevitably continue to explore.

5.4 Allocation of Responsibility Within the AI Ecosystem

Another issue that remains insufficiently developed concerns the allocation of responsibility among the var-
ious participants involved in the creation and deployment of generative AI systems. Unlike traditional copy-
right disputes, AI-generated outputs may involve dataset providers, foundation model developers, finetuning 
organisations, platform operators, commercial deployers and end users, each exercising different degrees of 
influence over the resulting output.

Recent decisions provide only partial guidance regarding the respective responsibilities of these participants. 
The Chinese Ultraman decisions demonstrate one possible approach by emphasising the obligations of plat-
form operators to implement reasonable preventive measures and exercise appropriate control over AI-gen-
erated outputs (Shanghai Character License Administrative Co., Ltd. v. AI Company, Guangzhou Internet Court, 
2024; Hangzhou Intermediate People’s Court, 2024). By contrast, the American and European decisions have 
generally resolved liability only with respect to the specific parties before the court, leaving broader questions 
concerning the allocation of responsibility throughout the AI lifecycle unresolved.
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As generative AI systems become increasingly integrated into commercial products and professional services, 
clearer principles governing responsibility across the AI value chain will become essential. Existing concepts 
such as control, knowledge, causation and foreseeability remain applicable, but their application within distrib-
uted AI systems has yet to be comprehensively articulated.

5.5 Transparency, Evidence and the Practical Administration of Copyright

Perhaps the greatest practical obstacle confronting future AI copyright litigation concerns access to evidence. 
Existing copyright doctrine can operate effectively only where courts are able to determine how models were 
trained, what datasets were used, whether copyright reservations were respected, whether protected expres-
sion was retained, and how particular outputs were generated. In practice, much of this information remains 
inaccessible to copyright owners.

Recent regulatory initiatives recognise this problem. The European Union’s AI Act and the accompanying 
General-Purpose AI Code of Practice place increasing emphasis upon transparency, technical documentation 
and copyright compliance obligations for providers of general purpose AI models (Regulation (EU) 2024/1689; 
European Commission, 2025a, 2025b; Peukert & Castets-Renard, 2025). While these measures do not them-
selves resolve substantive copyright questions, they acknowledge that effective enforcement increasingly de-
pends upon improved access to technical information concerning AI systems.

Similarly, the Japanese Copyright Office has emphasised the importance of distinguishing lawful training from 
circumstances involving unlawful acquisition of works or the reproduction of protected expression (Japan 
Copyright Office, 2024). These developments demonstrate that future copyright disputes are likely to depend 
as much upon evidentiary transparency as upon substantive copyright doctrine.

Accordingly, one of the most important tasks facing courts will be the development of evidentiary standards 
capable of enabling existing copyright principles to operate effectively despite the technical complexity of 
contemporary AI systems.

5.6 Refinement Rather Than Replacement

Taken together, the developments since the publication of the earlier article suggest that copyright law is 
not experiencing a doctrinal crisis but an operational one. Courts have consistently relied upon established 
concepts such as authorship, originality, reproduction, fair use, statutory exceptions and infringement. What 
remains uncertain is the manner in which those concepts should be applied where creative processes involve 
probabilistic models trained on unprecedented quantities of copyrighted material.

The first generation of AI copyright litigation therefore does not demonstrate the failure of existing copyright 
doctrine. Rather, it demonstrates the need for greater doctrinal precision, clearer evidentiary standards and 
more consistent judicial guidance. The legal framework already exists; the continuing challenge lies in applying 
it coherently to technologies that continue to evolve more rapidly than judicial doctrine itself. This is not a 
deficiency of copyright law, but an inevitable consequence of attempting to apply enduring legal principles to 
an evolving technological landscape.

VI. What Courts Still Need to Clarify

The judicial and regulatory developments examined in this article demonstrate that copyright law has not 
reached an impasse. On the contrary, courts across multiple jurisdictions have consistently relied upon estab-
lished copyright principles when resolving disputes involving generative AI. Nevertheless, the first generation 
of AI copyright litigation also reveals that significant uncertainty remains concerning the practical application 
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of those principles. The challenge facing courts is therefore no longer whether copyright doctrine is capable 
of governing generative AI, but how its established concepts should be interpreted in circumstances involving 
increasingly sophisticated machine learning systems (Dornis & Lucchi, 2025; Foong, 2025; Lucchi, 2025; Sam-
uelson, 2023).

The following issues are likely to define the next stage of judicial development.

6.1 Defining the Boundary Between Learning and Reproduction

Perhaps the most fundamental issue concerns the legal boundary between learning from protected works and 
reproducing them. The earlier article argued that AI training should generally be understood as analogous to 
learning rather than copying. Recent judicial decisions have largely rejected the proposition that training is in-
herently unlawful, yet they have simultaneously demonstrated that the analogy alone is insufficient to resolve 
every copyright question.

The decisions in Bartz v. Anthropic, Kadrey v. Meta Platforms, Inc., and Kneschke v. LAION e.V. demonstrate 
that the legality of AI training depends upon multiple considerations extending beyond the mere existence of 
the training process itself. Courts have distinguished between the acquisition of training materials, the legal-
ity of intermediate reproductions, the availability of statutory exceptions, the provenance of datasets and the 
commercial purpose of the training activity (Bartz v. Anthropic, 2025; Kadrey v. Meta Platforms, Inc., 2025; 
Kneschke v. LAION e.V., 2024).

Future courts should articulate more clearly where lawful learning ends and legally significant reproduction 
begins. Such clarification would benefit not only copyright litigation but also licensing practices, compliance 
strategies and AI governance more generally. Without a clearer doctrinal boundary, both rights holders and AI 
developers will continue to operate under substantial legal uncertainty (Henderson et al., 2023; Lucchi, 2025; 
Like Company v. Google Ireland, Case C250/25).

6.2 Developing a Coherent Doctrine of Memorisation

A second issue concerns the growing importance of memorisation within AI copyright litigation. Although ac-
ademic literature has demonstrated that large language models may, under certain circumstances, reproduce 
portions of their training data, recent judicial decisions indicate that courts have only begun addressing the 
legal significance of that phenomenon (Carlini et al., 2023).

The judgment in GEMA v. OpenAI represents one of the first judicial examinations of allegations that AI-gen-
erated outputs reproduced copyrighted expression retained within a model. By contrast, Bartz acknowledged 
arguments concerning memorisation while resolving the dispute primarily through fair use analysis. Neither 
decision establishes a comprehensive evidentiary framework capable of distinguishing statistical learning 
from legally significant reproduction (GEMA v. OpenAI, 2025; Bartz v. Anthropic, 2025; Dornis, 2025; Stober & 
Dornis, 2026).

Future courts will therefore need to address several interrelated questions. What constitutes sufficient evi-
dence that a model has memorised protected expression? Should isolated instances of regurgitation be treated 
differently from systematic reproduction? What role should expert technical evidence play? How should courts 
distinguish between memorisation, substantial similarity and independent generation? Until these questions 
receive consistent judicial treatment, memorisation is likely to remain one of the most contested issues in AI 
copyright litigation.
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6.3 Clarifying the Threshold of Human Creative Contribution

Although recent authorities consistently reaffirm the principle of human authorship, comparatively little guid-
ance has been provided concerning the degree of human involvement necessary to satisfy that requirement.

Decisions such as Thaler v. Perlmutter and S. Š. v. Taubel Legal confirm that copyright does not extend to works 
generated autonomously by AI. They do not, however, establish clear criteria for determining when human par-
ticipation in AI-assisted creative processes becomes sufficiently substantial to constitute authorship (Thaler v. 
Perlmutter, 2025; S. Š. v. Taubel Legal, 2023).

This issue will become increasingly important as AI tools become integrated into ordinary creative practice. 
Modern workflows frequently involve iterative prompting, selection among numerous generated outputs, re-
peated refinement, editing, combination of AI-generated and human created material, and extensive post 
generation modification. Future courts should clarify how these activities should be evaluated when assessing 
originality and authorship.

Rather than adopting rigid quantitative thresholds, judicial analysis should continue to focus upon whether the 
protected expression ultimately reflects meaningful human intellectual creation. Greater clarity in this area 
would increase legal certainty while preserving the human-centred foundations of copyright law (Fritz, 2025; 
U.S. Copyright Office, 2025a).

6.4 Allocating Responsibility Across the AI Ecosystem

Traditional copyright disputes generally involve relatively straightforward relationships between authors, pub-
lishers and alleged infringers. Generative AI has significantly complicated this picture. A single AI-generated 
output may involve dataset providers, foundation model developers, finetuning organisations, platform opera-
tors, commercial deployers and end users, each exercising different degrees of control over the resulting work.

Current case law provides only partial guidance regarding the allocation of responsibility among these partici-
pants. The Chinese Ultraman decisions illustrate one approach by emphasising the obligations of platform op-
erators to implement reasonable safeguards against foreseeable infringement (Shanghai Character License 
Administrative Co., Ltd. v. AI Company, Guangzhou Internet Court, 2024; Hangzhou Intermediate People’s Court, 
2024). Other courts have focused primarily upon the conduct of the parties before them without attempting to 
establish comprehensive principles governing responsibility throughout the AI lifecycle.

Future litigation should therefore clarify how traditional copyright concepts such as causation, knowledge, 
control, foreseeability and contributory liability should operate within increasingly distributed AI systems. The 
answer is likely to have significant implications for AI developers, commercial users and rightsholders alike.

6.5 Transparency, Evidence and the Administration of Copyright

Perhaps the greatest practical challenge identified by the recent case law concerns evidence. Existing copy-
right doctrine can operate effectively only where parties are capable of establishing the relevant facts. In AI 
litigation, however, many of those facts remain inaccessible. Questions concerning the composition of training 
datasets, compliance with copyright reservations, implementation of technical safeguards, model architec-
ture, fine tuning practices and output generation frequently involve information available only to AI developers.

Recent regulatory initiatives reflect increasing recognition of this evidentiary problem. The European Union’s 
AI Act, together with the General Purpose AI Code of Practice, places growing emphasis upon transparency, 
technical documentation and copyright compliance obligations (Regulation (EU) 2024/1689; European Com-
mission, 2025a, 2025b, 2025c; Peukert & Castets-Renard, 2025). Broader AI Act transparency obligations, 
including Article 50 disclosure duties for AI-generated or manipulated content, illustrate the same regulatory 
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movement towards evidentiary visibility (EU Artificial Intelligence Act, 2026). Similarly, guidance issued by the 
Japanese Copyright Office recognises the importance of distinguishing lawful training from circumstances 
involving unlawful acquisition or reproduction of protected works (Japan Copyright Office, 2024).

These developments do not replace copyright doctrine; rather, they facilitate its effective application by im-
proving access to information relevant to copyright disputes. Future judicial development should therefore 
focus not only upon substantive copyright principles but also upon evidentiary standards capable of enabling 
courts to determine how AI systems have been trained, why particular outputs have been generated and 
whether legally relevant reproduction has occurred.

6.6 Refining Existing Doctrine Rather Than Creating New Doctrine

Taken together, the authorities examined throughout this article suggest that copyright law is undergoing 
refinement rather than transformation. The first generation of AI litigation has not demonstrated the need 
for a separate body of AI specific copyright law. Instead, it has shown that established principles-including 
authorship, originality, reproduction, infringement, fair use, statutory exceptions and liability-remain capable 
of resolving disputes involving generative AI.

What remains necessary is greater doctrinal precision. Courts should continue to clarify the boundary be-
tween learning and reproduction, develop coherent approaches to memorisation, articulate clearer standards 
for human creative contribution, refine principles governing responsibility within complex AI ecosystems and 
strengthen the evidentiary framework through which copyright disputes involving AI are resolved.

Accordingly, the future development of AI copyright law is likely to consist not of replacing existing doctrine, 
but of progressively refining its application to increasingly sophisticated technologies. The first wave of judi-
cial and regulatory developments strongly suggests that copyright’s fundamental principles remain intact. The 
task ahead is to ensure that those principles continue to operate coherently, consistently and predictably as 
generative AI becomes an increasingly pervasive feature of creative, commercial and scientific activity.

VII. Conclusion

The earlier article advanced the proposition that generative artificial intelligence, notwithstanding its un-
precedented capabilities, did not require a fundamental reconstruction of copyright law. Rather, it argued 
that existing doctrine, properly understood and carefully applied, remained capable of addressing the legal 
questions raised by AI-generated content. The judicial and regulatory developments that have followed neither 
fully resolve those questions nor render the original framework obsolete. They do, however, provide the first 
meaningful opportunity to test theory against practice.

Taken together, the emerging jurisprudence reveals a striking degree of doctrinal continuity. Courts across 
multiple jurisdictions have consistently resisted invitations either to recognise AI systems as authors or to 
abandon established copyright principles in favour of technology specific rules. Instead, they have applied 
familiar concepts of authorship, originality, reproduction, infringement, fair use, statutory exceptions and li-
ability to disputes involving increasingly sophisticated AI systems. The result is neither doctrinal revolution 
nor technological exceptionalism, but the gradual adaptation of established legal principles to novel factual 
circumstances.

At the same time, the litigation demonstrates that the most difficult questions have shifted. The central is-
sues are no longer whether copyright law is capable of addressing generative AI, but how its existing princi-
ples should operate where creative processes involve probabilistic models, vast training datasets and opaque 
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computational architectures. Questions concerning human authorship, memorisation, reproduction, causation, 
control, foreseeability and evidentiary traceability have become increasingly significant precisely because they 
expose the practical limits of applying familiar doctrine to unfamiliar technology. The challenge is therefore 
one of precision rather than replacement.

This shift carries implications well beyond the courtroom. Legislators face increasing pressure to ensure that 
regulatory initiatives complement rather than displace copyright doctrine. Courts are called upon to develop 
coherent evidentiary standards capable of addressing technically complex disputes without sacrificing legal 
certainty. Intellectual property practitioners must navigate an evolving landscape in which traditional copyright 
concepts remain applicable but require increasingly sophisticated technical understanding. Rights holders seek 
meaningful protection against unlawful appropriation while recognising that copyright has never conferred a 
monopoly over learning or influence. Developers require legal certainty that permits innovation without creat-
ing unwarranted immunity from responsibility. Ordinary users, who increasingly rely upon generative AI as an 
everyday creative and professional tool, likewise benefit from legal rules that are principled, predictable and 
comprehensible.

The law’s task is not to romanticise human creativity, demonise machine learning, or immunise technological 
actors from responsibility. Nor is it to treat every technological advance as requiring an entirely new legal 
architecture. Its task is more disciplined than that. It is to distinguish between learning and appropriation, 
influence and reproduction, autonomous generation and legally relevant control, technological novelty and 
doctrinal impossibility. Those distinctions have always lain at the heart of copyright law. Generative AI has not 
displaced them; it has made their careful application more important than ever.

Academics, judges, legislators, intellectual property professionals, technology developers and ordinary users 
are witnessing more than another stage in the evolution of copyright law. They are observing a profound 
realignment of the relationship between law and technology—a movement of tectonic plates that is reshap-
ing long held assumptions about creativity, authorship, evidence and responsibility. Whether copyright law 
emerges from this period with its coherence intact will depend not upon its willingness to abandon established 
principles, but upon its ability to apply them with intellectual discipline to technologies that challenge conven-
tional methods of creation without rendering those principles obsolete. In that sense, generative AI presents 
not merely a difficult copyright problem, but a defining test of whether legal systems can absorb technological 
rupture while remaining faithful to the conceptual foundations that give them legitimacy.
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There is something reassuring about the prospect of entrusting difficult decisions to a machine. Machines 
process information swiftly, identify patterns and provide us with an answer; and they perform these functions, 
without hesitation, without harbouring resentments or seeking approval, and without losing sleep over the 
consequences of an unpopular decision. In an age in which organisations are increasingly expected to make 
decisions more expeditiously, and on the basis of ever larger quantities of information, the attraction of 
artificial intelligence (AI) is hardly surprising. AI promises not just to automate tasks that we find tedious, but 
to augment capacities traditionally regarded as distinctively human: judgement, practical reasoning, and the 
ability to make informed predictions (Raisch and Krakowski, 2021). Used well, AI may even improve ethical 
decision-making by exposing biases and inconsistencies that so often evade human attention (De Cremer 
and Narayanan, 2023). To wholeheartedly dismiss AI by appeal to the familiar anxieties about machines 
replacing human judgement would thus be asinine. The more puzzling question, however, is what happens 
when machines become quite capable at helping us decide.

The trouble is that more information does not necessarily produce better judgement. Indeed, there are 
circumstances in which the technologies through which we acquire information might well alter what we deem 
relevant, and what we might have otherwise regarded as important in the first place.

The 2008 financial crisis offers an instructive example. Donald MacKenzie’s work on the sociology of finance 
shows how financial markets are constituted not simply by human actors exchanging assets, but via intricate 
interactions between people, models, technologies, institutions and representations (MacKenzie, 2008; 2011). 
Financial instruments increasingly came to be encountered through screens, prices, mathematical models 
and quantitative measures of risk. The significance of such a transformation lies not in the fact that traders 
somehow ceased to be aware that real people stood behind the mortgages and securities traded; rather, 
technical representations altered the relationship between the decision-maker and the object of the decision. 
For instance, a collection of households became a mere portfolio, and a complex social reality was reduced 
to a number on a screen. MacKenzie’s analysis of the credit crisis illustrates how particular forms of financial 
knowledge and valuation rendered complex financial instruments intelligible on the one hand, whilst, at the same 
time, contributing to the conditions in which the risks associated with such instruments were systematically 
misunderstood (MacKenzie, 2008; 2011).

The point here is not that technology caused the crisis, or that human judgement would have sufficed in its 
absence. Technologies of decision-making do not merely supply us with more information; they shape how 
that information is seen, rendering some consequences easier to calculate, while making others less salient. 
The problem, however, is that, in matters of leadership, a decision can become technically clearer, but without 
necessarily becoming morally easier.

It is at this point that the problem of dirty hands (DH) becomes relevant – a longstanding problem in political 
theory (see Nagel, 1972; Walzer, 1973; de Wijze, 1994; Tillyris, 2014; 2016a; 2016b; 2017; Nick and de Wijze, 
2023), but one that has also recently received attention in business ethics (Badaracco, 1997; Brenkert, 2009; 
Monge, 2015). In his ground-breaking essay in the field titled Political Action: The Problem of Dirty Hands, 
Michael Walzer puts forward a disquieting recognition that flies in the face of most ethical frameworks on 
offer: those in positions of power might, in certain circumstances, be “forced to choose between two courses 
of action both of which it would be wrong for [them] to undertake”; that, in certain cases, doing what is 
politically necessary might well entail doing something that is morally wrong (Walzer, 1973: 160). In such 
instances, the problem need not emanate from the lack of sufficient information; nor, by implication, need it 
be resolved cleanly, by merely pouring in more information in support of better decision-making. For, the core 
insight of the DH problem, is that there may be no course of action that allows those imbued with power to 
honour all of the obligations they have (Stocker, 1990; de Wijze, 1994; Tillyris, 2014). As Bernard Williams, in 
his discussion of politics and moral character, notes, the difficulty concerns not simply identifying the overall 
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right course of action, but what it means for an agent to retain a modicum of integrity, when all available 
options involve morally disagreeable consequences (Williams, 1981).

Taken seriously, the DH problem provides a useful lens through which to think about AI and organisational 
decision-making. The issue is not whether an algorithm can identify the most efficient course of action, or 
even whether it can correctly predict the consequences of different choices. Rather, the problem is that a 
perfectly informed decision can remain morally troubling because the trouble lies in deciding which competing 
obligations and values ought to prevail (and, what follows for those values and obligations which have been 
suspended). AI may thus solve an epistemic problem—i.e., it might help us to better appreciate what is likely 
to happen under certain scenarios—without resolving the normative problem of what should be done when 
every available course of action involves some form of moral loss.

Though early analyses of the DH problem have tended to focus on those who wield and exercise political power, 
more recent work on this phenomenon, including my own (see Stocker, 1990; de Wijze, 1994; Gowans, 2001; 
Tillyris, 2019b; 2023a), has sought to extend this issue beyond the narrow confines of political life. Consider, 
for instance, a company the most important division of which has become financially unsustainable. An AI 
system analyses its financial position, productivity, market conditions and future prospects and concludes that 
closing the division offers the best prospect of preserving the organisation as a whole. Doing so would save 
hundreds of other jobs and help protect a company faced with a serious risk of collapse. Yet, such a decision 
would not be without loss: for, it would also fail to protect some of the employees who work there, renege on 
commitments already made to them, and sacrifice an important part of the organisation’s identity. Suppose the 
algorithm is right. Suppose, moreover, that there is no hidden error, no discriminatory variable and no obvious 
alternative. The moral difficulty does not evaporate. The leader must still decide whether the survival of the 
organisation justifies sacrificing those whose livelihoods depend upon the division; whether an obligation 
to the employees concerned can be overridden by obligations to everyone else; and, whether a commitment 
made under different circumstances remains binding, even when circumstances have changed. The model can 
estimate the consequences of each course of action with surgical precision. It cannot, however, wish the moral 
loss away. Hence, the decision may therefore be entirely defensible; but it will not be morally clean.

Taken together, MacKenzie’s insights from the sociology of finance, and the DH problem issue a concern about 
AI proliferation which is different from the rather familiar by now concerns pertaining to algorithmic bias or 
technological control: AI may make a morally momentous decision appear to be a mere technicality, effacing its 
moral complexity. To be sure, AI is not itself culpable for creating the underlying problem. Organisations have 
long relied upon models, metrics, consultants, experts, public-relations professionals and other technologies 
of decision-making to render difficult choices more calculable and defensible. The significance of AI lies partly 
in its capacity to intensify and integrate these existing tendencies. What previously required several distinct 
stages - calculation, interpretation, justification and communication - and, quite often, several distinct actors, 
can now increasingly be brought together through a single system. The danger, therefore, is not that AI 
somehow introduces moral ambiguity into organisational life, but, rather, that it may amplify existing forms 
of moral simplicity. 

This is not a trivial matter for questions of leadership. Leaders are increasingly encouraged to make decisions 
on the basis of evidence, metrics and measurable outcomes. There is nothing inherently objectionable about 
this. The difficulty arises when the availability of better calculations encourages us to forget that one of the 
most crucial aspects of any decision often resides outside the calculation itself. Someone must still decide 
what the organisation stands for, whose interests matter, what constitutes an acceptable loss and which 
obligations can legitimately be cast aside when they collide. The machine may perform the calculation. The 
leader still owns the judgement, and the onus of the responsibility which accompanies it (Gaczek et al., 2026).
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There is, however, another reason why the seductive image and language of clean decision-making which a 
thoughtless utilisation of AI might perpetuate, is potentially misleading. The problem of moral decision making 
under uncertainty and ambiguity, does not cease when the decision has been made. Responsible leadership 
also requires leaders to explain, justify and communicate what they have done. 

It is at this point, in which another uncomfortable feature of political and organisational life becomes vivid: the 
possibility or, perhaps even, the inevitability of hypocrisy and deception. We tend to regard the gap between 
what we believe, what we say and what we do as straightforward evidence of moral failure. Yet, leaders 
rarely speak to a single, homogeneous audience; nor, is leadership exercised under conditions in which one 
can say exactly what one believes, fully honour what one says, and satisfy every constituency to which one is 
accountable (Tillyris, 2016a; 2017). Leaders must negotiate competing expectations, preserve relationships, 
accommodate disagreement and, at times, communicate differently to differently audiences. Some degree of 
disjuncture between what one believes, what one says and what one does may be an inescapable feature of 
acting within complex political and organisational landscapes.

This is also where my most recent work, which focuses on political communication and dog-whistling, 
becomes relevant (Tillyris, 2024). Dog-whistling illustrates, in particularly stark form, how a single piece of 
communication, verbal or non-verbal, can acquire different meanings for different audiences - groups with 
different worldviews or aspirations. Otherwise put, dog-whistling, often labelled as a coded communication, 
entails the dissemination of messages which may appear innocuous or ambiguous to a group, while surreptitiously 
conveying a more specific meaning to others. Such a phenomenon is politically troubling, not just because 
it entails, by virtue of its very nature, aspects of deception and dissimulation, but, rather, because it also 
complicates the relationship between intention, communication and responsibility. Yet, neither dog-whistling, 
nor its underlying ethical ambiguity ought to be seen as confined to electoral politics. For, organisations, too, 
communicate simultaneously with employees, investors, customers, regulators and the wider public, whose 
interests and expectations may not coincide. For instance, multivocal appeals are regularly observed in the 
advertising literature. As Brumbaugh argues targeted advertisements that include ‘‘both similar subculture 
sources and other subculture relevant cues… induce members of subcultures to draw on this knowledge to 
allow them to create meaning that others outside this subculture cannot’’ (2002: 259). The rather perverse 
nature of such a phenomenon directs our attention to a more general problem of leadership: communication 
does not always have a single, transparent meaning, and the responsibility of the communicator cannot be 
understood simply by asking whether a statement corresponds neatly to an underlying intention. What matters 
is also how messages are received, what they enable different audiences to understand, and whether the 
management of these differences can be justified. The question, therefore, is not simply whether leaders 
communicate consistently, but how, and under what circumstances, the management of different audiences can 
be justified as a legitimate feature of leadership rather than condemned simply because it involves ambiguity, 
inconsistency or even deception.

AI renders this distinction even more important. A leader can now ask a system to produce a message that 
sounds empathetic and authentic, tailored carefully to the language of employees, investors, customers or the 
public, whilst pre-empting legitimate objections, and softening difficult news. An expedient utilisation of AI 
could produce what could appear as earnest explanation and justification of almost any decision. The problem 
is not simply that such communication might be deceptive. It is that the technology makes it increasingly 
easy to perform, what we might term, the virtues of leadership – even those which are morally questionable. 
This recognition captures a disquieting possibility. The easier it becomes to manufacture the appearance of 
ethical leadership, the harder it may become to distinguish ethical leadership from its mere performance. An 
organisation may become exceptionally good at sounding concerned, without becoming any more responsible 
for the consequences of its decisions.
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None of this should lead us to reject AI. Nor should it encourage nostalgia for a supposedly purer form 
of human decision-making. There is no reason to romanticise human judgement. It is partial, fallible and 
frequently self-interested. There is, however, an important distinction between improving judgement and 
escaping it altogether. As noted earlier, one of the defining problems of leadership is not simply that leaders 
sometimes lack sufficient information; rather, it is that the world that leaders inhabit and act, is characterised 
by competing goods, values and priorities that cannot always be reconciled in a perfect and harmonious whole. 
The romantic aspiration to eliminate these tensions is understandable and, - though recently reinvigorated 
with the proliferation of AI -, is hardy new; it goes back to the very beginnings of social and political theory 
(see Berlin, 1990; Tillyris and Edyvane, 2019c). But such an aspiration rests upon a mistaken picture of the 
conditions under which practical judgement takes place. AI can help us calculate, predict and compare. It can 
help leaders see more clearly. What it cannot do is decide which sacrifices are acceptable, which obligations 
should prevail, or what the organisation ought ultimately to stand for. That remains a burden of responsible 
leadership. And perhaps that is precisely why such a burden matters. The danger is not that artificial intelligence 
will acquire dirty hands, but that we will use artificial intelligence to convince ourselves that ours are clean.
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Abstract

Artificial Intelligence (AI) continues to dominate business discussions, which oscillate between fascination and 
fear. For small and medium-sized enterprises (SMEs), the promise of AI-driven transformation often collides 
with limited resources, unclear strategies and unreliable data. This article argues that the real foundation for 
successful AI adoption is not technology itself, but data quality, organisational competence and readiness. 
Drawing on practical insights and examples from various industries, it outlines a step-by-step roadmap for 
SMEs to move from hype to genuine value creation. The central message is, before pursuing AI, businesses 
must strengthen their data infrastructure, cultivate analytical literacy, and adopt a measured, competence-
based approach to innovation.

Keywords: Artificial Intelligence (AI), Analytics, Analytical Literacy, Small and Medium-sized Enterprises 
(SMEs), Innovation, Business Strategy, AI Readiness, Data Strategy and Governance, Data Quality.  

Introduction

If you—the reader1—find yourself both fascinated and yet secretly frightened by AI, you’re not alone. It’s ev-
erywhere, from boardrooms to small-business meetups. The question echoing in every hallway seems to be: 
“How can we apply AI to our business?”

Every day brings new headlines about AI breakthroughs, in healthcare and medicine, manufacturing, transpor-
tation and autonomous vehicles, finance and risk management, and even art and literature. Yet right alongside 
the excitement runs a current of anxiety: job losses to automation, algorithms taking over decision-making, 
and data being processed by machines you can “barely understand and trust”. 

For SMEs, the fear of missing out (FOMO) is real. Competitors seem to jump on new tools every month, while 
vendors promise “plug-and-play AI” that will magically transform everything overnight. It’s no wonder that 
many business owners feel torn; overwhelmed by the AI express train on one side, and uncertain where to start 
(or whom to trust) on the other. For SMEs especially, who have neither the budget for endless experimentation 
nor the luxury of failure in a competitive market, it feels as helpless as a hate-love relationship! 

Step One: A Reality Check

A study by the U.S. Chamber of Commerce’s Technology Engagement Center in 2024 reported that 98% of 
small businesses already use some form of AI [1]. That sounds impressive, but further research brings more 
clarity: the majority are simply using tools like ChatGPT as a “glorified internet search” or employing integrated 
AI features inside software they already had [2]. In reality, few are doing anything truly new or transformative.

In Cyprus, as Cyprus Mail reports, SMEs remain the backbone of the economy [3]. With tight budgets typical for 
SMEs, every euro counts. And when everyone around you seems to be doing something with AI, the temptation 
to “just try something” can be strong.

The heartfelt advice of the author of this article is as follows: don’t rush into this relationship! Leave AI (for 
now)! The breakup statistics are seriously brutal! Would you marry someone just because all your friends are 
getting married? Probably not. According to MIT, 95% of enterprise AI initiatives fail [4]. Now that’s a divorce 
rate worth avoiding!

1 Note: The reader(s) is referred to as “you” in this article, i.e. the “reader” and “you” are used interchangeably.
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Step Two: Get Honest About Your Data

If you’re already asking the MIT studies, “How did the 5% succeed?”, you’re thinking in the right direction. Those 
successful organisations had at least one thing in common: solid, reliable data.

Because here’s the truth: AI is not magic. It doesn’t invent insights; it amplifies what’s already in your data. If 
that data is incomplete, fragmented or inaccurate, AI will only multiply the confusion. The old saying “garbage 
in, garbage out” applies here more than ever.

So, before you even whisper the word “AI,” ask yourself a much more important question: What is the state of 
our data?

Everything, from client interactions and market trends to operational processes, generates valuable data. That 
data is your asset. Thus, the next questions follow naturally:

•	 Are your business decisions truly data-driven?

•	 Is your data centralised, secure and accessible to those who need it?

•	 Can your team read the story that your data is already telling you?

If the answer to any of these is “not yet,” congratulations! You’ve just found your first real innovation project!

Step Three: Build Competence for AI

You are the expert in your profession. When your business is growing, you need further resources to deliver all 
your requests. Would you then employ someone whose expertise you cannot evaluate or measure in any way 
known to you? 

The relationship with innovations, especially with AI, can only work out similarly. Your expert team, or a 
third-party on your behalf, must know what AI is producing. If AI is producing hallucinations, mistakes or injus-
tices, the competence to reject and correct must be in place. Only then can you rely on results and boost your 
business with new technologies which can be successfully integrated into your processes. Implementing new 
machines doesn’t take the responsibility away from humans [5] but facilitates the tasks, given the following 
five prerequisites [6].

The Five Prerequisites Before AI

1.	 Identify the data you already have (sales, customers, operations, compliance, etc.).

2.	 Evaluate its quality. Is it accurate, complete and timely?

3.	 Centralise and store it securely for easy access and analysis.

4.	 Start small with descriptive analytics: understand what has happened before predicting what will 
happen.

5.	 Build competence for interpreting the predictions.

Across years of leading implementation projects, the author of this article has seen it too often. Clients realis-
ing mid-way through that they don’t actually have the data they need! Small businesses often rely on manual 
workarounds for practicality, which means key information never gets recorded in structured systems. Some-
times even large enterprises fall into this trap.

The bold question is: if your data has blind spots, what do you need AI for?
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Reliable data alone already improves decision-making. You don’t need AI to start making smarter moves. Just 
descriptive analysis and a clear view of your operations will take you a long way. Once that foundation is in 
place, you can gradually move toward predictive and prescriptive models powered by AI, which require also the 
competence for the justifying and interpreting of AI results.

Practical Use Cases: Grounded Before Glamorous

Next, we explore some examples across industries where better data and simple descriptive analytics [not AI] 
unlock real value. The following examples are perfectly applicable for SMEs. They are simple and require no 
sophisticated tools or systems, once you have the data. By applying a Microsoft Office tool or possibly low-
priced software as a service (SaaS) for analytics or visualisation, or using embedded apps in websites you can 
already achieve fundamentally valuable results. The examples are chosen for the most relevant industries for 
Cyprus. Additionally, the suggested approach for an industry could be transferred across industries.  

1. Retail and E-Commerce

Before investing in AI-driven recommendation engines, structure your transaction data:

•	 Which products sell most often?

•	 When do you see peaks and dips? Do you see seasonal effects or similar particular market dynamics?

•	 How do different customer segments behave?

Answering these with simple dashboards can already optimise inventory, marketing and pricing. Only then will 
AI personalisation make sense.

2. Construction and Engineering

In many construction firms, data still lives in spreadsheets or handwritten notes. Before implementing AI-based 
project forecasting, start by consolidating and digitising project data, e.g. labour hours, material use, equip-
ment availability, subcontractor performance and/or delay reasons. You might be surprised that, for instance, 
missing clear communication and planning with subcontractors leads to delays, not necessarily externalities 
like the weather. Later, AI can help with predictive scheduling and resource optimisation.

3. Manufacturing and Supply Chain

Machine sensors and production logs are goldmines which are usually underused. Just by analysing downtime 
records, output rates and maintenance logs, inefficiencies become visible. With clean, structured data, AI can 
later predict failures and optimise production schedules.

4. Professional Services

Law firms, consultancies and accounting practices can review their project timelines, costs and outcomes to 
better allocate staff and improve profitability. Once the basics are in place, AI tools can help analyse contracts, 
simulate financial scenarios and evaluate financial reports.
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5. Healthcare and Wellness Providers

Digitising and standardising patient and appointment records improves efficiency and compliance. Because of 
the high sensitivity of such information, data privacy and IT-security must be top priority. Later, AI can support 
triage or early diagnosis, but only if the data foundation is trustworthy.

6. Hospitality and Tourism

Hotels and restaurants can first analyse reservation patterns, customer feedback and seasonal cycles. With 
that, they can optimise staffing, prices and services. Only then should they consider AI assistants for person-
alised recommendations.

Focus on Efficiency and Competence, Not Hype

Don’t misunderstand the author please. Innovation is inevitable and a great joy, despite all the risks, in the 
author’s personal opinion! But business in general and especially SMEs thrive when they focus on what really 
matters, i.e. efficiency, customer satisfaction and the smart use of limited resources. The real competitive 
edge lies in strengthening data-driven decision-making and not trend-driven spending. Starting with data will:

•	 Increase operational efficiency

•	 Free employees from repetitive tasks

•	 Reallocate talent to creative, human-centered activities.

AI should be introduced gradually, as a helpful colleague, not a hasty replacement. Done right, it supports your 
staff, enhances customer trust and safeguards your budget.

A Step-by-Step Roadmap for SMEs

The author assumes you have already experienced many changes and integrated many innovations in busi-
ness, your professional career and even your private life. AI is just another innovation with both advantages 
and disadvantages. From best practices and the author’s experiences of integrating new innovations and 
change management, below is a summarised, step-by-step roadmap, also well-tailored for SMEs:

1.	 Awareness: Recognise that data is an asset, not a byproduct. 

2.	 Culture and Competence: Steer your business culture and lead competence towards a data-driven 
approach and strategy setup.

3.	 Collection: Centralise scattered information digitally.

4.	 Quality: Clean, validate and standardise data.

5.	 Visualisation: Make insights visible with dashboards.

6.	 Decision-Making: Use data-driven insights to guide strategy.

7.	 AI Readiness: Once the data foundation is strong, explore AI use cases aligned with your business 
goals. 
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Conclusion: Final Thoughts

The love-hate relationship with AI is understandable. One day it’s the hero promising to cut costs and boost 
profits; the next day it’s the villain taking jobs and spreading chaos. But the truth is simpler: AI is neither hero 
nor villain. 

AI is not a shortcut. AI is an amplifier. And it can only amplify the value of the data you already own.

So, before you chase the next shiny AI promise, take a step back. Organise, clean and value your data. Then, 
before you curse AI for hallucination and injustice, learn the real story deep within your data and business 
thoroughly, because for SMEs the smartest way to prepare for the future is to understand the story 
your data is already telling you.
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Abstract

As artificial intelligence (AI) moves from a specialist research domain into the commanding heights of eco-
nomic competitiveness, public administration, critical infrastructure and defence, states are increasingly fram-
ing “AI sovereignty” as a strategic objective. Yet sovereignty in AI cannot be reduced to regulatory control, data 
localisation or public ownership of compute alone. A state may regulate AI extensively and subsidise domestic 
research, yet still remain structurally dependent if value capture, deployment and scale are mediated by for-
eign hyperscalers, foreign model providers or foreign chip supply chains.

This paper argues that the neglected commercialisation dimension is therefore central to AI sovereignty. A 
sovereign AI strategy must convert domestic research, data, talent, infrastructure and regulatory capacity into 
viable domestic markets and internationally competitive firms. The article first situates AI sovereignty within 
the wider literature on digital sovereignty and strategic autonomy and also clarifies the difference between 
regulatory, infrastructural, market and security sovereignty. It then shows how the European Union (EU), the 
United Kingdom (UK), Canada and India are increasingly linking compute, procurement, startup finance, indus-
trial policy and sectoral deployment in an effort to build commercially sustainable sovereign capability. Brief 
reference to the United States, China and Singapore helps illuminate alternative institutional models. 

The paper then examines the legal tensions this strategy generates between openness and resilience, compe-
tition and national champion policies, innovation and public values, domestic value capture and global legiti-
macy, and autonomy, power projection and security. It concludes by proposing a framework for commercially 
driven sovereign AI development in which the law does not merely constrain AI risks, but actively structures 
domestic value creation, market access, interoperability and strategic retention of control across the AI stack 
(Roberts, 2024).

Keywords: AI sovereignty; commercialisation; strategic autonomy; industrial policy; public procurement; man-
aged interdependence.

Introduction

Recent scholarship makes clear that “AI sovereignty” is not a neutral or self-explanatory term. Roberts argues 
that digital sovereignty should be understood not as mere factual control, but as a normative question of 
legitimate authority; Mügge shows that AI sovereignty masks concrete trade-offs about whose interests are 
being served, whether sovereignty is directed against foreign powers or private gatekeepers, and whether 
the goal is competitiveness or emancipation from competitive logics. Further, Chesterman situates contem-
porary AI politics within a broader transfer of effective power from public institutions to private technology 
conglomerates (Roberts, 2024; Mügge, 2024; Chesterman, 2026). Taken together, this literature suggests that 
sovereignty in AI is not simply about who writes the rules, but also about who controls infrastructure, captures 
profits, determines market access and shapes the terms on which foreign technology can be adopted without 
translating into structural dependence.

For legal analysis, it is useful to disaggregate sovereignty in AI into at least four dimensions. First, there is reg-
ulatory sovereignty: the ability to set binding legal rules for AI systems and models in one’s jurisdiction. Sec-
ondly, there is infrastructural sovereignty: access to compute, cloud, semiconductors, energy and specialised 
research resources. Thirdly, there is market sovereignty: the capacity of domestic firms and public institutions 
to develop, deploy and scale AI products in strategically significant sectors rather than merely consume tools 
built and monetised elsewhere. Fourthly, there is security sovereignty: the protection of sensitive data, model 
weights, critical infrastructure and strategic capabilities against coercive dependence, hostile access or ex-
traterritorial constraint. The present article focuses on market sovereignty because it is the least theorised 



37

in current debates and the most practically determinative of whether sovereign capability can survive beyond 
subsidy or regulatory symbolism (Roberts, 2024).

The law-and-policy debate, in contrast, has tended to overemphasise regulation and underemphasise com-
mercial structure. The EU AI Act, for example, was enacted to improve the functioning of the internal market 
through a harmonised legal framework for the development, placing on the market and use of AI systems, 
while promoting the uptake of human-centric and trustworthy AI. That is a major constitutional and market-or-
dering achievement. But regulation alone cannot sustain sovereignty if domestic developers lack affordable 
compute, if promising firms must outsource deployment and distribution to foreign cloud providers, if domes-
tic applications are trained on foreign-controlled foundation models under restrictive commercial terms, or if 
public procurement channels most demand to external suppliers. In such circumstances, compliance may be 
sovereign while the market remains dependent (Regulation (EU) 2024/1689).

The more precise question, therefore, is not whether states or markets should lead AI development, but how 
law structures the transition from strategic inputs to durable domestic value creation. Commercialisation 
should be understood as a legal-design problem. The relevant issue is whether firms and public institutions can 
obtain lawful access to data, protect or license intellectual property, secure compute at viable cost, interop-
erate with standards, comply without disproportionate burden, sell to anchor customers, attract finance and 
avoid exclusion by dominant incumbents. Where one or more of these links is missing, “sovereignty” collapses 
into dependence on grants, protected domestic demand or foreign platform intermediation.

A law-and-political-economy perspective also shows why AI sovereignty cannot be reduced to data localisa-
tion or state ownership. In some contexts, sovereignty may be exercised through trusted openness rather than 
closure. A polity may preserve strategic autonomy not by eliminating cross-border interdependence, but by 
ensuring that cross-border flows occur on terms compatible with domestic governance, bargaining power and 
public values. That insight is particularly important for medium-sized and trade-dependent jurisdictions, for 
which total stack autonomy is neither attainable nor desirable. Commercial sovereignty is therefore not synon-
ymous with autarky. It is better understood as the legally and institutionally supported capacity of a polity to 
choose dependencies, bargain from strength and retain a meaningful share of value creation in strategically 
important AI layers.

The critical implication is that AI sovereignty is increasingly a problem of market design. The relevant legal 
toolkit extends well beyond horizontal AI regulation. It includes state aid and industrial policy, procurement law, 
data access regulation, copyright and licensing rules, competition law, foreign investment screening, export 
controls, public-private partnership design, interoperability rules, assurance standards and the governance 
conditions attached to sovereign compute infrastructure. The central commercialisation question is whether 
these instruments can convert public inputs into enduring domestic productive capacity rather than one-off 
subsidised experimentation (OECD, 2023).

From regulation to commercial sovereignty

A useful starting point is the Organisation for Economic Co-operation and Development’s (OECD’s) distinction 
between national AI compute capacity, effectiveness and resilience. The OECD’s blueprint for national AI com-
pute capacity argues that states need not only infrastructure availability, but also policies concerning people, 
innovation, access, security, sovereignty and sustainability. This matters because sovereignty fails whenever 
infrastructure exists without effective access, or access exists without domestic firms being able to monetise 
it. The same organisation’s later work on domestic public-cloud availability underscores that governments are 
now measuring not merely abstract digital capacity, but the geographic distribution of commercially usable 
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AI compute. Commercialisation is therefore not an optional “later stage”; it is part of the very definition of 
effective sovereign capability (OECD, 2023; Lehdonvirta et al., 2025).

This point follows also from the economics of AI infrastructure. OECD work on competition in AI infrastructure 
finds high concentration, increasing vertical integration and extensive investments and partnerships across 
the supply chain. The Federal Trade Commission’s 2025 report on partnerships between cloud service pro-
viders and AI developers adds that such agreements may give cloud providers access to privileged technical 
and business information, including model-development methods, chip co-design, customer usage and rev-
enue data. Other reports have also documented multibillion-dollar investments by major cloud providers in 
AI model developers, often accompanied by contractual commitments to purchase substantial amounts of 
cloud-computing capacity from the investing provider. The Competition and Markets Authority (CMA) has 
likewise warned that a small number of incumbent technology firms could shape foundation-model markets in 
ways that undermine fair and effective competition and produce over-dependence across critical sectors. In 
short, the commercial pathways through which AI reaches the market are also pathways through which sover-
eignty can be lost (OECD, 2025; Federal Trade Commission, 2025; Competition and Markets Authority, 2024a; 
Competition and Markets Authority, 2024b).

Commercial sovereignty should therefore be defined more precisely as the legally and institutionally supported 
capacity of a polity to retain meaningful control over the AI stack while enabling domestic actors to build, de-
ploy, scale and export AI products on commercially sustainable terms. That definition is deliberately narrower 
than autarky. None of the leading jurisdictions analysed here aims for complete self-sufficiency. What they 
seek instead is selective control over choke points: compute access, strategically significant datasets, pub-
lic-sector demand, key financing pathways, high-value technical standards and the legal terms under which 
foreign capital and foreign platforms may participate. This is best understood as managed interdependence, 
not isolation (Roberts, 2024).

Viewed functionally, the commercialisation problem clusters around a recurring set of legal levers. The first 
concerns infrastructure and compute. Unless researchers, startups and sectoral deployers can obtain compute 
at predictable and affordable cost, domestic model development and application innovation cannot scale. The 
second concerns data governance. Commercial sovereignty requires lawful access not only to personal data 
subject to stringent protections, but also to industrial, public-sector and domain-specific data relevant to 
training, fine-tuning and deployment. The third concerns intellectual property and training-data law. Domestic 
firms need clarity on invention, licensing and permissible training pathways if they are to capture value rather 
than merely provide low-margin implementation services. The fourth concerns procurement and sandboxing. 
Public demand can create first markets that validate domestic technology and allow compliant firms to move 
from pilot to revenue. The fifth concerns competition law and market structure. Where chokepoints are con-
trolled by a handful of integrated firms, sovereignty policy that ignores concentration simply transfers depen-
dence from the foreign state to the foreign platform. The sixth concerns standards and assurance. Standards 
are not mere compliance afterthoughts; they are market infrastructure, reducing transaction costs, enabling 
interoperability and allowing firms to scale across regulated sectors (OECD, 2025; Regulation (EU) 2024/1689; 
Regulation (EU) 2023/2854; National Institute of Standards and Technology (NIST), 2023).

Data governance is especially important because sovereignty is often discussed in relation to data retention, 
but less often in relation to data usability. The EU’s Data Act and Data Governance Act point towards a model 
in which lawful sharing, portability and fair access can support downstream innovation without abandoning 
rights protection. At the same time, data law can entrench dependence if access regimes are too fragmented, 
slow or burdensome for smaller firms to use in practice. The legal challenge is therefore to link data protection 
and fairness to commercially usable data ecosystems rather than to treat them as separate policy domains 
(Regulation (EU) 2023/2854; Regulation (EU) 2022/868).
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Intellectual property and copyright law also deserve more attention in sovereignty debates than they have 
usually received. A state may fund frontier research and even provide sovereign compute, yet still fail to build 
sovereign capability if the rules governing training, fine-tuning, inventorship or output exploitation leave do-
mestic firms uncertain about their ability to commercialise what they build. That does not mean AI sovereignty 
requires maximalist proprietary enclosure. On the contrary, open-source models, open technical standards and 
shared evaluation tools may strengthen sovereignty where they reduce lock-in and facilitate domestic entry. 
But legal clarity about who can train, adapt and commercialise AI systems remains central to whether value 
accrues domestically or migrates to firms with stronger bargaining positions upstream.

Public procurement is similarly underappreciated. Procurement does not simply allocate public spending; it 
can shape industrial structure. Initial public contracts create reference customers, reduce information asym-
metry and force the development of auditable, secure, interoperable products. The EU’s recent emphasis on 
public-sector AI adoption, the UK’s procurement-linked hardware strategy and Canada’s sovereign cloud pro-
curement all reflect the same insight: a state that wants commercially sovereign AI cannot remain merely a 
regulator. It must also become a sophisticated early customer (European Commission, 2025c; Government of 
the United Kingdom, 2026c; Government of Canada, 2026b).

Finally, standards and assurance matter, because trust, portability and market access increasingly depend on 
them. The AI Act expressly relies on harmonised standards and, where necessary, common specifications as 
part of its internal-market architecture. Outside Europe, the National Institute of Standards and Technology’s 
(NIST’s) AI Risk Management Framework (US) and Singapore’s AI Verify initiative show how governance and 
testing tools can function not just as ethics instruments but as commercial infrastructure. Jurisdictions able 
to shape assurance language, testing practice and interoperability expectations may exercise a form of sov-
ereign influence without controlling the whole technological stack (Regulation (EU) 2024/1689; NIST, 2023; 
IMDA, 2026).

Comparative trajectories of commercial sovereign AI

The European Union offers the clearest example of a move from regulatory sovereignty towards commercial 
sovereignty. The AI Continent Action Plan presents AI as pivotal both for growth and for the preservation of 
European values, while the Apply AI Strategy expressly links sectoral AI adoption to competitiveness and tech-
nological sovereignty. Crucially, the Apply AI Strategy does not stop at compliance. It promotes an “AI first” 
policy, includes targeted sectoral flagships and, notably, speaks of a “buy European” approach for the public 
sector with attention to open-source AI solutions. In parallel, the EU’s AI Factories and planned AI Gigafacto-
ries are designed to combine large-scale compute, reliable supply chains and public-private finance, with the 
InvestAI facility mobilising up to €20 billion to support up to five Gigafactories. The legal significance is that 
the Union is increasingly using industrial and procurement instruments to make its internal market a launch 
platform for European AI firms rather than merely a regulated destination market for foreign ones (European 
Commission, 2025a; European Commission, 2025b; European Commission, 2026).

The EU is also beginning to frame public demand as a sovereignty instrument. A Commission-backed report on 
AI in the public sector notes that EU public authorities spend nearly €2 trillion annually on goods and services, 
about 14 per cent of EU Gross Domestic Product (GDP), and argues that strategic procurement could acceler-
ate AI adoption while giving startups and small and medium-sized enterprises (SMEs) opportunities to scale. 
The report also acknowledges that current frameworks often favour established suppliers through lengthy 
procedures, strict eligibility thresholds and large contract sizes. Read together with the Apply AI Strategy and 
the AI Act, this suggests that the next frontier of European AI law will not be only ex ante risk regulation, but 
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the redesign of procurement and adoption rules so that compliant European suppliers can actually win markets 
(European Commission, 2025c; European Commission, 2025b; Regulation (EU) 2024/1689).

Yet the European model also illustrates the limits of regulation-led sovereignty. The Union has strong rule-mak-
ing capacity, but its own policy materials increasingly acknowledge problems of financing, commercial scale 
and dependency on foreign compute and platform infrastructure. That makes the EU especially important for 
the article’s core thesis. It shows that trusted regulation may be a necessary condition of sovereign AI markets, 
but it is not a sufficient one. Without domestic scaling pathways, even a highly sophisticated internal-market 
regime risks becoming a governance framework for technology commercialised elsewhere.

The United Kingdom has moved even more explicitly towards a commercial sovereign-AI model. In its response 
to the AI Opportunities Action Plan, the Government committed to expand sovereign compute capacity by at 
least twentyfold by 2030.  In a progress report published one year after the Plan’s launch, the Government stat-
ed that it had committed £2 billion towards that expansion, designated five AI Growth Zones, and established 
up to £500 million in funding for the Sovereign AI Unit to invest in and support UK AI companies in critical 
parts of the value chain. The UK AI Hardware Plan goes further by connecting sovereign funding to procure-
ment, export finance and deployment. It proposes a national cloud procurement model that creates opportu-
nities for UK hardware companies to deploy at scale, uses the Sovereign AI Fund to help AI hardware firms 
scale, and links those firms to export-finance support and export-control guidance. This is a textbook example 
of commercial sovereignty: the state is not only de-risking research, but building a legal and financing archi-
tecture through which domestic firms can move from prototype to scale to export (Government of the United 
Kingdom, 2025; Government of the United Kingdom, 2026a; Government of the United Kingdom, 2026c).

The UK case is particularly revealing because it couples internal market-building with external commercial am-
bition. Sovereignty here is not conceived only as defensive autonomy but also as outward capability. Procure-
ment, sovereign compute, financing and export support are tied together in a strategy that assumes domestic 
capability will be sustainable only if it can achieve scale through deployment and international reach. That 
connection between internal resilience and external projection is one of the most important developments in 
current sovereign-AI policy, and one that legal scholarship has only begun to appreciate.

Canada’s recent policy is similarly instructive because it makes the sovereignty–commercialisation link legally 
explicit. The Canadian Sovereign AI Compute Strategy combines near-term augmentation of public compute 
infrastructure with an AI Compute Access Fund of up to $300 million to help innovators and businesses 
purchase compute resources. More strikingly, Canada’s Sovereign Compute Infrastructure Program requires 
applicants to demonstrate sustained sovereign control in the national interest through Canadian ownership 
or legally enforceable control across the full lifecycle of a facility, alongside safeguards against foreign in-
terference, extraterritorial restriction and supply-chain dependency risks. At the same time, Shared Services 
Canada has launched procurement for sovereign Canadian cloud capabilities that prioritise Canadian-owned 
and controlled providers, and the federal government has signalled plans for a made-in-Canada AI platform 
for government use. Canadian policy thus shows how sovereignty can be operationalised not only through 
ownership rules, but also through access funds and guaranteed public demand (Government of Canada, 2026b; 
Government of Canada, 2026a).

Canada is especially important because it foregrounds the legal meaning of control. Many discussions of 
sovereign AI speak casually of “domestic capacity”, but the Canadian materials ask a more exacting question: 
who ultimately controls the facility, the lifecycle, the governance conditions and the exposure to extraterrito-
rial restriction? That is a more analytically rigorous approach. It recognises that sovereign capability may be 
undermined not only by foreign ownership in a narrow corporate sense, but also by contractual dependence, 
export-control exposure, financing structure or service-layer lock-in.
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India provides a different, but equally important, commercial pathway. IndiaAI has launched calls for indige-
nous foundational models, coupled them with access to 18,000-plus GPUs through empanelled AI cloud provid-
ers, and made commercial viability, scalability, sustainability and financial viability explicit evaluation criteria. 
It also offers direct funding, compute credits, equity-based investment and co-financing options from venture 
capital, angel investors and government grants. In addition, IndiaAI’s compute-capacity programme is already 
allocating GPU resources to researchers, startups, MSMEs, students and public bodies. The legal significance 
is that India is not treating sovereign AI as a purely public-sector buildout: it is constructing a mixed ecosys-
tem in which public compute, domestic data relevance, startup finance and commercial scale are meant to 
reinforce each other (Government of India, 2025; Government of India, 2026).

India’s model also points to a wider lesson. In jurisdictions attempting strategic catch-up, sovereignty may 
depend less on immediate frontier-model parity than on creating an ecosystem in which compute access, pub-
lic digital infrastructure, language diversity and mission-driven deployment support domestic firms’ ability to 
move into commercially relevant niches. That is a more incremental but potentially durable pathway, especially 
where domestic demand is large and policy is oriented towards practical deployment rather than symbolic 
frontier competition.

Brief external comparators sharpen the broader argument. The United States exemplifies a scale-first model 
of commercial sovereignty in which private-sector leadership, research-resource sharing, national-security in-
tegration, procurement reform and export promotion are used to preserve domestic command of the AI stack. 
The White House’s AI Action Plan and related security measures illustrate a state that treats market leadership 
and strategic power projection as mutually reinforcing rather than conceptually separate. The strength of this 
model lies in speed, capital depth and commercial scale. Its weakness is that sovereignty is mediated through 
a very small number of exceptionally powerful firms, creating internal concentration risks even as the state 
seeks external strategic advantage (White House, July 2025; White House, 2026a; White House, 2026b).

China, by contrast, presents the deepest integration of commercialisation and national-security logic. The 
2017 New Generation Artificial Intelligence Development Plan tied AI directly to economic transformation and 
set out an explicitly long-term national trajectory. Subsequent algorithmic, data-security and generative-AI 
governance measures reflect a system in which commercial AI development is supported, but under conditions 
of sustained central steering and high regulatory salience. This model can build domestic capability quickly 
where a large internal market and policy coordination already exist, but it does so at the cost of greater state 
direction and a narrower tolerance for open-ended cross-border dependence (State Council of the People’s 
Republic of China, 2017).

Singapore illustrates a third, small-state pathway. Its National AI Strategy 2.0 and AI Verify initiative suggest 
that sovereignty can be pursued through trusted governance, assurance, interoperability and digitally open 
market positioning rather than full-stack autarky. For smaller jurisdictions, that may be the more realistic 
route: not control of every layer, but influence over the governance, testing and trusted deployment conditions 
under which AI markets operate (Smart Nation Singapore, 2023; IMDA, 2025).

Legal and institutional tensions

The shift towards commercial sovereign AI creates at least five legal tensions.

The first is the tension between  openness and resilience. AI development depends on globally distributed 
chips, cloud regions, finance, talent and datasets; yet the more concentrated those inputs become, the more 
vulnerable domestic systems are to external leverage. The United States’ export controls and AI-related secu-
rity measures illustrate the point starkly: access to key hardware, software and strategic partnerships can be 
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reshaped by the policy decisions of supplier states. Canada’s insistence on protection against “extraterritorial 
restriction” in sovereign compute governance is a direct legal response to this structural vulnerability. Sover-
eignty, in other words, is being redefined against a background of very real extraterritorial power (Government 
of Canada, 2026a; White House, 2026a; White House, 2026b).

The second is the tension between competition and national-capability policy. Concentrated AI markets make 
domestic scaling difficult, yet industrial policy that prefers local firms can itself reduce contestability or en-
trench politically favoured incumbents. The EU’s use of Important Projects of Common European Interest in 
microelectronics, the Foreign Subsidies Regulation and related economic-security tools all show a legal order 
attempting to remain open while defending its market against dependency and distortion. Similarly, the CMA, 
Federal Trade Commission (FTC), and OECD all warn that vertical integration and strategic partnerships in AI 
infrastructure require close scrutiny. Commercial sovereign AI therefore cannot mean indiscriminate national 
championism. A credible legal model must maintain rivalry, interoperability and switching possibilities inside 
the domestic market (European Commission, 2023; Regulation (EU) 2022/2560; Competition and Markets 
Authority, 2024a; Federal Trade Commission, 2025; OECD, 2025).

The third is the tension between rule-making legitimacy and economic urgency. The AI Act and related gov-
ernance frameworks are intended to preserve rights and trust, but commercialisation strategies press gov-
ernments to accelerate adoption, simplify compliance and create rapid public-sector demand. The EU’s Apply 
AI Strategy explicitly aims to strengthen competitiveness and technological sovereignty; the UK’s sovereign 
AI agenda is designed to move at the pace of venture capital and infrastructure deployment; India’s founda-
tional-model call combines ethical compliance with commercial viability. The law is therefore asked to do two 
things at once: slow harmful deployment where necessary and speed beneficial scaling where strategically 
desirable. That dual function is possible, but only if regulation becomes more tightly integrated with accred-
itation, testing, procurement and sector-specific support (European Commission, 2025c; Government of the 
United Kingdom, 2026a; Government of India, 2025).

The fourth is the tension between domestic value capture and global legitimacy. Mügge warns that AI sov-
ereignty discourse can become jurisdictional, competitive and Eurocentric; Roberts warns that descriptive 
control is not itself normatively sufficient. A commercially successful sovereign AI ecosystem could still fail on 
legitimacy grounds if it entrenches opaque public-private power, excludes smaller domestic challengers, exter-
nalises harms abroad or uses sovereignty rhetoric to cloak protectionism without genuine public benefit. For 
legal design, this means that commercial sovereign AI must be evaluated not only by domestic market share or 
valuation growth, but by plural criteria: democratic accountability, due process, competition, security, diffusion 
of benefits and compatibility with broader public values (Mügge, 2024; Roberts, 2024).

The fifth is the tension between autonomy, power projection and security. States do not seek AI sovereignty 
only to reduce exposure; they also seek the capacity to project influence through exported technology stacks, 
governance norms, standards and supply-chain dependencies. The United States increasingly links domestic 
capability to the outward promotion of the American AI stack. The European Union seeks to project influence 
through rule-setting and regulatory benchmarking. China combines domestic ecosystem steering with out-
ward standardisation and platform reach. Singapore’s influence lies more in governance and assurance. Yet 
these forms of projection can conflict with domestic competition, with trusted openness, and with the plural 
values sovereignty is often said to protect. Once sovereignty becomes a vehicle for exporting dependency 
rather than merely reducing it, the line between legitimate strategic autonomy and geopolitical market power 
becomes harder to draw (White House, July 2025; European Commission, 2025a; State Council of the People’s 
Republic of China, 2017; Smart Nation Singapore, 2023).
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None of these tensions admits of a simple doctrinal solution. They instead suggest that “AI sovereignty” should 
be approached less as a slogan and more as a structured balancing exercise among openness, innovation, au-
tonomy, power projection and security. Excess openness can deepen dependence on foreign cloud, chips, model 
providers and standards setters. Excess closure can fragment data, raise compliance costs, reduce down-
stream adoption and make domestic champions reliant on permanent subsidy. Excessive security controls can 
slow knowledge diffusion and market scaling; insufficient controls can offshore strategic value capture and 
expose critical infrastructure or sensitive data. The jurisprudential challenge is to articulate public-law prin-
ciples capable of disciplining these trade-offs rather than obscuring them under the language of sovereignty.

A framework for commercially driven Sovereign AI

A workable framework for commercial sovereign AI should rest on five linked legal pillars. First, states need as-
sured access to critical inputs: compute, cloud, energy, semiconductors and strategically necessary talent. The 
relevant instruments include sovereign compute programmes, infrastructure permitting, export-control diplo-
macy, research-resource sharing and lifecycle governance rules that reduce exposure to foreign interference or 
sudden denial of access. The point is not that every layer must be domestic, but that critical bottlenecks must 
not be governed by dependencies from which domestic actors cannot realistically exit (OECD, 2023; Govern-
ment of Canada, 2026a; Government of the United Kingdom, 2026a).

Secondly, data governance must do more than protect rights; it must make high-quality lawful training and 
fine-tuning data available on terms that support domestic deployment. The Data Act’s concern with fair ac-
cess and use of data points in this direction, but the commercial challenge is to couple access rights to usable 
industrial and public-sector data ecosystems. This includes public-data access design, licensing pathways, 
sectoral data infrastructure and clear rules for secure sharing and portability. Without these, sovereignty policy 
may achieve territorial control over data while failing to translate that control into domestic productive capa-
bility (Regulation (EU) 2023/2854; Regulation (EU) 2022/868).

Thirdly, states need market-creation mechanisms. Public procurement is the most underused of these. If gov-
ernments remain reluctant buyers, domestic firms will continue to depend on foreign distribution channels for 
scale. By contrast, procurement reform, pre-commercial procurement, targeted sandboxes, public compute 
credits, challenge funds and sectoral deployment missions can create early demand while preserving contest-
ability. The EU public-sector report, the Apply AI Strategy, the UK’s procurement-linked hardware plan, and 
Canada’s sovereign cloud procurement all point towards this model (European Commission, 2025c; European 
Commission, 2025b; Government of the United Kingdom, 2026c; Government of Canada, 2026b).

Fourthly, commercial sovereignty requires capital-retention and anti-capture rules. Access funds, co-financ-
ing, export finance, public investment vehicles and investment screening should ensure that domestic break-
throughs do not immediately migrate abroad through dependency-inducing financing structures. At the same 
time, because concentration is endemic to AI infrastructure, states should combine industrial policy with ro-
bust competition enforcement, interoperability requirements where appropriate, open technical standards and 
careful scrutiny of exclusivity, revenue-sharing and information-access provisions in cloud-model partnerships. 
The objective is not to exclude foreign firms simply because they are foreign; it is to prevent the domestic 
ecosystem from becoming a dependent reseller layer on top of foreign-controlled chokepoints (Federal Trade 
Commission, 2025; OECD, 2025).

Fifthly, commercial sovereign AI must be standards-enabled and trade-compatible. A domestically validated 
AI product that cannot interoperate, certify compliance or travel across borders is not sovereign at scale; it is 
merely local. Hence the importance of harmonised standards under the AI Act, assurance frameworks such as 
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NIST’s AI Risk Management Framework, and trust infrastructure such as Singapore’s AI Verify. The right objec-
tive is not to eliminate external links but to prevent coercive dependence while preserving outward commercial 
reach (Regulation (EU) 2024/1689; NIST, 2023; IMDA, 2025).

These five pillars can be operationalised in a six-stage sequence. The first step is domain selection. No state 
can be sovereign across every AI layer. Governments should identify sectors where dependence would gener-
ate either systemic vulnerability or large national spillovers: defence, critical infrastructure, public administra-
tion, health, language technologies, industrial automation, scientific discovery or safety tooling. The second 
step is  dependency mapping: identifying whether the real bottleneck lies in compute, foundation models, 
high-quality sectoral data, cloud lock-in, procurement access, skills or financing. The third step is legal-tool 
matching: targeting the relevant bottleneck rather than expanding regulation in the abstract. If compute is 
the problem, the tools are infrastructure finance and access regimes; if data is the problem, access rights and 
trusted sharing matter; if commercial demand is the problem, procurement and sandboxes become central; if 
concentration is the problem, competition and interoperability cannot be avoided.

The fourth step is anchor-market creation. Sovereign AI capabilities become durable when firms can sell into 
stable, demanding domestic markets that reward compliance, performance, portability and security. Defence 
and intelligence may be one anchor, but civilian procurement is at least as important. The fifth step is scaling 
through standards, assurance and outward-facing openness. Domestic validation should be convertible into 
broader market access rather than trapped within a narrow sovereign niche. The sixth step is metrics-based 
review. Sovereignty policy should be judged not by statutory volume or headline funding announcements, but 
by whether domestic firms can build, sell, scale and endure.

The most useful metrics are therefore commercial as well as constitutional. They include the domestic share 
of AI procurement spend; the number and growth of domestic firms above agreed revenue thresholds; do-
mestic and allied compute availability; the proportion of strategic public datasets accessible through lawful 
frameworks; time-to-compliance for SMEs under AI regulation; concentration indicators in cloud and model 
markets; the proportion of public AI deployments using portable or interoperable standards; dependency ratios 
on foreign frontier models in critical sectors; and export revenues from domestically developed AI products and 
assurance services. These measures better capture commercially durable sovereignty than the more common 
rhetoric of “national leadership” or “strategic autonomy”.

On this view, the best measure of sovereign AI success is not whether every layer of the stack is domestic. 
It is whether domestic firms, public bodies, and researchers can bargain, build, substitute and scale without 
coercive dependence. That is a more legally realistic and economically sustainable objective than either lais-
sez-faire dependence or rigid techno-national isolation.

Conclusion

AI sovereignty will remain rhetorically attractive and analytically unstable unless public-law scholars and policy 
makers take commercial structure seriously. The present policy turn in Europe, the United Kingdom, Canada 
and India shows that states increasingly understand this. They are moving from a first phase centred on eth-
ics, safety and general framework regulation towards a second phase focused on compute access, industrial 
capacity, procurement, domestic financing, sectoral deployment and strategic control over value capture. That 
shift is not secondary to sovereignty; it is the condition of its durability.

The core legal proposition of this article is therefore simple. Sovereign AI is sustainable only where law helps 
domestic actors commercialise strategic capability without surrendering control over the terms of access, 
deployment and value capture. Regulation without markets produces compliant dependency; subsidies without 
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scale produce transient capability; and protection without competition produces brittle national champions. 
A credible model of sovereign AI must instead combine public authority, commercial viability, interoperability 
and constitutional restraint.

In that narrower but more operational sense, the future of AI sovereignty will be decided not only in AI statutes, 
but in procurement rules, compute-access regimes, competition cases, cloud contracts, export-control frame-
works, standards bodies and the legal architecture of public-private industrial policy. The commercialisation 
question is therefore not peripheral to sovereign AI. It is where sovereignty either becomes institutionally real 
or remains a language of aspiration.
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Abstract

The increasing coexistence of multiple generations in contemporary workplaces has created new opportunities 
and challenges for talent management, organisational learning and knowledge transfer. Organisations today 
often employ talent from four or five different generations, resulting in diverse experiences and expectations 
regarding leadership, communication, learning and technology. Within this context, reverse mentoring, in which 
younger employees mentor more senior colleagues, has emerged as an innovative developmental strategy. 
This research note reviews the concept of reverse mentoring, its theoretical foundations, organisational ben-
efits, as well as challenges and best practices for implementation. The paper argues that reverse mentoring 
extends beyond the need for technological upskilling of an ageing workforce, but functions as a strategic 
mechanism for reducing generational gaps, strengthening knowledge exchange and reciprocal learning, fos-
tering innovation and promoting cultures of continuous feedback and feed-forward. Practical recommenda-
tions for designing effective reverse mentoring programmes are discussed, with particular relevance for rela-
tionship-oriented cultural contexts such as Cyprus. We conclude that reverse mentoring may be successfully 
adapted to organisational contexts where authority remains prominent, provided that organisations cultivate 
the relational conditions necessary for authentic reciprocal learning.

Keywords: reverse mentoring, reciprocal learning, intergenerational learning, multigenerational workforce, 
talent management, leadership development.

Introduction

Baby Boomers. Gen X. Millennials. Gen Z. Gen AI. All working in mixed teams on common projects representing 
different departments. How efficient and effective is communication in such teams?  How easily can team 
members align their expectations? In an era of multiple generations in the workplace, what can organisations 
do to tackle the various challenges of multigenerational work environments?

Modern organisations are experiencing unprecedented demographic complexity. For the first time in history, 
many workplaces simultaneously include four or more generations of employees. This multigenerational com-
position certainly enriches organisations with diverse experiences, perspectives and competencies (Lyons and 
Kuron, 2014), but it can also create tensions related to communication styles, level of technological adoption, 
leadership expectations and work values (Stiglbauer, Penz and Batinic, 2022).

The rapid acceleration of digital transformation, artificial intelligence (AI), automation and platform-based 
collaboration has intensified these challenges. Older employees often possess substantial institutional knowl-
edge, strategic insight and relationship capital, while younger employees frequently contribute digital fluency, 
technological agility and awareness of emerging social and market trends. Traditional talent development 
models, where expertise flows primarily from senior to junior employees, may therefore provide inadequate 
opportunities for organisational growth.

Against this backdrop, reverse mentoring has emerged as an important and strategic organisational prac-
tice. Originally popularised by Jack Welch at General Electric in the late 1990s, reverse mentoring challenged 
traditional assumptions about who holds valuable expertise. Younger employees began mentoring senior ex-
ecutives on internet technologies and digital trends. This initiative accelerated digital transformation whilst 
challenging assumptions with regards to expertise and hierarchy. GE demonstrated a critical insight: expertise 
in emerging domains may reside lower in the hierarchy. Since then, the concept has expanded significantly, for 
example, at Procter & Gamble, which uses reverse mentoring to help senior leaders better understand younger 
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consumer behaviour, digital marketing and social media ecosystems, at IBM which uses cross-generational 
learning initiatives to improve digital capability and innovation across teams and at PwC where reverse men-
toring improves inclusion and diversity leadership.

Today, reverse mentoring is increasingly recognised not merely as a tool for technological training, but as a 
strategic intervention supporting intergenerational learning, reciprocal learning, diversity, inclusion, leadership 
development, innovation and talent retention.

What is Reverse Mentoring?

According to the European Mentoring and Coaching Council (EMCC), mentoring is defined as “a learning rela-
tionship involving the sharing of skills, knowledge and expertise between a mentor and mentee through devel-
opmental conversations, experience sharing and role modelling. The relationship may cover a wide variety of 
contexts and is an inclusive two-way partnership for mutual learning that values differences.”

Traditional mentoring is typically defined as a developmental relationship, in which an experienced senior 
professional supports the growth of a less experienced junior colleague (Kram, 1985). It serves career devel-
opment, psychosocial support and professional identity formation. Reverse mentoring inverts this model.

Murphy (2012) describes reverse mentoring as a relationship in which junior employees mentor senior em-
ployees by sharing expertise, perspectives and knowledge which is unavailable through traditional hierarchical 
structures. Gordon (2022) expands the definition to include a senior leader receiving mentorship from an indi-
vidual belonging to an underrepresented demographic group, such as those differentiated by gender, age, eth-
nicity, social mobility or disability. This process reverses traditional hierarchical learning dynamics, positioning 
the senior leader as the novice and encouraging them to adopt a growth mindset. Through this engagement, 
leaders are challenged to critically reflect on their biases, broaden their perspectives and take meaningful 
action towards fostering equity and inclusion within the organisation (Gordon, 2025).

Modern scholarship increasingly emphasises reciprocity rather than simple role reversal. Gadomska-Lila 
(2020) argues that reverse mentoring is most effective when both participants contribute complementary 
forms of expertise: the mentor offers digital and cultural insights, while the mentee contributes strategic, 
relational and contextual knowledge. Thus, reverse mentoring should not be understood as young teaches old, 
but rather as intergenerational co-learning.

International Trends Supporting Reverse Mentoring

Interest in reverse mentoring has recently increased significantly due to three important macro trends. Firstly, 
the continuous need for digital transformation is encouraging organisations to constantly strive for better AI 
literacy, automation capability and digital adaptability. Secondly, many economies have ageing workforces, 
making older employee upskilling essential. Thirdly, what started with the Millennials is augmented with Gen-
eration Z, as younger employees increasingly seek voice, purpose and influence in organisations.

Rastogi, Vapiwala and Pandita (2026) note that AI adoption disproportionately challenges older workers, par-
ticularly Baby Boomers and Generation X, who may experience technostress and fear of skill obsolescence. Re-
verse mentoring offers an important mechanism for bridging this technological divide. Research further sug-
gests that younger generations increasingly expect flatter hierarchies and collaborative learning environments 
– this reality creates an interesting alignment of reverse mentoring with these evolving workplace cultures.
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The Benefits of Reverse Mentoring

Reverse mentoring creates benefits at three levels: the organisation, the mentor and the mentee

One of the most significant organisational benefits is bidirectional knowledge transfer and reciprocal learning. 
Organisations preserve institutional memory while simultaneously acquiring contemporary knowledge. Whilst 
senior employees contribute tacit knowledge, strategic judgement and stakeholder understanding, junior em-
ployees contribute digital fluency, AI literacy, social media and market trend awareness. Innovation can often 
emerge when diverse cognitive frames interact. Reverse mentoring introduces constructive friction between 
established and emerging viewpoints which fuels creativity. Moreover, organisations can benefit from lower 
employee turnover, as younger employees are more likely to remain engaged when they perceive that their 
expertise is recognised. Talent is better attracted and retained in an environment where early leadership ex-
periences exist for high-potential younger talent.

Finally, reverse mentoring humanises the differences which can arise from the tension produced by stereo-
types between generations, thus promoting empathy. Gadomska-Lila (2020) identifies organisational benefits 
including improved communication, enhanced cooperation, increased trust, diversity support and a stronger 
lifelong learning culture. 

The younger mentors often experience substantial professional development, such as increased work sat-
isfaction and confidence, stronger leadership capability, visibility to senior leadership, expanded professional 
networks and improved communication skills. Mentors also learn to influence without formal authority, an 
important leadership competency.

The mentees, or senior leaders, benefit through digital upskilling, greater learning agility and teaching capa-
bility, improved understanding of younger employees, reduced generational bias and enhanced adaptability. 
Perhaps most importantly, mentees cultivate humility and openness, qualities which are increasingly essential 
in complex business environments.

The Challenges of Reverse Mentoring

Despite the advantages, there are several challenges standing in the way of implementing reverse mentor-
ing programs, from the viewpoints both of organisational culture and of employee resistance. The greatest 
barriers are often psychological rather than procedural and can include hierarchical resistance, i.e., when se-
nior leaders perceive reverse mentoring as threatening because it challenges traditional status hierarchies. 
Hierarchical resistance is especially relevant in cultures characterised by higher power distance, for example, 
societies where people accept a high inequality in power and status as normal or legitimate.

Successful reverse mentoring requires psychological safety. If there is not an adequate level of trust between 
colleagues, junior mentors may censor themselves while senior mentees may become defensive. Furthermore, 
common generational stereotypes, such as, “young people lack commitment” or “older people resist change”, 
may undermine openness and inhibit authentic learning. Since the success of reverse mentoring programmes 
depends heavily on pairing, mismatch in a pair’s personality, communication style or expectations can reduce 
effectiveness. That is why many studies find that the effectiveness of a programme greatly depends on train-
ing and preparing participants adequately, building trust and creating participant engagement, as well as 
securing sustained organisational and leadership commitment (Gadomska-Lila, 2020). 
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Empirical Research: Cypriot Managers’ Perceptions

While international literature on reverse mentoring is growing, empirical research in Cyprus remains limited. 
This presents a valuable opportunity for exploratory research examining how Cypriot managers perceive re-
verse mentoring. Consequently, we embarked on the current exploratory study by distributing an online ques-
tionnaire to over 80 managers and laying the foundations for future research using semi-structured interviews 
and implementing experiments with mentor-mentee pairs in various companies.

The purpose of the current study was to investigate how respondents perceive the purpose and value of 
reverse mentoring programs in multigenerational workplaces, examine their preferences for intended focus 
areas, identify organisational enablers and barriers, examine cultural attitudes toward hierarchy, establish im-
portant programme design principles and gauge the sample’s readiness for future implementation. Given the 
Southern European / Mediterranean’s relatively relationship-oriented and hierarchical business cultures (espe-
cially in countries with a large percentage of the workforce employed by family businesses, SMEs, traditional 
service companies and the public sector, such as Cyprus), we were curious to see if this research would reveal 
culturally specific facilitators and obstacles for reverse mentoring programmes.

The questionnaire informing this study was completed in June 2026 by 61 managers from various industries 
(including IT, manufacturing, banking and finance, education, hospitality, legal, retail, telecoms, coaching and 
government), with an average age of 48 years, 48% male and 52% female and an average management 
experience of 15 years (managing teams of 2-700 employees with over 90% of these teams being multigen-
erational). Reponses were anonymous and informed consent was obtained. A brief definition and explanation 
of reverse mentoring was offered at the beginning of the questionnaire. Questions included both open-ended 
prompts and questions requiring participants to select all which applied or to rank the importance of certain 
characteristics based on a five-point Likert scale. 49% of participants responded that they had participated 
in a traditional mentoring program at work before, whereas only three respondents had ever participated in a 
reverse mentoring program at work.

Open questions included:

•	 What should be the primary purpose of reverse mentoring? 

•	 Which organisational structures best support it? 

•	 What barriers are most significant in your organisations? 

•	 Which principles should underpin programme design? 

Overall, the findings indicate that Cypriot managers hold predominantly positive attitudes toward reverse 
mentoring. Figure 1 suggests that Cypriot managers are not resistant to the idea of reverse mentoring in prin-
ciple, as only approximately 15% of them believe that reverse mentoring would be slightly or not important to 
their organisation. Consequently, 85% of managers believe reverse mentoring would be moderately important, 
important or extremely important. This finding is noteworthy, because reverse mentoring challenges conven-
tional assumptions about where expertise resides within organisations.
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Table 1: Resulting ranking of reverse mentoring program objectives

Cypriot managers appear receptive to the concept of reverse mentoring, particularly when it is framed as a 
developmental and collaborative process rather than as a challenge to managerial authority. This distinction 
emerged repeatedly across both quantitative and qualitative responses and represents one of the most signif-
icant findings of this study. The data suggests that acceptance of reverse mentoring in Cyprus is best under-
stood not as unconditional endorsement, but as openness to authentic reciprocal learning. Managers generally 
support reverse mentoring when it enhances communication, facilitates learning and improves collaboration, 
yet exhibit greater caution when it appears to imply deeper structural redistribution of influence or authority.

One of the clearest findings concerns the perceived primary objective of reverse mentoring. Respondents over-
whelmingly prioritised improving communication between generations, ranking this more consistently 
than organisational culture transformation or technological upskilling, as can be seen in Table 1.

Ranking Objectives of reverse mentoring program

1 Improving communication between generations

2 Knowledge sharing across generations

3 Digital skills and technology adoption of senior employees 

4 Generating innovation and creative thinking

5 Retention of younger talent

6 Understanding younger generations (e.g., Generation Z values and expectations)

7 Organisational culture transformation

8 Diversity, equity and inclusion

9 Leadership development

Figure 1: How Important do you believe reverse mentoring could be for your organisation?
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This finding is particularly interesting when contrasted with the international reverse mentoring literature. The 
original corporate examples of reverse mentoring focused primarily on technological knowledge transfer, with 
younger employees mentoring senior executives on internet usage and emerging digital technologies. Early 
scholarship similarly emphasised reverse mentoring as a mechanism for digital literacy and technological 
adaptation (Murphy, 2012).

The Cyprus data suggests that reverse mentoring is increasingly perceived through a broader and more rela-
tional lens. Rather than viewing it primarily as a vehicle for technological upskilling, managers appear to see 
reverse mentoring as a mechanism for strengthening intergenerational understanding and reducing commu-
nication barriers and experience gaps between age groups. This finding aligns closely with recent scholarship, 
which conceptualises reverse mentoring as a reciprocal learning relationship that supports knowledge transfer 
and relational cohesion (Gadomska-Lila, 2020).

This shift from technological emphasis toward relational emphasis may suggest that the most prominent 
generational divide perceived by respondents, may not be a digital skills gap alone, but also a gap in expecta-
tions, values and communication styles. Such an interpretation is highly consistent with contemporary talent 
management literature. Younger employees, particularly Millennials and Generation Z, frequently demonstrate 
different expectations regarding autonomy, flexibility, purpose, inclusion and feedback. Senior managers who 
developed professionally in more traditional work environments may struggle to interpret these expectations 
accurately. Reverse mentoring may therefore serve as an important interpretive bridge, helping senior leaders 
better understand the motivations, concerns and behavioural norms of younger employees (Gordon, 2025; 
Murphy, 2012).

The survey findings also indicate that retention of younger talent is viewed as an important strategic out-
come of reverse mentoring. This reflects growing managerial awareness of the challenges associated with 
attracting and retaining younger employees in increasingly competitive labour markets. Reverse mentoring 
may be particularly valuable in this regard, because it signals recognition, voice and influence for younger em-
ployees. When junior staff perceive that their knowledge and perspectives are valued at senior organisational 
levels, they may experience greater engagement and stronger psychological attachment to the organisation, 
reducing employee turnover. This finding supports contemporary talent management research, which empha-
sises that younger employees increasingly value participation, visibility and meaningful contribution (Vieira, 
Costa and Santos, 2024).

By contrast, respondents showed greater variation in their views regarding reverse mentoring as a tool for or-
ganisational culture transformation. While many managers considered culture transformation important, 
responses were notably less uniform than for communication-related objectives. This divergence provides an 
important theoretical insight. Respondents appear comfortable supporting reverse mentoring as a means of 
improving dialogue and collaboration, yet somewhat less unanimous when reverse mentoring is framed as a 
mechanism for broader cultural or structural organisational change.

Survey participants recognise that barriers to implementing reverse mentoring programs primarily include 
senior manager resistance to role reversal, lack of trust, fear of judgement or loss of authority and a hierar-
chical organisational culture (Table 2). These concerns suggest that authority and role expectations remain 
meaningful in managerial thinking.

Table 2 can be found on the next page.
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Table 2: Which barriers are most likely to prevent reverse mentoring in your organisation?

Barriers to reverse mentoring Frequency

Senior managers resisting role reversal 40

Lack of trust between employees 32

Fear of judgment or loss of authority 30

Hierarchical organisational culture 28

Lack of time 25

Poor communication skills of employees 21

Generational stereotypes 20

Unclear benefits of program 19

Lack of HR support 11

This interpretation leads to what may be the central conceptual contribution of this study. The findings sug-
gest that reverse mentoring in Cyprus does not necessarily function as a mechanism for dismantling hierarchy. 
Rather, it appears to support a model of hierarchical leadership with distributed expertise. Under this model, 
formal authority may remain largely hierarchical, but expertise is no longer assumed to correlate exclusively 
with seniority or organisational rank. Knowledge may therefore flow upward even while decision-making au-
thority continues to flow downward. This distinction is theoretically important because it challenges assump-
tions that reverse mentoring requires flat organisational structures in order to succeed.

Responses to the question “Which principles should form the foundation of a reverse mentoring program” 
and answers to open questions further reinforce this interpretation by highlighting the importance of mutual 
respect, reciprocity, clear expectations, trust and psychological safety (Table 3). These relational conditions 
emerged repeatedly as essential prerequisites for successful reverse mentoring programmes. Respondents 
emphasised mutual respect, openness to learning and safe communication as core principles that should 
underpin any reverse mentoring initiative. This finding aligns strongly with both Murphy (2012) and Gadoms-
ka-Lila (2020), who argue that reverse mentoring depends heavily on relational quality and organisational 
support.

Table 3 can be found on the next page.
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Table 3: Which principles should form the foundation of a reverse mentoring programme?

Principles Frequency

Mutual respect between mentor and mentee 48

Reciprocity / two-way learning 42

Clear expectations of both parties 37

Trust 31

Psychological safety 28

Confidentiality during the process 24

Voluntary participation 23

Structured evaluation 19

Regular meetings 16

Equality between mentor and mentee 12

Clear expectations, trust and psychological safety appear particularly important because reverse mentoring 
creates vulnerability for both participants. Junior mentors may fear appearing disrespectful, arrogant or overly 
critical when providing feedback to senior leaders. Senior mentees, meanwhile, may experience discomfort 
associated with acknowledging knowledge gaps or limitations in front of younger employees. These dynamics 
suggest that reverse mentoring requires more than simple programme design; it requires a relational environ-
ment in which vulnerability is acceptable and learning is decoupled from status.

A particularly noteworthy theme which arose from the open-ended questions, was the importance of humility 
among senior leaders. Although not explicitly measured as a survey variable, many responses indirectly sug-
gested that successful reverse mentoring requires leaders to demonstrate curiosity, openness and willingness 
to learn from younger colleagues. This observation introduces an important leadership dimension often under-
emphasised in reverse mentoring literature: intellectual humility. Reverse mentoring challenges senior lead-
ers to acknowledge that strategically valuable knowledge may reside outside traditional centres of authority. 
In this sense, reverse mentoring does not merely redistribute knowledge; it redistributes epistemic authority, 
or authority over what constitutes valuable organisational knowledge.

Respondents also placed strong emphasis on programme design, including support for open communication, 
careful mentor–mentee matching, confidentiality, clear objectives, leadership sponsorship and structured fa-
cilitation (Table 4). This aligns with prior research demonstrating that reverse mentoring programmes rarely 
succeed when implemented informally or symbolically. Gadomska-Lila (2020) found that mentoring effective-
ness depends heavily on organisational support structures, participant preparation and clear developmental 
goals. The present findings strongly support this conclusion.

Table 4 can be found on the next page.
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Table 4: Which organisational characteristics most support successful reverse mentoring in your opinion?

Organisational Characteristics Frequency

Open communication culture 54

Clear goals of the reverse mentoring program 41

Leadership support / sponsorship 37

Psychological safety 29

Diversity of age groups 28

Formal training for participants 18

Flat organisational structure 8

 

Taken together, the findings suggest that reverse mentoring in Cyprus may function less as a disruptive an-
ti-hierarchical intervention and more as a mechanism for enabling reciprocal learning within existing organ-
isational structures. This represents an interesting refinement of traditional reverse mentoring theory. Much 
of the international literature implicitly assumes that flatter organisational cultures are more conducive to 
reverse mentoring. The Cyprus findings suggest instead that organisations characterised by meaningful role 
boundaries may also successfully adopt reverse mentoring, provided that learning relationships are grounded 
in trust, mutual respect and psychological safety.

In conclusion, the empirical findings reveal that Cypriot managers perceive reverse mentoring as a promising 
talent management strategy, particularly for improving intergenerational communication and supporting re-
tention of younger talent. However, managerial support appears strongest when reverse mentoring enhances 
collaboration without overtly destabilising traditional authority structures. Reverse mentoring in the Cypriot 
context therefore emerges not as a rejection of hierarchy, but as a mechanism for decoupling expertise from 
formal rank. This insight contributes to the broader literature by suggesting that reverse mentoring may be 
successfully adapted to organisational contexts where authority remains prominent, if organisations cultivate 
the relational conditions necessary for authentic reciprocal learning.



Best Practices for Implementing Reverse Mentoring Programmes

Drawing on both the literature and the empirical findings of this study, Figure 2 summarises the organisation-
al, relational and programme-design conditions most likely to support effective reverse mentoring: 

Successful reverse mentoring can be approached not just as an isolated HR initiative, but as a deliberately 
designed organisational learning intervention. The effectiveness of such programmes depends not only on 
identifying suitable mentors and mentees, but also on the quality of the relational, structural and cultural con-
ditions surrounding the mentoring relationship.

A first requirement is visible senior leadership sponsorship. Leadership sponsorship performs both a prac-
tical and symbolic function: it provides resources and legitimacy while also modelling the intellectual humility 
required for reverse mentoring to succeed.
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Figure 2: Best practices for implementing reverse mentoring programmes
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A second critical factor is clarity of purpose. Organisations should establish why reverse mentoring is being 
introduced and what outcomes it is expected to achieve. That being said, programmes require what may be 
described as structured flexibility: sufficient structure to establish expectations, accountability and psycho-
logical safety, while leaving enough conversational freedom for unexpected learning to emerge.

Thirdly, mentor-mentee matching should be developmental rather than merely demographic. Successful 
matching usually considers personalities, learning needs and compatibility.

A fourth best practice relates to the training which mentors and mentees can receive before, during and af-
ter the mentoring programme. Such training can include active listening skills and techniques for giving and 
receiving constructive feedback.

A very important requirement for a reverse mentoring programme is that it is viewed and treated as an iter-
ative learning system rather than a one-off intervention. Programmes should include agreed SMART ob-
jectives (especially specific, agreed and measurable), regular but not overly-engineered meetings, opportuni-
ties to review the relationship and a mechanism for rematching or exiting when a pairing is proving ineffective.

 Last but not least, organisations should cultivate a communication climate based on confidentiality, trust 
and psychological safety before expecting candid upward learning to occur.

Ultimately, successful reverse mentoring requires organisations to create the conditions for authentic, re-
ciprocal learning. When structure is combined with trust, openness and mutual respect, expertise can flow 
across generations and organisational levels, regardless of age or seniority. In this way, reverse mentoring can 
evolve from a discrete HR programme into an embedded mechanism for continuous organisational learning.

Conclusions

Reverse mentoring represents a significant evolution in organisational learning and talent management. In 
multigenerational workplaces, expertise is increasingly distributed across age groups rather than concentrat-
ed solely among senior employees. Reverse mentoring acknowledges this shift by creating structured oppor-
tunities for reciprocal learning.

Its strategic value extends beyond technological upskilling. Effective reverse mentoring improves intergen-
erational understanding, accelerates innovation, strengthens talent retention and fosters more inclusive or-
ganisational cultures. However, programme success depends heavily on organisational readiness, leadership 
support, trust and psychological safety.

For organisations operating in increasingly dynamic environments, reverse mentoring offers more than a de-
velopment tool - it provides a framework for cultural transformation from hierarchy-based learning toward 
continuous, reciprocal learning.

In contexts such as Cyprus, where traditional leadership norms may remain strong, reverse mentoring may 
prove particularly valuable as both a talent management strategy and a catalyst for modernising organisa-
tional culture.

Future Work

This research note has laid the foundation for further research in Cyprus and, potentially, other Southern Eu-
ropean and Mediterranean contexts. As a first step, we aim to verify and deepen the current findings through 
semi-structured interviews with managers and younger employees, particularly exploring the roles of hierarchy, 
trust and intellectual humility in reverse mentoring relationships. Exploring younger employees’ willingness to 
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mentor senior colleagues, their perceptions of psychological safety and their experiences of influencing indi-
viduals with greater formal authority would provide a more complete understanding of the dynamics involved 
in reverse mentoring programmes.

Subsequent research could extend the study through collaborations with researchers in other countries, en-
abling cross-cultural comparison of the organisational and relational conditions that facilitate reverse men-
toring. Of particular interest would be whether the model of hierarchical leadership with distributed expertise 
emerging from the present findings extends beyond the Cypriot context. In the longer term, we aspire to 
implement and evaluate reverse mentoring interventions involving mentor-mentee pairs across organisations 
in Cyprus and to use these findings to develop practical, evidence-based principles for the design and imple-
mentation of effective reverse mentoring programmes.
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Abstract

Foreign market entry strategies are critical for organisations looking to expand their operations to other 
countries abroad, as these require significant commitments, financial and other, which are, more often than 
not, irreversible in the short and medium term. The area of foreign market entry has received considerable 
and growing academic attention over the last twenty years or so. International market entry is now one of 
the most researched areas in international management, together with the related fields of foreign market 
investments and internationalisation.This paper provides a review of traditional foreign market entry research 
and identifies the current state of the field, highlighting the main theories and frameworks. A systematic liter-
ature review showed that there is a plethora of empirical evidence on foreign market research which provides 
useful insights into this strategic process. However, the findings are often conflicting, which makes it difficult 
to draw general conclusions. The literature review has categorised the main theories and constructs of foreign 
market entry.

Keywords: Foreign Market Entry, Modes of Market Entry, International Expansion.

1.  Introduction

The term foreign market entry refers to the process by which organisations enter international markets for 
the purpose of undertaking value-creating activities (Jones & Young, 2009).  Sharma and Erramilli (2004, p. 2) 
defined entry mode as: 

“a structural agreement that allows a firm to implement its product market strategy in a host country, 
either by carrying out only the marketing operations (i.e. via export modes), or both the production and 
marketing operations there by itself or in a partnership with others (contractual modes, joint ventures, 
wholly owned operations).”

Root (1987, p. 5) provided a different definition of foreign market entry mode as:

“an institutional arrangement that makes possible the entry of a company’s products, 

technology, human skills, management or other resources into a foreign country.”

2.  Modes of Entry – Classical approaches

An organisation has several options available through which it can enter foreign markets and these include in 
accordance with Datta, Herrmann and Rasheed (2002):

•	 Foreign direct investments (greenfield or acquisitions)
•	 Collaborative strategies (joint ventures)
•	 Contractual entries (licensing, franchising, agencies, distributorship)
•	 Exporting.
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Pan and Tse (2000) argued that entry modes can be divided into equity (foreign direct investments and joint 
ventures) and non- equity options (exporting, licensing, agencies). These two broad categories are very differ-
ent with regards to the level of investment and consequently, to the required level of control. The equity modes 
require higher involvement and control as the level of investment is higher. In contrast, non-equity modes 
require minimum owner involvement as the investment is limited.    

In general, exporting is considered as the foreign market entry mode with the lowest capital investment and 
one which requires lower management control. According to Young et al. (1989), exporting can be affected 
either directly or indirectly. In the indirect mode, the firm exports its products through an exporting agency, or 
a trading company often based in the home country. More often, however, indirect exporting is carried out by 
a foreign company buying the products at the home country of the producer (Tihanyi, Griffith & Russell, 2005). 
All the operations associated with the export process are likely to be carried out by outsiders, without the in-
volvement in, or knowledge of the company. 

In contrast, in the direct exporting mode, the firm undertakes all the exporting activities, and the level of its 
involvement is relatively high. The products or services are exported to the host country through agents or spe-
cific outlets, and the home company may have limited or no involvement in the sales and marketing activities 
in the host market (Young et al., 1989).

Licensing is another form of foreign market entry in which the home company provides the host firm with a 
local license or access to a specific technology, knowledge, product or service for a specified period and under 
certain conditions and obligations from both parties (Young et al., 1989). The involvement of the home com-
pany (licensor) is higher and usually it has some knowledge of the sales and marketing activities in the host 
country, as the local firm (licensee) is obliged to provide such information.   

Contractual agreements are very similar to licensing agreements, but extend to cover a wider spectrum of 
activities in the host country. For example, this mode of market entry includes franchising, distributorship 
agreements and/or sales and marketing alliances. The obligations of each of the two parties are written into 
the agreement, and often the home company has increased involvement in the sales and marketing activities 
within the host country, providing guidance and training to the local firm and sometimes sharing some of the 
local advertising and promotional expenses. In this mode, the two parties share skills and resources and the 
term of agreement is usually of medium to longer duration (5–10 years) and renewed if both parties are sat-
isfied.

Equity type modes of foreign market entry include joint ventures and wholly owned subsidiaries. In the mode 
of equity joint venture, the home and host partners share risk, profits and capital investments and the two 
parties participate actively in the management of the joint venture (JV). The shareholding is usually governed 
by the relative contribution of each party in the technology, know-how, market access, capital investment, 
management and other resources (Agarwal, 1994). The agreement is often based on a longer term (for exam-
ple 10 years) which may be renewed. The home and host firms are involved in all the operations and exert joint 
control. Wholly owned subsidiaries are another form of equity market entry in which the home organisation 
acquires an existing foreign firm or sets up a new company in the foreign market (greenfield). In such a mode, 
the home firm undertakes the entire risk and capital investment but fully retains management and control 
(Young et al., 1989).
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Sarkar and Cavusgil (1996) have provided an integrative classificatory framework, identified the main and sub-
themes of the literature and investigated the links between them. They also showed the evolutionary changes 
in entry mode research and suggested future directions for entry mode research. The authors suggested that 
the main antecedents in foreign market entry research may be broadly categorised into two main themes; 
those derived from the economic and behavioural theories which were named as efficiency driven factors 
(for example, product market factors, firm factors, host market factors and cultural factors); and strategy 
derived factors (for example, global industry structure and corporate strategy). According to this review, some 
of the research focused on the outputs of the foreign market choices and particularly to the firm’s perfor-
mance. Finally, the authors suggested the need to research the complex relationship between the economic 
and non-economic variables in the foreign market entry strategy.

Valuable insights into the foreign market research were provided by the review of Datta, Hermrman, and Rash-
eed (2002), which classified, reviewed and synthesised past empirical research. The authors have highlighted 
the main theoretical perspectives that have been proposed on foreign market entry, such as monopolistic 
advantages, transaction cost, internalisation, internationalisation and eclectic theories. The review focused 
on empirical evidence from US firms entering foreign markets or entry into the USA from foreign firms and 
categorised the antecedent factors and outcomes of foreign market entry into six distinct streams (for ex-
ample, entry firm characteristics, home and host country characteristics, industry characteristics and global 
conditions). It also investigated how these influence the choice of foreign market entry mode. The authors con-
cluded that the reviewed empirical evidence showed a lack of consensus and inconsistencies which necessitate 
more work in the area of foreign market entry and suggested directions for further research.

The literature review findings of Georgiou (2014) and Brouthers and Hennart (2007) on international entry 
mode choice also confirmed the need for new research directions into this area. The study identified weak-
nesses and limitations and proposed new directions for research. The authors emphasised the lack of con-
sensus in some of the fundamental modes of entry (for example, contracts, joint ventures and wholly owned 
subsidiaries) and criticised some of the ways that the theories have been employed to explain specific entry 
mode choices. Moreover, the authors proposed the use of more realistic models to supplement the currently 
used rational models, thereby taking into consideration the attitudes and beliefs of managers making the de-
cisions as well as the external factors influencing these.

This section has provided the basic modes of foreign market entry found in the literature but these are by no 
means exhaustive. For example, Erramilli and Rao (1990) identified nine variations of entry modes whereas 
Brouthers and Hennart (2007) reported sixteen different entry modes. The (definitional) boundaries of these 
entry modes are not always clear and different researchers or organisations may use their own terminology as 
well as employ characteristics from different modes for their own market entry mode definition (for example, 
the terms ‘agents’ and ‘distributors’ are used differently by various researchers and organisations). 
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3.  Themes and models

Most of the research studies in this field offer various theoretical propositions regarding the factors influ-
encing the choice of foreign market entry, and some provide empirical evidence to support their theories. 
The main themes and models which have been researched and it is suggested influence the choice of foreign 
market entry are outlined below:

•	 Transaction cost – This is the most frequently researched determinant in foreign market entry 
(Brouthers & Hennart, 2007; Canabal & White, 2008) and proponents of this theory claim that organ-
isations will select the entry mode that will minimise the total transaction and operational costs and 
therefore maximise the overall efficiency of the process. In essence, foreign market entry is considered 
as a specific transaction and the benefits and costs of each option are estimated and the mode se-
lected is the one which provides the lowest overall cost (e.g., Brouthers, 2013a; Madhok, 1997). One 
factor that has been suggested influences transaction cost economics ‘is asset specificity’, which is 
the degree of specialisation and uniqueness of the firm’s assets that are employed for the given mar-
ket entry (Maekelburger, Schwens & Kabst, 2012). The concept of asset specificity, however, has not 
been measured consistently by researchers (physical assets, technology, research and development 
(R&D) expenditure and human assets are some of the measures employed). As a consequence, the 
reported evidence is often contradictory (Brouthers & Hennart, 2007). The prevailing view is that high 
asset specificity favours higher control of entry modes by the home country, such as wholly owned 
subsidiaries (K.D. Brouthers & L.E. Brouthers, 2003; K.D. Brouthers, L.E. Brouthers & Werner, 2003). 

•	 Cultural distance – This is based on Hofstede’s cultural dimensions theory which proposes five dimen-
sions for analysing cross-cultural communication and behaviour (Hofstede, 1984). Cultural distance 
refers to the difference in culture between the home and host countries and its influence on the 
choice of foreign market entry mode (e.g., Samiee, 2013; Tihanyi, Griffith & Russell, 2005). Research 
evidence does suggest that although cultural distance is an important determinant in foreign mar-
ket entry decisions, that influence is more likely to be indirect and manifest itself as investment risk 
(Brouthers & Hennart, 2007). Furthermore, the cultures of the home and host countries separately 
have been suggested as influences on the entry market mode through the control of the new ven-
ture. For example, cultures characterised by uncertainty avoidance are more likely to pursue options 
with higher host control and ownership (Datta, Herrmann & Rasheed, 2002; Stevens & Dykes, 2013). 

•	 Internationalisation – The firm’s experience in international markets affects the foreign market decision 
(e.g., Dow & Larimo, 2009; Martinez & Lopez, 2009). It has been argued that cumulative international 
experience and familiarity with diverse international environments enables firms to undertake higher 
levels of resource commitment and risk and choose a foreign market mode with higher ownership and 
control (Castaner & Genc, 2011; Datta, Herrmann & Rasheed, 2002; Sarkar & Cavusgil, 1996). Related 
to this theme are studies of the personal experiences of the executive directors and management teams 
and how these influence decisions of foreign entry mode (Dikova, 2012; Herrmann & Datta, 2006). 

•	 Risk and uncertainty – Political and other risks and uncertainties in the host countries influence foreign 
market decisions (e.g., K. D. Brouthers, L.E. Brouthers & Werner, 2000; Lopez-Duarte & Vidal-Suarez, 
2010). A number of different ways have been adopted to measure risk (for example, perceived political 
and economic stability, perceived market potential and market volatility) and these inconsistencies 
have produced conflicting conclusions (Brouthers, 2002; Diego, Enrique & Laura, 2007; K.D. Brouthers 
& L.E. Brouthers, 2003). Internal uncertainty is another type of uncertainty related to the firm’s experi-
ence in international business (Zhao, Luo & Suh, 2004) and similar to external uncertainty. It has been 
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measured by a variety of methods (for example, the number of years in international businesses, the 
number of total investments or the ratio to foreign investments to the total investments). Contradictory 
evidence is reported, but according to Zhao, Luo and Suh (2004), organisations with high experience and 
thus less uncertainty will select entry modes with higher resource commitment and higher ownership. 

•	 Resource-based view – The proponents of this theory argue that an organisation will choose a foreign en-
try mode that will best exploit the unique resources and capabilities of the firm (e.g., Ekeledo & Sivakumar, 
2001; Madhok, 1998; Sharma & Erramilli, 2004). The organisational resources and capabilities can only 
provide a competitive advantage if they are valuable, unique and difficult to replicate. Accordingly, such 
organisations may select an entry mode that will retain these unique resources and competencies within 
the firm, and will avoid entry modes that necessitate the sharing of these resources (Brouthers & Hennart, 
2007; Datta, Herrmann & Rasheed, 2002). Amongst the organisational resources that have been studied 
are international experience, proprietary technology, skilled work force, know-how and R&D intensity. 

•	 Internalisation – Firms will select a foreign entry mode in an effort to internalise all activities that can 
be conducted at a lower cost (e.g., Buckley & Casson, 1998; Madhok, 1997). This theory  is based on the 
efficiency rational and can be considered as  a variant of the transaction  cost approach. If the external 
firm can perform  relevant  activities  which are less costly than the home organisation, then the entry 
modes chosen are  likely  to  be  joint  ventures, or some form of  contractual  agreement  (Datta,  Herr-
mann  &  Rasheed,  2002). 

•	 Institutional approach – The institutional structure in the host country affects the decision on the 
mode of market entry (e.g., Brouthers, 2002; Brouthers, 2013a). One aspect of the institutional theory 
is that it suggests that a new firm entering a host country will attempt to copy some of the actions 
of local companies or competitors in an effort to establish itself in the market, otherwise it may be 
forced out. This effect is known by the term ‘isomorphic pressure tendency’ (Brouthers & Hennart, 
2007; Canabal & White, 2008). Other dimensions of the host country’s institutional environment that 
have been studied are the regulatory, cultural, marketing characteristics and level of corruption. The 
main findings are that these factors do influence entry mode choice (Brouthers, 2002; Meyer, 2001).  
 

•	 Ownership, location and internalisation – This is known as the eclectic framework, on the prem-
ise that these three factors influence the foreign market entry decisions in varying degrees 
(e.g., K.D. Brouther, L.E. Brouther & Werner, 1999). It may be considered as an approach that 
brings together three of the main theories that were discussed earlier: the resource-based 
view (ownership), institutional (location) and internalisation (Brouthers & Hennart, 2007).   

•	 Industry structure and bargaining power – The way a specific industry is structured influences the 
mode of entry (e.g., Markusen & Stahler, 2011). Relative bargaining power suggests that the sizes of 
the home and host markets may influence the outcome of negotiations and entry mode choice. For 
example, a multinational organisation with a large home market has greater bargaining power than a 
smaller host market firm and may dictate the outcome (Datta, Herrmann & Rasheed, 2002). 
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4.  Contemporary approaches

4.1 Digital platforms

Digital platforms and born-digital firms have changed the entry landscape: firms can now reach large foreign 
markets with comparatively low upfront physical investments and little physical presence in the host country. 
The platform governance (rules, algorithms, data flows) becomes a core part of market access. Recent work 
proposes frameworks for platform firms’ market selection and entry tactics, showing platform characteristics, 
data assets and regulatory constraints shape whether firms choose direct digital servicing, local partners or 
hybrid modes. Studies focusing on B2B digital platforms emphasise analytics-driven market targeting and 
modularisation of offerings as enabling factors for rapid and scalable entry (Eskiyerli, 2024).

4.2 Entry as an activity bundle rather than a choice among discrete modes

Contemporary academic literature repositions “entry mode” from selecting discrete governance forms (export, 
license, JV, wholly owned affiliate) to coordinating a mixture of activities (marketing, distribution, regulatory 
engagement, digital deployment). This perspective recognises that firms increasingly combine activities (e.g., 
digital market testing → local partnership → contract manufacturing) and that the concept of entry may be 
more dynamic and hybrid than earlier practices. Brouthers (2022) highlights the need to study the broader set 
of activities firms undertake during entry and how they fit together strategically.

4.3 Born-globals and international new ventures (INVs)

Recent syntheses and empirical work have revisited born-global and INV phenomena, emphasising different 
mechanisms of foreign market entry in earlier internalisation processes and pointing to alternative mecha-
nisms for rapid international entry (entrepreneurial networks, parent-firm relationships, digital market access). 
Scholars argue that the original typology (born-global vs. gradual internationaliser) is too coarse: many early 
internationalisers differ by home-country context, founder experience and embedded networks, which shape 
entry mode and performance outcomes. This reconceptualisation has important implications for when Uppsa-
la-style learning explanations apply, as they do not capture the full set of mechanisms for rapid internation-
alisation (Rumyantseva, 2023).

5. Future Research Directions

Given the preceding discussion, the following promising research directions are evident:

•	 Mechanisms of digital market access: identify how specific platform governance features (data porta-
bility, algorithmic match quality) mediate entry success.

•	 Sequencing and timing: empirically model how firms sequence digital testing, partnerships and invest-
ment, and which sequences perform best in which contexts.

•	 Liability of foreignness under political volatility: test how sudden political changes (trade restrictions, 
sanctions) reshape liability of foreignness and whether pre-emptive nonmarket investments buffer 
firms (Li et al., 2022).
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•	 Integration of marketing and international business (IB) theory: investigate how local market position-
ing and branding strategies interact with ownership and governance choices (Rašković, 2025).

•	 Comparative born-global pathways: leverage cross-country samples to understand how home-country 
institutional contexts shape rapid internationalisation and subsequent growth (Rumyantseva, 2023).

6. Conclusion

Foreign market entry research has shifted beyond the static and traditional mode choice models toward richer, 
more dynamic conceptions that incorporate digitalisation, political economy, and entrepreneurial heteroge-
neity. Recent studies have usefully highlighted entry as a bundle of activities, the differentiated pathways of 
born-globals, and the evolving nature of liability of foreignness. However, the literature would benefit from 
greater theoretical integration, more rigorous longitudinal and causal methods, standardised operationalisa-
tions of hybrid modes, and stronger incorporation of nonmarket dynamics. Addressing these gaps will yield 
findings that are both academically cumulative and practically actionable for managers navigating increasing-
ly complex international entry environments.
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Abstract

This article critically examines the evolution of performance management in today’s workplace and provides 
an examination of where we are currently in terms of performance management practices. It will draw upon 
relevant literature and case studies of modern companies to explore the “good” aspects of performance man-
agement systems (i.e., continuous feedback, using data to inform decision-making and aligning with OKRs); 
the “bad” aspects of performance management systems (i.e., bias, over reliance on rating scales, and manag-
ers’ lack of capabilities); and the “ugly” aspects of performance management (i.e., use as a tool to downsize, 
as a means of surveillance via algorithms, and a way of ignoring employees’ well-being). In addition, the review 
will examine how companies such as Spotify, 3M and Klarna have successfully implemented and/or abused 
PMS to enhance and/or impair employee engagement and company culture. Finally, the review paper will focus 
on the Cyprus context, which presents both a challenge and an opportunity in the form of its organisations’ 
reliance on annual evaluations and willingness to embrace new and innovative ways of implementing perfor-
mance management systems.

In conclusion, the review provides a number of guiding principles for improving performance management 
systems including: (1) focusing on development rather than assessment; (2) emphasising coaching as opposed 
to compliance; (3) ensuring transparency when utilising artificial intelligence; (4) fostering skill-based growth; 
and (5) transforming performance management into a human-centred approach to enable trust, innovation 
and organisational longevity.

Keywords: Performance Management (PM), Continuous Feedback, Objectives and Key Results (OKRs), People 
Analytics, Skill-Based Performance, Workplace Bias, Culture.

Introduction

Performance management, as defined by the Chartered Institute of Personnel and Development (CIPD, 2023), 
is “a continuous process which aims to improve organisational performance by developing the performance of in-
dividuals and teams.” This definition underscores the shift from traditional, annual evaluations toward a more 
holistic, growth-oriented approach — one that aligns purpose, progress and performance. 

Performance management is frequently referred to as the HR function “that everyone despises but no one can 
avoid.” (Cappelli and Tavis, 2016). Organisations have been using the same methods to assess employee per-
formance and to determine whether an employee receives a raise or promotion for nearly four decades. This 
has included annual reviews, numerical ratings and forced rank order lists. With the emergence of hybrid work 
models, multi-generational teams, AI tools and skills-driven roles, this method of assessing performance has 
outlived its usefulness and, in fact, is becoming both outdated and harmful.

In fact, in 2024, Gartner’s research revealed that current talent management efforts often inhibit optimal em-
ployee and organisational performance (Gartner Inc., 2024a). This finding highlights a growing gap between 
the systems we use and the culture of engagement and agility we seek to build.

Many organisations using performance management systems have absolutely no idea why they are using 
them. The simple answer that they would give on questioning is that everybody else is doing it and it’s a reg-
ulatory requirement which, by the way, it is not.

On deeper probing, the HR department might say it is to develop staff skills, to weed out poorly performing 
employees or to use to consider promotions and/or bonuses.
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In the author’s opinion, the first step is establishing why a performance management system should be imple-
mented and what purpose it should serve both in terms of staff development and remuneration, etc.

Secondly, it is important to ask if all members of the organisation should have the same performance manage-
ment system. Is it worthwhile or even fair to measure C-suite members of the organisation in the same way 
as, say, production line workers?

Thirdly, does the tenure of the employee influence the decision? Would new employees be measured on the 
same metrics and in the same way as employees that have been with the organisation for a longer time?

Alongside these considerations, organisations need to think about the negative implications of a performance 
management system in terms of culture, staff morale and retention.

The good: What’s going well in performance management?

When done well, these systems improve communication, align individual goals with business strategy, and sup-
port leadership development (Gartner Inc., 2023). Continuous feedback loops and clear objectives also enhance 
employee motivation and performance clarity (Gouldsberry, 2022).

Positive developments in performance management include:

Continuous feedback and coaching

Replacing traditional, annual performance evaluations with continuous, informal feedback and regular check-
ins has been a useful development. Regular feedback and check-ins provide timely alignment, allow employ-
ees to adjust their efforts quickly and offer clearer understanding of expectations. Many organisations have 
abandoned lengthy performance appraisals in favour of more frequent and more balanced check-ins, either 
after a project or a regular short time interval. For example, in Cyprus, weekly or bi-weekly structured check-
ins are being implemented to supplement formal evaluations (Emerald Zebra, 2025). However, these need to 
be relevant and fair. For instance, one of the big four consulting companies used a spot check appraisal that 
was based on only four questions: 

•	 Given what I know of this person’s performance, and if it were my money, I would award this person 
the highest possible compensation increases and bonus. (Scale of 1 to 5)

•	 Given what I know of this person’s performance, I would always want him or her on my team. (Scale 
of 1 to 5)

•	 This person is at risk of low performance. (Yes/No)

•	 This person is ready for promotion today. (Yes/No)1

Naturally, the above approach would be highly biased against a new employee.

1 For more info: https://www.coursehero.com/tutors-problems/Human-Resource-Management/36959784-PERFOR-
MANCE-MANAGEMENTTransforming-Performance-Management-The/.

https://www.coursehero.com/tutors-problems/Human-Resource-Management/36959784-PERFORMANCE-MANAGEMENTTransforming-Performance-Management-The/
https://www.coursehero.com/tutors-problems/Human-Resource-Management/36959784-PERFORMANCE-MANAGEMENTTransforming-Performance-Management-The/
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Goal frameworks that drive focus: Objectives and Key Results (OKRs) and SMART goals

Setting performance goals tied to company-wide outcomes and employee skills in terms of OKRs rather than 
generic “team player” type of goals is a useful method that tends to be less biased and focused on skills de-
velopment rather than talent inadequacies. Performance review methodologies here may take the following 
forms:

•	 An increase in online/digital training tools

•	 Gamification

•	 Personalised training.

For instance, SPOTIFY and LIVING SOCIAL replaced annual reviews with a mobile, gamified solution and over 
90% of employees participated voluntarily (Bersin, 2014).

Data and people analytics

Using data and analytics to inform performance decisions: Companies are leveraging people-analytics tools 
and dashboards to track goal achievement, volume of feedback received and development needs - all of which 
bring a more objective lens to performance assessments.

What gets measured gets improved, but is it the right measure for the right behaviour?

These new approaches represent a more human-centred view: enabling employees to be successful rather 
than simply evaluating them. As artificial intelligence (AI) develops and more tasks can be automated, more 
emphasis will be placed on softer skills and relatedness. For instance, during the late 2000s and early 2010s 
many high street bank branch staff were replaced by a variety of machines. It was possible to walk in and 
find a bank of ATM’s and specialised “ATM-like” machines for deposits, requesting statements, etc. The public, 
however, did not embrace this technological shift. It seems that when it comes to money, people still prefer 
interacting with people. A similar situation played out recently when Klarna CEO Sebastian Siemiatkowski 
admitted that people did not like engaging with AI chats and still wanted to explain their problem and get a 
resolution from an actual person, according to Entrepreneur (2024). 

The bad: Challenges that remain

Many of the previous challenges continue to exist:

“Every single human alive today is a horribly unreliable rater of other human beings.” (Buckingham, 2015)

Bias and fairness questions: 

According to the HRM Guide (n.d.) and Menzies (2025), ratings which are thought to be more objective as they 
are normally target or task based are still subject to influences such as recency, manager memory, visibility 
and unconscious proximity bias (which may be exacerbated in hybrid environments). This is due to the fact that 
people generally tend to remember more negative aspects and experiences as opposed to positive ones. An 
employee who has delivered well on nine projects will be penalised for the one they didn’t deliver well on. There 
is no averaging out in performance assessments, you are normally only as good as your last piece of work!
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These types of assessments are particularly problematic for new employees where they may under-perform in 
early appraisals not because of lack of skill, but because their onboarding neglected cultural integration and 
network building—a gap that often leads to failure in the role (Watkins, 2017). A lack of cultural integration 
causes new employees to not be aware of “How things are actually done in the organisation” because often 
the espoused cultural values are inconsistent with the actual values within the organisation. A common exam-
ple is “we value creativity”, and new employees realise that what the company means is creativity within the 
constraints of a very rigid framework. This is known as a Culture Gap (HR Brain, 2024). 

An immature internal network can also be a barrier to a satisfactory performance appraisal because the 
employee may be unaware of who the “power players” are and the internal political agendas and motives. 
Takeuchi et al. (2022) demonstrated that in organisations with strong political agendas the less “politically 
savvy” employees tend to do less favourably as opposed to those who are politically savvy and earn credit and 
favourable evaluations.

In addition, some companies have built in policies which discourage awarding employees maximum scores, as 
they feel it prevents the employee being reviewed on growth targets that they could aspire to.

Rating politics rather than growth: 

Using forced rankings or rating curves creates behaviours that please managers rather than behaviours that 
create value, generate innovation or solve problems. Traditional productivity ratings often fail to capture the 
full spectrum of employee contribution because they narrowly measure output against predefined objectives, 
leaving little room for creativity, experimentation or intrapreneurial thinking. As such, many traditional mea-
surement systems may unintentionally inhibit innovative ideas through the emphasis placed on short term 
productivity (efficiency) over long term value creation (Amabile, 1998).  When employees are evaluated and 
rewarded solely on quantifiable metrics, they are less likely to take risks or engage in exploratory projects that 
may not yield immediate results, but have the potential to drive major breakthroughs.

The importance of fostering a culture of innovation and growth:

Many companies treat performance reviews as administrative burdens, rather than opportunities for growth. 
Gartner (2024b) notes that rigid systems stifle innovation and discourage honest dialogue between managers 
and employees. As a result, employees feel undervalued, managers feel overburdened, and HR teams chase 
compliance rather than culture. A great example of a company that encourages innovation and growth is 3M 
and its “15% Culture,” which encourages employees to spend 15% of their time on projects that they choose. 
This policy has led to a number of successful new products over the years, including Post-it notes (Wright, 
2025). Many companies would regard this project activity as inefficient and wasteful.

Untrained or under-skilled managers: 

Many managers are not equipped as coaches or feedback providers. Unless those skills are developed, the 
system will fail. Generally, in most occupations and organisations, competency in the individual results in their 
promotion to higher levels of seniority. However as one moves up in an organisation, the technical skills of the 
role are less important than the people management abilities. A great software engineer seldom makes a good 
manager unless they have developed the correct people skills.
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The ugly: New challenges requiring immediate focus

Downsizing via performance systems:

In some global corporations, performance frameworks are being utilised to increase the number of “below ex-
pectation” ratings to justify headcount reductions or “trimming the fat”, so to speak, resulting in a lack of trust 
and disengagement. Nothing kills a culture faster! Ironically the star performers are the first ones to leave in 
such instances, as they get the feeling that their time for removal will come too.

AI/automation missteps:

As technology becomes more advanced, it could be possible to use measures of keystroke, email response 
or tool utilisation to measure performance rather than actual impact, potentially contributing to a culture of 
surveillance, algorithmic bias and the erosion of trust. Employees may be productive but disengaged. This is 
likely to lead to high staff turnover and any efficiencies gained from productivity would be quickly erased by 
increased recruitment and training costs. According to Gardiner (2024) these decisions need to be evaluated 
in terms of three foundational building blocks, namely employee mindset, manager effectiveness and quality 
performance data.

Ignoring wellbeing and human context:

When output metrics dominate, hidden costs, such as burnout, turnover and disengagement arise. Sure, ma-
chines and AI can be more productive in certain areas, but a human is still required in most instances. These 
humans need to be developed and know that their wellbeing is at the heart of the organisation. A recent Cy-
prus Business News (2025) commentary observed that “businesses in Cyprus spend much less time developing 
employees than they do evaluating them”.

Cyprus-specific local context:

Cyprus organisations are feeling the pressure more than ever. Many are still operating with outdated systems 
that simply don’t match the realities of modern work. Performance judgments often default to old metrics—
face-time, tenure, visibility—even though they no longer predict effectiveness. As hybrid work expands, talent 
becomes scarcer, and younger generations demand transparency and fairness, Cypriot businesses are being 
forced into a much-needed evolution of how performance is understood, measured and rewarded. A recent 
article noted: “In Cyprus, performance management appraisal systems rooted in annual reviews remain com-
mon… yet 72% of workers and 61% of managers globally express distrust.” (Cyprus Business News, 2025).

In another review, the Creating People Advantage 2023 report (Cyprus country results), performance man-
agement was rated as a priority, but only 38% of Cypriot HR professionals considered it “very import-
ant” compared to other HR functions. This reflects a gap between strategic recognition and perceived practi-
cal importance (BCG and WFPMA, 2023).

However, Cyprus still relies heavily on legacy performance-management systems, particularly in the public 
sector, where traditional appraisal processes remain deeply entrenched. For example, the Water Development 
Department (WDD) of the Cypriot civil service continues to use a manager-driven annual rating system, with 
research showing tendencies toward excessive positive ratings and concerns about transparency and meritoc-
racy (Christou-Tsangarides, 2015). Other legacy systems in use are: Supervisor-Only Evaluation / Top-Down 
Feedback, Balanced Scorecard / KPI-Driven Legacy Models and Public Sector Appraisal Systems.
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This combination of change pressure and legacy systems gives Cyprus organisations a unique opportunity: to 
leapfrog outdated models, rather than simply upgrade them. As many organisations and even government de-
partments are modernising many of their systems, there is an opportunity to not only meet current standards 
but exceed them by building in the latest best practices as well as future trends.

Future trends

The following are future trends that are likely to shape performance management. 

Enabling performance through AI: 

The introduction of tools that assist in recording employee performance as well as suggesting developmental 
paths, personalised learning and coaching nudges. (However, transparency is essential here.)

Skill-based performance: 

Moving away from performance based solely upon job titles to performance based upon skill taxonomies and 
career ladders. Better alignment of employee growth with organisational capacity.

Hybrid inclusive performance: 

Ensuring that remote employees are assessed on the basis of performance outcomes rather than on the basis 
of visibility; reducing proximity bias through calibrating ratings.

Maturity of people analytics: 

From simple reporting dashboards to predictive insights - e.g., identifying performance declines, coaching 
needs, retention risks.

A better path forward and guiding principles

Organisations willing to transform their performance management systems into something new and innova-
tive should consider the following six fundamental principles:

1.	 Developmental support before assessment: Frame the system as “I want to help you grow” not “I need 
to monitor you”.

2.	 Regular, structured dialogue: Replace the annual performance review with regular check-in and devel-
opmental dialogues.

3.	 Performance outcomes and skills, not presence: Assess what employees produce and learn, not when 
or where they perform.

4.	 Transparent and ethical use of data: If you utilise AI or analytics, explain how you collect and process 
metrics - employees should be aware of how the metrics are collected and processed.

5.	 Train managers as coaches: Provide managers with the training and time to offer meaningful feed-
back and support.
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6.	 Assess performance in terms of business outcomes, but maintain long-term behaviour: Tie perfor-
mance goals to business outcomes by all means, but encourage behaviours that promote creativity, 
innovation, learning and growth - Do not simply use performance goals to achieve short-term key 
performance indicators (KPIs).

Implementation checklist for Cyprus organisations

-	 Identify the primary intention of your performance system (development vs. calibration vs. compensa-
tion).

-	 Replace or enhance the annual review with a quarterly or monthly structured check-in.
-	 Develop or update a skills taxonomy aligned to your strategic vision.
-	 Test pilot AI/people-analytics tools for transparency, and engage employees in the design process.
-	 Train managers in coaching, providing feedback and recognising and avoiding biases.
-	 Monitor the equity and inclusiveness of your performance system (for example, compare remote to on-

site ratings) and hold calibration forums.
-	 Track the overall health of your performance system: employee engagement, perceived fairness, reten-

tion and developmental activities.

Conclusion: Closing thoughts

Performance management systems require significant evolution due to rapid changes in the world of work. For 
organisations in Cyprus, the decision is clear: upgrade or fall behind. The most effective performance manage-
ment systems do not simply evaluate - they enable, empower and develop employee capabilities. By treating 
performance as a human system and not a scorecard, superior performance will be the focus and drive. This 
will cultivate a greater level of trust, agility and a growth mindset that today’s workforce requires.

Disclaimer 

The author wishes to acknowledge that AI tools were used in researching this article in the following ways: 
ChatGPT and Microsoft Copilot were used to search for appropriate examples and case studies of current and 
future trends.
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Abstract 

This synoptical commentary presents the growing local defence industry ecosystem and provides specific 
cases from around the region and beyond. Specifically, Cyprus and other small states—Israel and Singapore—
are briefly examined. The context wherein the discussion takes place consists of nation branding and the 
critical role of geopolitics. Finally, this work also provides some practical recommendations for policy makers 
and identifies possible areas for future scholarly inquiry.

Keywords: Cyprus; Defence industry; Europe; Nation Branding/Geopolitics; Small states; Defence-related 
small and medium-sized enterprises (SMEs). 

Introduction 

Although the European Union (EU) seeks the ability to protect itself—on its own—from a possible attack from 
2030 onwards, SMEs have long faced challenges in obtaining funding (Tidey, 2025). Even though we cannot 
change the past, we can nevertheless influence the future (Theophanous, 2025, p. 14). It is of the utmost 
importance, then, to understand how to reposition Cyprus in terms of the defence industry in order to create 
and enhance the Cyprus nation brand, especially within the EU.1 

Besides investigating how to form the nation brand, it is imperative to stress the importance of restructuring 
the whole state apparatus to support Cyprus’ defence industry. In other words, bolstering the entire defence 
infrastructure. Other issues are also significant—such as, the political identity, based on Cyprus’ adverse 
political status and its significant geopolitical position. 

Analogous to how Spain, for instance, now needs a strategic approach that aids the nation in restructuring 
its defence-industrial base during a sustained deterioration in global stability, trust and cooperation between 
leading world powers (Arteaga, Fiott and Simón, 2025), Cyprus should also consider its next move. This is 
particularly at a time that requires Europe to act—and quickly (Biscop, 2025). In other words, in an ever more 
uncertain global arena, Europe must enhance its defence capabilities in order to be ready to face any potential 
future threats (Fiott, 2024a). 

This policy paper, therefore, aims at positioning Cyprus on the European defence industry map. In addition, it 
presents the highly specialised capabilities of Cyprus’ development state-of-the-art, distinct market by efficient 
SMEs. By highlighting the sound and effective defence industry ecosystem in Cyprus, it illuminates how it could 
contribute significantly to the advancement of the European defence industry and the strengthening of its 
autonomy, resilience and supply chain security (Hadjipavlis et al., 2026). That is to say, in a wider context, 
the present analysis delves into the contribution of small states and SMEs to the broader defence industry 
ecosystem.

In terms of this article’s structure, it commences with an introduction, providing some brief theoretical 
background—including a literature review (more empirical/theory-backed)—before describing the current 
contribution of small states and SMEs in the defence industry ecosystem. It then closes by highlighting the 
need for a robust and sound defence industry in Europe and, specifically, the case of the Republic of Cyprus 
(RoC). It then presents some practical recommendations and directions for further studies. In this context, the 
article argues that the development of a strong, state-of-the-art defence industrial sector contributes to the 
nation building of the RoC. The article now presents a brief theoretical context.

1  In a broader context, Cyprus overall ranks 38th of 174 countries in total at the time of writing in terms of “The Good 
Country Index”. Specifically, in terms of Global Contribution: (1) Science and Technology (ranked 25th); (2) Culture (ranked 
37th); (3) International Peace and Security (ranked 90th); (4) World Order (ranked 2nd); (5) Planet and Climate (ranked 19th); 
(6) Prosperity and Equality (ranked 151st); and (7) Health and Wellbeing (ranked 64th). See more at: https://index.good-
country.org/.
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Theoretical background

Nation branding comprises a relatively new concept whose field is still evolving (Granitsas, 2024). In general 
terms, nation branding refers to a country’s strategy to carry a specific image of itself outside its borders to 
attain some advantageous goals. Simon Anholt, an independent policy advisor,2 is widely considered a pioneer 
in the field of research dealing with the concept of country “branding”. Specifically, in 1996, Anholt coined 
the term Nation Brand to show that the country’s reputation behaves in a similar way to the brand images 
of businesses and products.3 As such, a nation’s brand can have a substantial impact on its prosperity and 
welfare, as well as on effective administration (Murphy, 2022).

The Anholt IPSOS Nation Brands Index – which is one of the first indices to have been developed – was created 
in 2005 and, since 2008, developed in association with global market and social research specialists IPSOS. 
This Index offers a global appraisal of a country in terms of its performance in relation to six criteria: (1) 
Exports—i.e., reputation of the products/services of the country; (2) Tourism—i.e., the level of interest in visiting 
the nation and its natural/artificial attractions; (3) Culture and Heritage—i.e., the value of a country’s heritage 
and interest in its contemporary culture (that is music, art, cinema, literature and sports); (4) Governance—
i.e., public opinion about national government competency and fairness, in addition to its commitments to 
international issues; (5) People—i.e., worldwide reputation with respect to openness, friendliness or tolerance; 
and (6) Investments and Immigration—i.e., a nation’s ability to attract people (or businesses) to live (or settle), 
work or study, and the quality of life as well as the business environment it provides (Murphy, 2022).

The fundamental theory of nation branding maintains that the better a nation’s image is abroad, the better 
it will be at attracting foreign direct investment, tourists and buyers for its products. Similarly, a nation with 
a positive image is able to exercise more influence in its foreign relations—essentially, what an international 
relations expert has called, soft power (Granitsas, 2024).4

The results of the study of Rojas-Méndez and Khoshnevis (2023), moreover, reveal that nation branding is 
influenced by six main factors—business and marketing, political, social and cultural, economic and labour, 
international and environmental factors.

To move now from perceptions in general to caution about the image of militarisation, perceptions of a nation 
tend to be entrenched in stereotypes carried by the media and popular culture (Granitsas, 2024). Adding to 
this, it has repeatedly been said that “perception is reality.” (Green and Keegan, 2020, p. 455). In this context, 
caution is needed lest the image of the militarisation of a nation becomes evident due to heavy defence-
related investment. Nonetheless, the prevailing notion within the EU towards the strengthening of Europe’s 
defence capabilities, due to the adverse global geopolitical situation and numerous emerging threats, has 
been conducive to the Member States’ overall efforts to enhance their defence (Fiott, 2023). Cyprus, being a 
state, whose sovereignty has been violated by Turkey’s invasion in 1974 and since then the occupation of its 
northern territory, has an additional reason to follow the general trend and the declared official policy of the EU 
for European rearming (Council of the European Union, 2022; Skordeli, 2025). Militarisation and securitisation 
of the EU and its Member States has indeed been an issue that concerns society and various intellectual 
fora, however the decision to strengthen the EU’s defence comes after decades of inaction, stagnant defence 
spending and the prevailing doctrine of the “end of history” (Biscop, 2024; Fiott, 2024b; Fukuyama, 1989). 

2  See more, for instance, at: https://uscpublicdiplomacy.org/users/simon_anholt.
3  For more information on what a nation brand is, see, for instance: https://www.youtube.com/watch?v=agWYoEjCdJA.
4  The term “soft power” was coined in the late 1980s by Joseph Nye, and can be described as the ability to attract/per-
suade. In antithesis to soft power—which arises from the attractiveness of a nation’s culture, political ideals, as well as 
policies—hard power, which comprises the ability to coerce, grows out of a nation’s military or economic strength. For 
more info, see: https://www.wcfia.harvard.edu/publications/soft-power-means-success-world-politics, https://www.hks.
harvard.edu/faculty/joseph-nye and Nye Jr., J.S. (2005) Soft Power: The Means to Success in World Politics, Public Affairs 
Books, http://www.publicaffairsbooks.com/publicaffairsbooks-cgi-bin/display?book=1586482254.

https://www.ipsos.com/en/nation-brands-index-2021
http://www.publicaffairsbooks.com/publicaffairsbooks-cgi-bin/display?book=1586482254
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The interplay between geopolitics and technology

This section is dedicated to geopolitics which, as illustrated in the ensuing text, is also driven by technology.

The interaction between geopolitics and technology is uncertain, with governments around the globe looking 
for more technological advantage and autonomy by using, for instance, export/investment controls. The future, 
moreover, belongs to those who shape it today. So, in proactively dealing with the complexity evident at the 
interconnection of geopolitics and advanced technology, governments need to assume a proactive, flexible as 
well as informed approach. A strategic mindset that blends geopolitical awareness with technological planning 
must be implemented to succeed in an ever more complex and dynamic world (Feakin, 2024).

Geopolitics, in simple terms, examines the interaction between geography and politics, whereas politics 
revolves around power (Ó Tuathail, 1996). Technology and knowledge are crucial factors that strengthen the 
capabilities of states and other groups in their effort to shape the geographical space (Agnew, 2003). Based 
on critical geopolitics’ theory, this interaction materialises in a discursive way where those who seek to shape 
the spatial world use the existing resources and capabilities in their hands whilst, at the same time, striving 
to expand and enhance them, aiming to gain more power to affect their ends (Ó Tuathail and Agnew, 1992). 
Therefore, the development of a technological defence industrial ecosystem adds to the capabilities of the 
state whilst it is a useful tool for the various geopolitical practitioners that endeavour to impose their ideas.

Bearing in mind all the above, a credible defence industry also contributes to the nation branding effort as 
it strengthens and promotes the state’s international reputation as a reliable, innovative and technologically 
capable partner (Anholt, 2007; Mashiah, 2024). Thus, in turn, nation branding acts as another key instrument 
in discursive practice for the formation of geopolitical imagination and perception.

A brief overview of the defence industry of small states: The cases of Israel and Singapore

Israel and Singapore are both involved in military-technological innovation in areas that are crucial to their 
sovereignty, strategic autonomy and resilience. Both these states have constantly supported high-levels of 
investment in military research and development, fostering their own defence industries. In addition, both 
these nations have, to different extents, backed the advance of their local science and technology sectors, 
frequently integrating commercial high-technology discoveries into their defence capabilities. Further to note, 
Israel has been more successful than Singapore in advancing military technology, mainly because it faces 
a more perilous strategic environment. In contrast to Israel, Singapore faces fewer existential threats, thus 
making its attempts to innovate military-technology more driven by desire than need (Bitzinger, 2021).

Israel

Given that Israel lacks considerable large-scale industrial sectors, it is worth noting how several of its leading 
arms industries have managed to secure a position among the globe’s top one hundred arms-producing firms—
with Israel’s relatively large share of the world’s arms market also being notable (Evron, 2025).5 The excellence 
of the Israeli defence industry and its high position among the best worldwide nations has created ample and 
favourable opportunities for the enhancement of its diplomatic relations with many other countries, leading 
sometimes to strategic alliances, strengthening of economic and trade ties and eventually close relationships

5  For more info regarding the market share of the leading exporters of major weapons between 2020 and 2024, by 
country see, for instance: https://www.statista.com/statistics/267131/market-share-of-the-leadings-exporters-of-con-
ventional-weapons/?srsltid=AfmBOor5t5HoT4wq6n5LeikZcKb__jyW3gpOyHj5ugBDt5Tsr74fvqlD. The SIPRI Top 100 
arms-producing and military services companies in the world (2023) offers additional insights: https://www.sipri.org/
visualizations/2024/sipri-top-100-arms-producing-and-military-services-companies-world-2023. 

https://www.statista.com/statistics/267131/market-share-of-the-leadings-exporters-of-conventional-weapons/?srsltid=AfmBOor5t5HoT4wq6n5LeikZcKb__jyW3gpOyHj5ugBDt5Tsr74fvqlD
https://www.statista.com/statistics/267131/market-share-of-the-leadings-exporters-of-conventional-weapons/?srsltid=AfmBOor5t5HoT4wq6n5LeikZcKb__jyW3gpOyHj5ugBDt5Tsr74fvqlD
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and partnerships between business and societies. It is also important to highlight that a profound trust is built 
between nations when they cooperate closely in the defence domain, not least the development of defence 
technology and systems (Kinne, 2018).

Israel defence industry’s prominence and calibre contribute to the bolstering of its nation branding. Through 
its potent defence industry, the state’s power is enhanced, promoting and manifesting a firm and respected 
image abroad whilst Israeli society feels secure and proud (Evron, 2025; Grassiani, 2017). Thus, a pioneering 
defence industry undoubtedly serves the formation of a strong national branding. 

Singapore

Singapore comprises an island city-state with the finest air force and navy in Southeast Asia, in addition to 
being one of the strongest militaries worldwide (Brimelow, 2018). Tan’s study (2025) uses the small state of 
Singapore as a paradigmatic case to illustrate how the role of nation branding acts not merely as image-
making, but also as a form of cultural governance. The small state of Singapore has used its advanced niche 
defence industry to assert itself as a country of high technological capabilities (Raska, 2024). Furthermore, it 
has connected the defence sector with the advancement and the prosperity of its entire society in the context 
of its Total Defence doctrine (Matthews and Bintang Timur, 2024). Thus, national resilience, economy, cutting-
edge technology, reliability, innovation and competence are some of the key characteristics that promote 
Singapore’s nation branding. 

Cyprus

Cyprus’ geopolitical position and status definitely impact on the entire spectrum of high-level political decisions 
and developments on the island. Being situated at the crossroads of three continents, at the centre of the 
Eastern Mediterranean – a notorious area for its volatility, instability and constant political tensions – close to 
North Africa and the Near East, regions of critical importance for the EU and a Member State itself, Cyprus 
holds a pivotal geopolitical position (Tziarras, 2025). This translates into critical defence and security issues. 
In addition, Turkey’s occupation of Cyprus’ northern territory since 1974 and its ultra-aggressive disposition 
pose an additional burden on the latter’s security situation. 

In relation to this situation, Cyprus is taking steps towards the creation of a small but robust cutting-edge 
defence ecosystem by taking advantage of the recent developments within the EU that favour the ramping-up 
of this sector (Hadjipavlis et al., 2026). Cyprus’ significant relations with some countries of the region such as 
Israel and Egypt and their common vested interests are also conducive to this venture. In addition, the long, 
historical ties with France have also been strengthening, a fact that is also propitious. Cyprus’ participation in 
the Security Action for Europe (SAFE) regulation and the allocation of the significant budget of approximately 
1.2 billion euros for strengthening its defence capabilities constitutes a key opportunity to invest also in its 
own defence industry (Hadjipavlis et al., 2026). Regarding Cyprus, the Defence Minister, Vasilis Palmas, stated 
that the recent SAFE programme funding would see the Republic’s National Guard acquire military hardware 
that will cover its priorities until 2030 (Cleaver, 2026).

The high-technology defence industrial sector in Cyprus, albeit small and fledgling, could also contribute 
amongst other sectors to the consolidation and promotion of the Cyprus nation brand. The high level of the 
Cypriot defence companies’ reliability when cooperating with their European counterparts could boost nation 
branding, both internationally and internally. Hence, Cyprus SMEs could be an inextricable part of the European 
supply chain as regards the defence industrial sector (Hadjipavlis et al., 2026). In the upcoming years, as 
cooperation increases and tightens, Cyprus’ European partners may improve their perception of the Cyprus’ 
nation brand and appreciate the trustworthiness and professionalism of Cypriot companies. Moreover, Cypriot 
society may acknowledge this endeavour, which will boost its morale and impact positively on the nation brand. 
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Conclusion and recommendations

In this section, some of the limitations of this policy paper are presented before concluding and providing a 
few recommendations for policy makers. 

Limitations of study

The lack of available time for conducting the survey as regards the emerging defence sector of Cyprus has 
been a significant constraint for this policy paper. Furthermore, the novelty of this topic has presented a 
number of obstacles as regards the scarcity of available sources whilst its sensitivity and confidentiality has 
posed additional barriers in the specific study.

Practical recommendations for policy makers

Based on the aforementioned analysis, this brief policy paper concludes with some recommendations as 
regards the development of the Cyprus defence industrial sector in relation to the contemporary geopolitical 
situation whilst also aiming to enhance the state’s nation brand. It is necessary for Cyprus to:

•	 Restructure the state apparatus and legal and regulatory framework to be more favourable to the 
development of the defence sector.

•	 Develop a focused long-term defence industrial strategy accompanied by a robust action plan.
•	 Increase state investment in the defence domain, in order to indirectly boost the domestic defence 

industry.
•	 Increase state investment in research, technology and innovation in defence related fields, including 

dual-use systems. 
•	 Enhance and intensify the interaction, understanding, cooperation and coordination between the state, 

academia and the private sector aiming to strengthen the domestic fledgling defence industry.
•	 Enhance strategic partnerships within the EU and other friendly countries. In this context, the 

exploitation of geopolitics is crucial for this achievement. 
•	 Intensify efforts towards the attraction of foreign investment into the defence industrial domain.
•	 Exploit all EU funding schemes and tools for the development of the domestic defence industry. 

 

Directions for future research

Future research could also focus on people, exports, investment and governance (i.e., Anholt’s hexagon). 
The importance of human capital regarding the sound development of a robust defence industrial sector 
is understudied, so Cyprus could be the testing ground for this endeavour. In addition, further studies could 
focus on cases such as Sweden, and contribute further to knowledge by delving even deeper into how defence 
industry-related actors (public/private) employ nation branding to sell as well as legitimise their products/
services to insiders (domestic constituents) and outsiders (the global security market) alike (Coetzee, Larsson 
and Berndtsson, 2024). Furthermore, it could compare it with another country/-ies of interest.

As regards the theoretical part of this study, the relation between the development of the defence industry, 
geopolitics and nation branding seems to be an understudied field. Thus, there is extensive room for new 
research in this domain seen through the lens of related inter-disciplinary theories and empirical cases such 
as that of Cyprus.
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Abstract

This article challenges the prevailing orthodoxy of “gentle transformation” in organisational change manage-
ment, arguing that incremental, consensus-driven approaches often prolong uncertainty and amplify resistance. 
Drawing on empirical research with experienced change agents across multiple countries and industries, this 
paper demonstrates that radical consistency—characterised by clear deadlines, unambiguous communication, 
and minimal exceptions—yields superior outcomes in digital transformation initiatives. Through theoretical 
integration with established change management literature and practical case analysis, we establish that 
effective change management resembles surgical intervention more than therapeutic process, requiring pre-
cision, speed and decisiveness. The research identifies “exception proliferation” as a primary factor in change 
initiative failure and proposes a practitioner-oriented model for accelerated organisational transformation 
based on the Sacred Cow Framework.

Keywords: Change Management, Digital Transformation, Organisational Change, Radical Implementation, 
Sacred Cow Framework, Resistance to Change, Implementation Strategy.

Introduction

The change management industry has spent decades selling organisations a comfortable lie: that transforma-
tion should be gradual, consultative and, above all, gentle. Business gurus preach the gospel of “taking every-
one along on the journey” whilst producing PowerPoint presentations adorned with butterflies and rainbows. 
“Change is a process, not an event,” they philosophise, as organisations slowly deteriorate.

Here’s a reality check from thirty years orchestrating digital transformation initiatives: When your house is 
burning, you don’t convene a three-month workshop to discuss optimal evacuation sequences. You exit rapidly 
before suffering serious harm.

The author’s doctoral research, involving interviews with experienced change agents across the globe, re-
vealed a startling consensus: the well-known change management frameworks they had learned were largely 
ineffective in practice (Meyer, 2019). These practitioners—individuals bearing real scars from genuine trans-
formation battles—consistently reported that radical, time-bound implementation outperformed incremental 
approaches by virtually every measurable outcome.

This article presents evidence for what I term “radical consistency” in change management: a surgical rath-
er than therapeutic approach that prioritises clarity, speed and unwavering implementation over prolonged 
consensus-building and exception management. This perspective challenges dominant assumptions in change 
management literature whilst remaining grounded in both empirical research and established organisational 
theory.

The Mythology of Gentle Transformation

The Wellness Retreat Fallacy

Contemporary change management discourse saturates organisations with therapeutic language. We speak 
of “change journeys,” “safe spaces” and “psychological readiness.” Organisations invest heavily in change 
management consultants promising to “minimise disruption” and “maintain morale” throughout transforma-
tion initiatives (Burnes, 2004).
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This approach fundamentally misunderstands the nature of organisational change. As Kotter (1996) observed 
decades ago, the primary barrier to successful change is not understanding but urgency. A sense of compla-
cency or false urgency undermines transformation efforts more effectively than any technical barrier. Yet we 
persist in treating change as an educational deficit rather than an execution challenge.

The author’s research with international change agents revealed a consistent pattern. When asked about their 
experiences with incremental versus radical approaches, practitioners reported that organisations approach-
ing transformation as extended consultative processes rather than decisive interventions experienced:

•	 Significantly longer implementation timelines (often 50-70% beyond initial projections)

•	 Higher incidence of resistance and political maneuvering

•	 Greater budget overruns

•	 Lower staff satisfaction post-implementation

The last finding proves particularly counterintuitive. One might expect that “gentle” approaches would yield 
happier employees. Instead, prolonged uncertainty proved more damaging to morale than rapid, decisive ac-
tion—a finding consistent with research on tolerance for ambiguity in organisational contexts (Rafferty & 
Simons, 2006).

The Science of Procrastinated Pain

From a psychological perspective, the preference for gradual change resembles the flawed logic of remov-
ing a plaster millimetre by millimetre. Research in pain perception consistently demonstrates that extended 
duration amplifies total suffering, even when peak intensity is reduced (Kahneman, Fredrickson, Schreiber, & 
Redelmeier, 1993). The principle of “duration neglect” suggests people remember pain experiences primarily 
by their peak intensity and end state, not by total duration—yet organisations design change programmes 
that maximise duration whilst moderating peaks.

Organisations persist in stretching change initiatives across quarters or even years, believing this reduces 
employee discomfort. In reality, this approach creates what I term “transformation fatigue”—a state of chron-
ic uncertainty that erodes productivity, increases turnover, and paradoxically amplifies resistance. This phe-
nomenon aligns with research demonstrating that ambiguity about organisational change predicts negative 
employee outcomes more strongly than the magnitude of change itself (Bordia et al., 2004).

Consider the typical digital transformation initiative: a two-year roadmap with multiple phases, extensive 
consultation and gradual rollout. At any given moment, some employees are preparing for change, others are 
experiencing it, and still others are reverting to previous systems. The result is organisational schizophrenia—
multiple operating models competing simultaneously, each with its own advocates and processes. This directly 
contradicts Beer and Nohria’s (2000) finding that successful change requires integration of economic and 
organisational capability perspectives, not fragmented implementation.

The Exception Proliferation Syndrome

Perhaps the most insidious enemy of successful change is what emerges within weeks of any transformation 
announcement: the exception.

“But IT can’t do this.” “But the Hamburg office operates differently.” “But Herr Müller in accounting has always 
worked this way and retires next year.”

Congratulations—you’ve just transformed your change initiative into a bureaucratic monster consuming more 
resources than necessary whilst undermining the transformation’s fundamental purpose.
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The Hidden Costs of Exception Management

The author’s research identified what I call the “Exception Proliferation Syndrome”—a predictable pattern 
wherein initial transformation designs become progressively compromised by special cases, each seemingly 
reasonable in isolation but collectively fatal to change effectiveness. This phenomenon reflects what Pfeffer 
and Sutton (2006) term the “knowing-doing gap”—organisations possess knowledge of what needs changing 
but fail to implement it consistently.

Interview participants consistently reported that organisations permitting significant exceptions to new pro-
cesses experienced:

•	 Substantially higher ongoing support costs (often 2-3x original projections)

•	 Longer time-to-adoption for remaining staff

•	 Greater likelihood of process reversion within 12 months

•	 Reduced credibility of change leadership

The logic is brutal but clear: every exception creates a precedent, every precedent invites comparison, and 
every comparison fuels resistance. Soon you’re managing not one new system but dozens of variants, each 
with different rules, different training requirements, and different support needs (Repenning & Sterman, 2002).

Moreover, exceptions communicate a devastating message to the organisation: the new approach isn’t actual-
ly required; it’s negotiable. This undermines change leadership more effectively than any opposition campaign 
could. As Armenakis and Harris (2009) note in their research on readiness for organisational change, incon-
sistent messaging and application of change initiatives represent a primary factor in implementation failure.

The Loyalty Paradox

A particularly problematic justification for exceptions involves long-serving employees. “Maria has been here 
for 25 years; we can’t ask her to change now.” This sentiment, whilst emotionally appealing, reflects muddled 
thinking about loyalty and respect.

True respect for experienced employees involves:

1.	 Honest communication about why change is necessary for organisational survival

2.	 Adequate training and support for new methods

3.	 Recognition that their expertise remains valuable in the new context

4.	 Clear expectations applied consistently across all staff regardless of tenure

Excluding long-serving employees from change initiatives actually signals that leadership believes them in-
capable of adaptation—a far more insulting message than expecting them to learn new systems. This aligns 
with research on age and learning, which consistently demonstrates that older workers are fully capable of 
acquiring new skills when provided appropriate support (Warr & Fay, 2001).
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Radical Consistency: A Surgical Approach

Core Principles

Effective change management operates more like a light switch than a dimmer: on or off, binary, decisive. You 
establish Day X, and from that moment, new rules apply. To everyone. Without exception. Without negotiation.

This approach—radical consistency—rests on four foundational principles supported by both the author’s em-
pirical research and established change management theory:

1. Temporal Precision
Not “sometime in Q2” but “15 March at 09:00.” Precision communicates seriousness. Vagueness communi-
cates ambivalence and enables procrastination.

This principle directly supports Kotter’s (1996) first step in organisational transformation: establishing a sense 
of urgency. Vague timelines undermine urgency by suggesting the change isn’t actually critical. Specific dead-
lines create what Cialdini (2009) terms “commitment and consistency”—once publicly committed to a specific 
date, organisational pressure builds to honour that commitment.

2. Unambiguous Communication
“We could perhaps possibly consider...” is change management suicide. Effective change communication em-
ploys the indicative mood exclusively: “We are implementing X. Training occurs on Y. Go-live is Z.”

Patrick Lencioni (2002) identifies ambiguity and lack of commitment as central dysfunctions of teams. In 
change contexts, this dysfunction proves fatal. Conditional language signals that leadership itself questions 
the necessity or feasibility of the transformation, inviting subordinates to resist or delay.

Research on communication during organisational change suggests that message clarity and consistency pre-
dict employee acceptance more strongly than message frequency or channel selection (Elving, 2005). Leaders 
must communicate not just often, but unambiguously.

3. Prepared Resilience
Yes, complaints will emerge. Yes, some staff will threaten resignation. No, this is not organisational apoca-
lypse. It’s the beginning of transformation.

Resistance is frequently treated in change management practice as an obstacle to be eliminated. Ford, Ford, 
and D’Amelio (2008), however, challenge this view: resistance is not necessarily pathological, but may signal 
unresolved concerns, inadequate preparation, or inconsistencies in the change process itself.

Effective change leaders anticipate resistance, prepare responses, and most importantly, refuse to interpret 
pushback as implementation failure. Research demonstrates that the variable most strongly predicting suc-
cessful change is not initial acceptance but leadership persistence through the inevitable period of elevated 
resistance occurring 2-6 weeks post-implementation (Higgs & Rowland, 2005).

4. Uncompromising Execution
If you yield at the first complaint, you might as well abandon the entire initiative. Consistency in execution 
matters more than perfection in design.

This principle proves particularly challenging for leaders with consultative leadership styles. The desire to 
accommodate reasonable concerns conflicts with the necessity of maintaining unified implementation. Yet 
research suggests that leaders who maintained strict adherence to new processes—whilst remaining em-
pathetic to individual challenges—achieved faster adoption and higher ultimate satisfaction than those who 
granted exceptions (Herold, Fedor, Caldwell, & Liu, 2008).
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The Market Leaders’ Secret

Examine organisations that haven’t merely survived disruption but mastered it. What do they share? They 
didn’t discuss change for decades—they executed it. Rapidly, consistently and without excessive concern for 
temporary discomfort.

Netflix eventually made a decisive strategic pivot towards streaming, despite continuing to operate its DVD 
business for years (Keating, 2012). Apple didn’t agonise endlessly about whether to introduce the iPhone. 
Steve Jobs made the decision, assembled the team, and redefined the mobile industry within 30 months of 
initial conception (Isaacson, 2011).

These examples illustrate what organisational scholars term “strategic agility”—the capacity to make and im-
plement strategic decisions rapidly in response to market conditions (Doz & Kosonen, 2010). Strategic agility 
requires not just recognition of change necessity but willingness to execute decisively.

The Sacred Cow Framework: Identifying Barriers to Radical Consistency

The author’s doctoral research produced the Sacred Cow Framework—a systematic approach to identifying 
and addressing organisational practices that impede transformation (Meyer, 2019). The framework emerged 
from asking experienced change agents a simple question: “What practices in organisations consistently un-
dermine change initiatives, despite everyone knowing they’re problematic?”

Sacred cows are established practices that persist despite lacking clear rationale or demonstrated value. They 
survive because “we’ve always done it this way” and challenging them feels transgressive. Yet they’re precisely 
what radical consistency must address. This concept aligns with institutional theory’s observation that organ-
isations maintain practices for legitimacy rather than efficiency (DiMaggio & Powell, 1983).

The Four Categories of Sacred Cows

1. Process Sacred Cows
Workflows that made sense under previous conditions but persist despite changed circumstances. Example: 
manual approval processes requiring physical signatures in organisations that have otherwise digitalised.

These reflect what organisational scholars term “structural inertia”—the tendency for organisational forms to 
persist even when environmental conditions have changed (Hannan & Freeman, 1984).

2. Hierarchical Sacred Cows
Organisational structures that reflect historical rather than strategic logic. Example: geographic divisions in 
global, digital organisations where physical location is increasingly irrelevant.

Research on organisational design suggests that structural misalignment with strategic imperatives creates 
coordination costs that increase exponentially with organisational size (Burton & Obel, 2004).

3. Cultural Sacred Cows
Unexamined assumptions about “how things work here” that constrain innovation. Example: “Engineers don’t 
do sales” in technology companies, despite evidence that technical founders often make excellent salespeople.

These represent what Schein (2010) terms “basic underlying assumptions”—the deepest level of organisation-
al culture, typically unconscious and taken for granted.

4. Technical Sacred Cows
Legacy systems maintained beyond reasonable lifecycle because change seems too disruptive. Example: be-
spoke software written by long-departed developers that everyone fears touching.
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Technical debt accumulates when organisations defer necessary technology updates, ultimately creating sys-
tems so fragile that any change risks catastrophic failure (Kruchten, Nord, & Ozkaya, 2012).

Radical consistency requires systematic sacred cow identification and elimination. Each represents a potential 
exception-generation source. Address them preemptively or face death by a thousand accommodations.

Practical Implementation: The 90-Day Model

Based on synthesis of successful change initiatives from the author’s research, the author proposes a 90-Day 
Model for radical transformation. This timeframe aligns with research suggesting that 90 days represents an 
optimal period for initiating organisational change—long enough for adequate preparation but short enough 
to maintain urgency and focus (Watkins, 2003).

Phase 1: Weeks 1-2 – Diagnosis and Design

•	 Identify sacred cows blocking transformation using the framework

•	 Design target state with minimal compromise

•	 Establish unambiguous success metrics

•	 Set Day X (90 days forward) and communicate publicly

Phase 2: Weeks 3-6 – Preparation

•	 Develop comprehensive training programmes

•	 Create support infrastructure

•	 Communicate incessantly: what, why, when, how

•	 Identify and proactively address sources of likely resistance

Phase 3: Weeks 7-10 – Intensive Training

•	 Mandatory, comprehensive, role-specific training

•	 Hands-on practice with new systems/processes

•	 No exceptions for seniority, expertise or claimed time constraints

•	 Assessment to ensure readiness

Phase 4: Weeks 11-12 – Final Preparation

•	 Confirm Day X repeatedly through multiple channels

•	 Final system testing and contingency planning

•	 Position support teams for intensive post-implementation period

•	 Intensify communication frequency
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Phase 5: Day X – Surgical Cutover

•	 Previous system OFF, new system ON

•	 No parallel operation permitted

•	 All-hands support for initial 72 hours minimum

•	 Rapid response protocols for emerging issues

Phase 6: Weeks 13+ – Reinforcement

•	 Daily metrics monitoring with transparent dashboards

•	 Rapid correction of any deviations

•	 Public celebration of quick wins

•	 Absolute consistency on exceptions (Grant fewer than 1% of exception requests)

Critical Success Factors

Leadership Visibility: Change sponsors must be intensely present during the cutover period. Absence com-
municates lack of conviction more powerfully than any verbal message (Higgs & Rowland, 2005).

Support Intensity: Concentrated support resources during weeks 13-16 prevent regression and build confi-
dence. Research demonstrates that perceived organisational support during change predicts employee accep-
tance (Rafferty & Griffin, 2006).

Metrics Transparency: Public dashboards showing adoption and performance eliminate ambiguity about 
progress and create social pressure for compliance.

Exception Management: Establish a high-level review panel for claimed exceptions. Set the bar prohibitively 
high. Grant fewer than 1% of exception requests. Each exception granted undermines every subsequent im-
plementation effort.

Addressing Predictable Objections

“This Approach Is Too Risky”

Interestingly, analysis suggests incremental approaches carry greater risk. Prolonged change initiatives ac-
cumulate more exposure to leadership changes, budget cuts, competing priorities, staff turnover, technology 
evolution and market disruption (Repenning & Sterman, 2002).

The 90-Day Model concentrates risk into a manageable timeframe with maximum organisational focus. This 
aligns with research on project management indicating that shorter, focused initiatives have higher success 
rates than extended programmes (Shenhar & Dvir, 2007).

“Our Culture Couldn’t Handle This”

Translation: “We have sacred cows we’re unwilling to address.” Every organisation believes it’s uniquely 
change-resistant. The author’s research reveals this is universally false. Resistance levels correlate weakly 
with industry or national culture but strongly with leadership clarity and consistency (Meyer, 2019).

Research on organisational culture and change demonstrates that culture can either enable or constrain 
change, but cultural barriers are not insurmountable—they simply require explicit attention and management 
(Cameron & Quinn, 2011).
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“We Need More Consultation”

Consultation serves two legitimate purposes: identifying genuine technical barriers and ensuring communica-
tion clarity. It does not include negotiating whether change occurs or perpetually refining the solution.

Set clear boundaries: “We’re consulting on how to implement X, not whether to implement X.” This distinction 
aligns with research on participative decision-making, which suggests that employee input on implementation 
details increases commitment, whilst consultation on strategic necessity often increases resistance (Sagie & 
Koslowsky, 2000).

“What About Employee Well-Being?”

Genuine employee well-being emerges from clarity, competence and completion—not prolonged uncertainty 
disguised as consideration. Research consistently demonstrates that ambiguity about organisational change 
predicts stress and reduced well-being more strongly than change magnitude (Bordia et al., 2004).

The kindest thing leadership can do is make change swift and certain. Furthermore, the alternative to trans-
formation is usually organisational decline, with its accompanying job losses, budget cuts, and demoralisation. 
Radical consistency serves employee well-being by securing organisational viability.

Conclusion: Courage Over Comfort

In an era where markets evolve rapidly and business models face constant disruption, hesitation represents a 
luxury available only to monopolists. Everyone else must master the surgical approach to change.

The author’s research with experienced change agents revealed a consistent message: the frameworks they 
learned emphasised process over outcome, consultation over execution, and comfort over effectiveness. The 
practitioners who achieved genuine transformation success were those who had learned—often through pain-
ful experience—that radical consistency outperforms gentle gradualism.

The question isn’t whether your organisation needs transformation. The question is whether you possess 
sufficient courage to implement it effectively. Will you continue clinging to comfortable illusions about gentle 
change, or will you embrace the surgical precision required for genuine transformation?

The choice is yours. But choose quickly—your competition isn’t waiting for your decision. They’re already im-
plementing theirs.
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Abstract

Taking and posting a “selfie” has become a frequent activity for many people globally. However, insufficient 
research can be found on the impact of selfies in politics. The researcher utilizes the CIS Strategy (Create, 
Inform, and Support) as the bridge to politicians’ social media campaigns. Using regression analysis, the study 
examines the relationship between specific parameters behind a political selfie (i.e., the improvement of a 
politician’s self-esteem, increased satisfaction and higher popularity) and politicians’ attempts to make their 
values and needs known to the public. The sample included 150 U.S. citizens over 18 years old. According to 
the results, politicians who use selfies to make their needs and values known improve their self-esteem and 
increase their popularity. In turn, the use of the CIS strategy has a significant positive impact on politicians’ 
attempts to promote their needs and values to the public.

Keywords: Political Selfies; Self-Esteem; Popularity; Needs and Values; The CIS Strategy.

Introduction

Marketing in Politics

Political players implement marketing strategies to build stronger relationships with their target markets 
(Lees-Marshment, 2019). Politicians have no other choice than to clearly understand their people’s needs and 
put people at the center of their agenda (Antoniades, 2025; Antoniades and Buoye, 2024; Antoniades, 2023a; 
2023b; Antoniades, 2020). This is why political actors are called upon to create political products that the 
voters-citizens will value positively (Henneberg, 2003).

Political Selfies

In recent decades, a selfie describes an individual’s photo captured with a mobile device to post on social me-
dia. According to Google, Snapchat and Instagram entered the social media world in 2012, with ninety-three 
million selfies taken daily (DXOMARK, 2015). Facebook, Snapchat, TikTok, Instagram and other social media 
platforms are the vehicles of selfies. It is worth noting that one out of two users take a selfie once a month 
and one out of four take a selfie once a week (Diefenbach and Christoforakos, 2017). Sung et al. (2016) report 
that selfies facilitate people’s understanding of who and what they are, whereas Rutledge (2013) states that 
taking and posting a selfie is a way to impress. Karadimitriou and Veneti (2016) note that politicians use sel-
fies to promote personal and professional activities. Šimunjak’s study (2023) shows that selfies are a useful 
communication tool that strengthens political performance. Senft and Baym (2015) find that selfies develop a 
two-way communication between a politician and their target audience and they refer to the prime ministerial 
campaigns of Justin Trudeau in Canada, Boris Johnson in the United Kingdom, and Narendra Modi in India.

The CIS Strategy

According to Antoniades (2023a, 2023b), the CIS Strategy (i.e., Create, Inform, and Support) shows that the 
creation of an idea cannot stand alone. Politicians must also give enough information to people (in the form 
of solutions) and support their ideas. The CIS Strategy has been tested for issues including branding, global 
warming, cybersecurity, the US economy, and Covid-19.

The Gap

International research has not yet shown (a) whether and how a political selfie promotes a politician’s needs 
and values and (b) whether the CIS Strategy may also impact these needs and values. To fill this gap, the 
current study aims to examine the relationship between specific parameters behind a political selfie (i.e., the 

https://www.elgaronline.com/search?f_0=author&q_0=Maja+%C5%A0imunjak
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improvement of a politician’s self-esteem, increased satisfaction, and higher popularity) and politicians’ at-
tempts to make their values and needs known to the public. The conceptualization of constructs is presented 
in Appendix A.

Research Hypothesis

To fill this gap, the researcher developed the following hypotheses:

H1: Politicians who take selfies to make their needs and values known improve their self-esteem.

H2: Politicians who take selfies to make their needs and values known increase their satisfaction.

H3: Politicians who take selfies to make their needs and values known strengthen their popularity.

H4: The CIS Strategy (CIS) has a positive impact on a politician’s attempts to make their needs and        	   	
       values known.

Research Methodology

One thousand and thirty email invitations were randomly sent by email via a SurveyMonkey link to U.S. citizens 
over 18 years old. The one hundred and fifty respondents comprised this study’s sample (15% response rate). 
To measure each one of the survey modules, the researcher used closed questions on a 7-point Likert rating 
scale ranging from 1 (Strongly Disagree) to 7 (Strongly Agree), capturing the strength of the respondents for 
each given statement, i.e., “Selfies improve self-esteem” (Appendix A). Statistical significance was determined 
at P-value <0.05 (95% confidence level). Pearson correlations (r) measured the intensity of each correlation. 
Shortell (2001) indicates that a correlation exceeding 0.4 is strong, between 0.2 and 0.4 is moderate, and 
failing shorter than 0.2 is weak.

Presentation of Results

Demographic Information

The sample consisted of U.S. citizens over 18 years old coming from all regions of the U.S. A detailed demo-
graphic information list can be found in Appendix B.

Research Hypothesis Testing

According to Table 1:

H1:  Politicians who take selfies to make their needs and values known improve their self-esteem. This hypoth-
esis is accepted (P-value <0.05), showing a moderate positive significance (r=0.32) and confirming that the 
more politicians use selfies to make their needs and values known the higher their self-esteem.

H2:  Politicians who take selfies to make their needs and values known increase their satisfaction. This hypoth-
esis is rejected (P-value >0.05).

Table 1 can be found on the next page.
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Table 1: Selfies - Needs and Values Known

SUMMARY OUTPUT

Regression Statistics

Multiple R 0.934218

R Square 0.872763

Adjusted R 
Square 0.864229

Standard Error 2.115198

Observations 150

ANOVA

  df SS MS F Significance 
F

Regression 3 4511.313 1503.771 336.1087143 2.54E-65

Residual 147 657.687 4.474061

Total 150 5169      

  Coefficients Standard 
Error t Stat P-value Lower 95% Upper 95% Lower 95.0% Upper 95.0%

Intercept 0 #N/A #N/A #N/A #N/A #N/A #N/A #N/A

SLF1 0.761151 0.127102 5.988519 1.55505E-08 0.509969 1.012334099 0.509968586 1.012334

SLF2 -0.10967 0.158279 -0.6929 0.489466108 -0.42247 0.203125284 -0.4224685 0.203125

SLF3 0.583109 0.120025 4.858217 3.00205E-06 0.345911 0.820307581 0.345911207 0.820308

H3:  Politicians who take selfies to make their needs and values known strengthen their popularity. This hy-
pothesis is accepted (P-value <0.05), showing a moderate positive significance (r=0.34) and confirming that 
the more politicians use selfies to make their needs and values known the higher their popularity.

According to Table 2:

H4: The CIS Strategy (CIS) has a positive impact on a politician’s attempts to make their needs and values 
known. This hypothesis is accepted (P-value <0.05), showing a moderate positive significance (r=0.34) and 
confirming that the more the use of the CIS Strategy (Create, Inform, and Support), the more effectively poli-
ticians promote their needs and values to the public.

Table 2 can be found on the next page.
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Table 2: The CIS Strategy - Needs and Values Known

SUMMARY OUTPUT

Regression Statistics

Multiple R 0.914497

R Square 0.836305

Adjusted R 
Square 0.829594

Standard Error 2.383017

Observations 150

ANOVA

  df SS MS F Significance 
F

Regression 1 4322.863 4322.863 761.2319466 3.25E-60

Residual 149 846.1371 5.678772

Total 150 5169      

  Coeffi-
cients

Standard 
Error t Stat P-value Lower 95% Upper 95% Lower 95.0% Upper 95.0%

Intercept 0 #N/A #N/A #N/A #N/A #N/A #N/A #N/A

CIS 1.132529 0.041048 27.59043 1.98803E-60 1.051418 1.213640094 1.051417764 1.21364

Conclusion

The current study shows that politicians who use selfies to make their needs and values known improve their 
self-esteem and increase their popularity. In turn, the use of the CIS Strategy has a significant positive impact 
on politicians’ attempts to promote their needs and values.

Limitations

The biggest limitation of this study is the relatively low response rate (15%). This may be a result of today’s 
limited political interest, disappointment and political apathy.

Future Research

Further research could use this study’s results to examine how Gen Z responds to the above questions. New 
studies could also test the impact of groupies in politics by using the CIS Strategy as the heart of a political 
social media campaign.

Disclosure Statement

There is no conflict of interest to declare.
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Appendix A

Conceptualization of Constructs

Selfie/Groupie Adapted From

Selfies improve self-esteem (SLF1).

Systematic selfie viewing leads to increased satisfaction (SLF2).

Selfie viewing leads to increased popularity (SLF3).

Wang et al. (2017)

The CIS Strategy

My favorite politicians create proposals that satisfy my needs (CIS-C).

My favorite politicians provide useful information regarding their proposals (CIS-I).

My favorite politicians support their proposals efficiently (CIS-S).

Antoniades 

(2023a; 2023b)

Making Needs and Values Known

By taking and posting a selfie/groupie, I am making my needs and values known (SVK).

Note: This research used a structured approach with closed statements based on a 7-point Likert rating scale 
(1932) ranging from 1 (Strongly Disagree) to 7 (Strongly Agree).
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Appendix B: Demographic Profile

 

Group Participants (%)

Gender

Men 70

Women 30

X 0

Age

18-29 22

30-44 36

45-60 32

>60 10

Household Income

$0-$24,999 14

$25,000-$49,999 18

$50,000-$74,999 20

$75,000-$99,999 14

$100,000-$149,999 20

$149,000-$199,999 4

>$200,000 6

Prefer not to answer 4

Education

College/University 72

High School 16

Less than High School 10

Prefer not to say 2

Party Affiliation

Republican Party 50

Democratic Party 40

Other Affiliations 10

Region

East North Central 22

East South Central 4

Middle Atlantic 12

Mountain 6

New England 4

Pacific 24

South Atlantic 16

West North Central 4

West South Central 8

Device Type

iOS Phone / Tablet 60

Android Phone / 40

Desktop 0
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Abstract

Safety campaigns are widely used in the maritime industry to improve safety awareness, reinforce compli-
ance, and support behavioural change; however, their effectiveness is rarely evaluated as a standalone in-
tervention. This study reviews peer-reviewed maritime safety literature to assess the role, mechanisms, and 
potential benefits of campaign-based interventions within shipping operations. The findings indicate strong 
conceptual convergence across empirical, review-based, and qualitative studies, demonstrating that improve-
ments in safety culture, communication, competence, and behavioural awareness are consistently associated 
with enhanced safety performance.

The literature suggests that safety campaigns are most effective when embedded within broader safety 
management systems and aligned with leadership practices, organisational culture, and operational controls. 
Campaigns contribute to proactive safety management by reinforcing learning, supporting hazard reporting, 
and sustaining attention on priority risks. Increasingly, predictive approaches based on leading indicators and 
data analytics offer new opportunities to target campaign interventions more effectively.

From an economic perspective, improved safety performance is linked to reduced incident costs, increased 
operational efficiency, enhanced organisational resilience, and stronger competitive positioning. However, the 
review identifies significant methodological limitations, including the absence of campaign-specific evalua-
tion, limited use of longitudinal research designs, insufficient integration of objective performance indicators, 
lack of comparative analysis across campaign types, and minimal economic valuation of safety interventions.

The paper concludes that while safety campaigns represent an important component of maritime safety 
practice, their effectiveness depends on integration within a systematic, risk-based, and leadership-driven 
framework. Future research should focus on developing rigorous empirical methods, including longitudinal 
and mixed-method approaches, to evaluate campaign outcomes and quantify their contribution to both safety 
performance and organisational value.

Keywords: Maritime safety; Safety campaigns; Safety culture; Human factors; Proactive and predictive safe-
ty; Leading indicators; Operational efficiency.

Introduction

Safety campaigns in the maritime industry are generally designed to improve workforce awareness, reinforce 
compliance, shape safe behaviour, and support the development of a stronger organisational safety culture. 
Although relatively few peer-reviewed studies evaluate safety campaigns as a standalone intervention, a sub-
stantial body of maritime research examines closely related measures such as safety culture development, 
training, safety communication, and broader safety management initiatives. Collectively, this literature pro-
vides a credible basis for assessing the likely effects and benefits of safety campaigns in maritime operations, 
further strengthened by significant industry expertise and extensive empirical knowledge contributed by mul-
tiple maritime professionals and practitioners.

Various tools used to strengthen safety culture are particularly important in the maritime industry, where safe-
ty performance depends not only on technical systems and regulatory compliance, but also on organisational 
culture, crew competence, communication quality, and the management of human factors. In this respect, 
campaign-based interventions are best understood as part of a wider system designed to strengthen the 
behavioural and organisational conditions that support safe operations. In this context, safety campaigns can 
be regarded as both reactive and proactive tools, depending on their design, and also depending on impetus 
being either by lagging indicators (e.g. incident analysis and lessons learned) or by leading indicators aimed at 
preventing incidents and accidents before they materialise.
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Safety Culture as a Core Outcome of Safety Campaigns

A central theme in the contemporary maritime safety literature is the importance of safety culture as both 
an outcome and a mechanism of safety intervention. Campaigns typically aim to reinforce shared values, 
strengthen communication, signal management commitment, and encourage collective ownership of safe 
behaviour. These are all core dimensions of safety culture identified in maritime research.

Xi et al. (2025) provide strong recent empirical support for this relationship. Using structural equation model-
ling with survey data from 229 ship deck officers and captains, the authors found that safety culture has a sta-
tistically significant positive effect on safety behaviour. Safety material culture, safety system culture, safety 
management culture, and safety value fit all contributed to stronger safety compliance and more proactive 
safety-related behaviour onboard. This is directly relevant to safety campaigns because such interventions 
commonly seek to influence exactly these dimensions of organisational life.

At a broader level, Xu et al. (2023), in a systematic review of 186 studies on maritime transportation safety 
management, similarly identify safety culture, communication, and safety management processes as central 
foundations of resilient maritime operations. Their findings suggest that safety improvement in shipping 
depends not only on formal rules and procedures, but also on the behavioural and cultural conditions that 
support implementation in everyday work. This strengthens the case that safety campaigns are most likely to 
be effective when embedded within the wider safety management system rather than delivered as isolated 
awareness events.

Behavioural Change and Safety Compliance

A principal objective of safety campaigns is to influence day-to-day behaviour. The maritime literature strong-
ly supports the proposition that safety-focused organisational interventions can improve both compliance and 
proactive conduct. Xi et al. (2025) found that stronger safety culture was associated not only with routine 
compliance but also with prosocial safety behaviour, including actions taken in support of collective safety. 
This is significant because maritime incidents are often preceded by unsafe acts, unsafe behaviour, and near 
misses rather than by technical failure alone.

The role of learning, awareness, and reinforcement is also supported by Chowdhury et al. (2024), whose review 
of human factors in maritime engine-room safety highlights the importance of collaboration, training, and 
competence development in reducing operational error. Their analysis concludes that human-factor-related 
accident risk can be mitigated through improved safety knowledge, stronger competency development, and 
closer attention to preventive measures. Safety campaigns that combine communication, learning reinforce-
ment, and behavioural expectations can therefore be understood as practical tools for supporting these forms 
of risk reduction.

Overall, the literature suggests that campaigns are most effective when they do more than provide informa-
tion. To influence behaviour sustainably, they need to reinforce an organisational environment in which safe 
choices are expected, supported, and recognised.
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Human Factors and Error Reduction

The importance of behaviour change is intensified by the central role of human factors in maritime accidents. 
Across the maritime safety literature, human error and human-factor-related failures are repeatedly identified 
as major contributors to incidents at sea. Chowdhury et al. (2024) review the root causes and categories of 
human-factor risk and conclude that these factors make a significant contribution to accidents in maritime 
operations, especially in technically demanding environments such as engine rooms.

This finding is directly relevant to safety campaigns because many such initiatives are designed to address 
human-factor vulnerabilities such as complacency, fatigue, communication breakdown, procedural drift, and 
weak risk perception. Xi et al. (2025) support this interpretation by demonstrating that stronger safety culture 
improves officers’ safety behaviour, thereby addressing the conditions under which errors are more likely to 
occur.

The implication is that safety campaigns can generate safety and business value when they address the 
cognitive, social, and organisational precursors of accidents rather than merely repeating generic compliance 
messages.

Proactive Safety Management and Organisational Learning

Contemporary maritime safety management has increasingly shifted from reactive, incident-driven approach-
es towards more proactive and resilience-oriented models. Xu et al. (2023) note that recent maritime safety 
research increasingly addresses resilience, scenario representation, emergency management, and other ad-
vanced methods aimed at strengthening prevention.

In this context, safety campaigns can be interpreted as one mechanism of proactive safety management. 
They help maintain attention on priority risks, encourage hazard reporting, keep lessons learned visible, and 
provide repeated reinforcement of expected standards. The findings of Xi et al. (2025) suggest that such re-
inforcement is particularly valuable when it strengthens safety value fit and management culture, since these 
dimensions were associated with broad improvement in safety behaviour.

In practice, this means that campaigns are likely to be most effective when integrated within a structured or-
ganisational learning cycle, including incident review, communication of lessons learned, supervisory follow-up, 
and continuous feedback. However, the maritime industry must take a further step by advancing towards 
predictive safety management as a natural evolution of these practices. The utilisation of big data represents 
a critical enabler in this transition, allowing organisations to systematically analyse trends, identify emerging 
patterns, and anticipate potential incidents. By leveraging predictive insights to more precisely target the 
focus of safety campaigns, organisations can move beyond reinforcement and actively eliminate or mitigate 
hazards before incidents occur.

Economic Benefits of Safety Campaigns in the Maritime Industry

Reduction in Direct and Indirect Incident Costs

The most immediate economic benefit of better safety performance is the reduction of incident-related losses. 
In maritime operations, such losses can include impacts affecting life, the environment, the vessel, property, 
cargo, legal costs, and the cost of incident investigation. There are also substantial indirect costs, including 
delay, off-hire time, reputational damage, schedule disruption, loss of customer confidence, and management 
time diverted away from productive operations.
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Raharjo et al. (2026), in their systematic literature review on safety performance and competitiveness in the 
shipping industry, argue that stronger safety performance reduces avoidable incidents and supports lower op-
erational costs, improved efficiency, and stronger long-term sustainability. Because safety campaigns seek to 
prevent unsafe behaviour and reinforce risk awareness, they can contribute to these savings by reducing the 
frequency or severity of incidents.

Operational Efficiency and Reliability

Safety performance and operational performance are closely linked. Safer operations are generally more 
stable, predictable, and efficient because they experience fewer interruptions, fewer emergency responses, 
and less unplanned repair work. Raharjo et al. (2026) explicitly associate improved safety performance with 
efficiency gains and competitive advantage in shipping. Chowdhury et al. (2024) likewise show that strength-
ening competence and addressing human factors can improve operational conditions by reducing error-prone 
situations.

In practical terms, fewer mistakes and incidents mean fewer delays, less equipment damage, fewer disruptions 
to voyage schedules, and better utilisation of assets and crew time. These are economically important gains in 
an industry where margins are often narrow and contractual performance is commercially significant.

Reputation, Competitiveness and Market Position

A strong safety record can also support improved market standing. Raharjo et al. (2026) emphasise that safe-
ty performance can become a source of competitive advantage through improved reputation, efficiency, and 
sustainability. In the shipping market, charterers, cargo owners, insurers, and regulators routinely use safety 
performance as an indicator of operational reliability and management quality. A company that demonstrates 
visible commitment to safety may therefore enjoy stronger commercial credibility and lower barriers in safe-
ty-sensitive markets.

Although the available literature does not provide a direct campaign-to-charter-rate model, it strongly sup-
ports the wider proposition that improved safety performance enhances market competitiveness.

Workforce Stability and Human Capital Value

The human and economic dimensions of maritime safety are closely intertwined. Shan (2022), examining oc-
cupational safety and health challenges for seafarers during the COVID-19 period, highlights the importance 
of communication, wellbeing, and safe working conditions in maintaining seafarer health and operational re-
silience. Where safety communication is poor or risk controls are weak, organisations may face higher fatigue, 
lower morale, poorer retention, and reduced productivity.

Campaigns that focus on wellbeing, fatigue awareness, communication, or safe work practices may therefore 
create value not only by reducing injuries but also by improving trust, motivation, and workforce stability.

Compliance and Avoidance of Business Interruption

Campaigns also reinforce awareness of procedural requirements and support adherence to company rules 
and regulatory expectations. Xu et al. (2023) show that maritime safety management is shaped by formal 
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systems, risk analysis, and emergency management processes, while Xi et al. (2025) show that safety culture 
is positively related to compliance behaviour. Better compliance reduces the likelihood of detentions, failed 
inspections, costly corrective action, or business interruptions linked to safety deficiencies.

Strategic Return on Investment

Viewed strategically, safety campaigns should not be understood solely as short-term administrative costs. 
The literature suggests that they are relatively low-cost interventions compared with the financial conse-
quences of accidents, operational disruption, reputational damage, or workforce instability. Taken together, 
the findings of Raharjo et al. (2026), Xi et al. (2025), and the wider safety management literature support the 
argument that well-designed campaigns can offer a positive long-term return on investment when embedded 
within broader safety management practice.

Industry platforms such as HiLo posit that predictive safety management leads to cost savings. This view is 
supported by academic literature. While authors commonly define outcomes in terms of reduced downtime, 
improved reliability, and enhanced operational efficiency, these effects collectively constitute measurable eco-
nomic benefits through avoided failures and optimised resource utilisation (Ilavarasi et al., 2023; Kalafatelis et 
al., 2025; Simion et al., 2024). Predictive maintenance and data-driven safety management have been shown 
to reduce failures, optimise resource allocation, and improve profitability, thereby confirming that early inter-
vention is more cost-effective than post-incident response.

Safety Communication in Crisis and High-Risk Contexts

The value of campaign-style communication is especially visible during periods of heightened operational 
stress. Shan (2022) demonstrates that maritime workers experienced serious occupational safety and health 
pressures during the COVID-19 crisis, including conditions that affected wellbeing and safe performance. The 
study highlights the importance of communication and institutional support in protecting crews in a rapidly 
changing risk environment.

Although this study focuses on a crisis context rather than routine campaign delivery, it nevertheless pro-
vides useful evidence that safety-related communication can become a critical control during disruption. This 
strengthens the broader case for maintaining regular, visible, and workforce-centred safety campaigns in both 
normal operations and emergency conditions.

Critical Appraisal of the Literature

Strengths of the Existing Evidence Base

One clear strength of the literature is strong conceptual convergence across different study types. Empirical, 
review-based, and qualitative studies all point in a similar direction: improvements in safety culture, communi-
cation, competence, and behavioural awareness are associated with stronger safety performance in maritime 
operations (Arslan et al., 2016; Hasanspahić et al., 2021; Karakasnaki et al., 2018; Kim and Gausdal, 2020; 
Kirwan et al., 2021; Mbong and Bygvraa, 2021; Thai and Grewal, 2006; Veluplay et al., 2020). Xi et al. (2025) 
provide direct quantitative evidence that safety culture positively influences both compliance and proactive 
safety behaviour, while Xu et al. (2023) identify safety culture and safety management processes as recurring 
foundations of maritime safety improvement.
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A second strength is the practical relevance of the literature to the operational realities of the maritime indus-
try. The reviewed studies focus on real maritime problems such as crew behaviour, human error, occupational 
safety pressures, and organisational resilience (Mok, D’Agostini and Ryoo, 2023; Rothblum, n.d.; Sha, 2020). 
Chowdhury et al. (2024) examine operational risks linked to human factors in engine-room environments, 
while Shan (2022) explores the occupational safety and health challenges faced by seafarers during a period 
of extreme disruption.

A third strength is that the evidence base spans multiple levels of analysis, from individual behaviour to sys-
tem-wide safety management and strategic outcomes such as competitiveness and efficiency. This is useful 
because maritime safety campaigns are rarely effective in isolation; their success depends on alignment be-
tween behaviour, supervisory practice, organisational culture, and senior management priorities (Curcuruto et 
al., 2015; Banda and Goerlandt, 2018). Jalonen and Salmi (2009) highlight the importance of safety indicators, 
suggesting that alignment must be measurable and continuously monitored, while Pun, Yam and Lewis (2003) 
indicate that formal Safety Management System (SMS) adoption does not guarantee effectiveness, reinforc-
ing that alignment must be functional, not only structural. Karanikas (2014) suggests safety systems require 
planning, feedback, and control mechanisms, not just alignment between levels.

Limitations of the Current Literature

The most significant limitation is that very few studies explicitly evaluate safety campaigns as a standalone 
variable. In most cases, campaigns are subsumed within broader categories such as safety culture initiatives, 
training programmes, or communication practices. The literature supports the underlying logic of campaigns 
indirectly, and rarely isolates whether a specific campaign caused an observed improvement (Arslan et al., 
2016; Banda and Goerlandt, 2018; Curcuruto et al., 2015; Hasanspahić et al., 2021; Karanikas, 2014; Maurino, 
2017; Mok, D’Agostini and Ryoo, 2023; Thai and Grewal, 2006). This gap highlights the limited attention given 
to assessing the independent effectiveness of safety campaigns and points to a clear need for future research 
employing rigorous empirical approaches capable of isolating campaign effects and establishing their causal 
contribution to safety performance.

A further limitation is the dominance of cross-sectional and review-based methodologies. Xi et al. (2025) rely 
on cross-sectional self-reported survey data, which is valuable for identifying relationships but limited for es-
tablishing causality over time. Chowdhury et al. (2024) and Raharjo et al. (2026) are review studies, and while 
such studies are valuable for synthesis, they depend on the quality and scope of included evidence.

Another limitation concerns context specificity and generalisability. Xi et al. (2025) draw on respondents 
from a specific company setting in Shanghai, while Shan (2022) focuses on seafarers’ experiences during the 
COVID-19 crisis. These studies are highly relevant, but their findings may reflect organisational, cultural, or 
crisis-specific conditions that do not map equally across all vessel types, flag states, or maritime sectors.

There is also a limitation related to outcome measurement. Much of the literature uses intermediate con-
structs such as attitudes, perceptions, safety culture scores, or reported behavioural intentions rather than 
hard operational outcomes such as lost-time injury frequency, near-miss rates, detention data, insurance 
claims, or quantified cost savings.
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Methodological Gaps

The most notable methodological gap is the lack of longitudinal intervention studies. To assess campaign 
effectiveness with greater confidence, future studies should measure outcomes before, during, and after im-
plementation. Without such designs, it remains difficult to distinguish between the effects of campaigns and 
those of wider organisational or regulatory changes occurring at the same time (Banda and Goerlandt, 2018; 
Karakasnaki et al., 2018; Mbong and Bygvraa, 2021; Thai and Grewal, 2006; Xi et al., 2025; Xu et al., 2023).

A second methodological gap is the limited use of objective performance indicators. Much of the existing 
literature relies on behavioural, perceptual, or qualitative measures, with relatively few studies incorporating 
operational data such as incident frequency, lost time injury frequency (LTIF), total recordable case frequency 
(TRCF), near-miss reporting rates, utilisation of STOP work authority, unsafe act, unsafe conditions, port state 
control findings and detentions, contained spills and actual spills, audit non-conformities, third party obser-
vations, machinery failures, off-hire time, and claims history (Banda and Goerlandt, 2018; Jalonen and Salmi, 
2009; Karanikas, 2014; Mbong and Bygvraa, 2021; Veluplay et al., 2020; Xi et al., 2025).

A third gap concerns comparative research design. Existing studies tend to examine specific dimensions of 
safety improvement—such as leadership, safety culture, or behavioural interventions—in isolation, with little 
effort to compare the relative effectiveness of different campaign types or intervention strategies. As a result, 
there is limited empirical evidence to guide the selection of appropriate approaches, such as visual commu-
nication campaigns, leadership-led engagement initiatives, behaviour-based observation programmes, near-
miss reporting drives, or wellbeing and fatigue awareness efforts. This gap is particularly important given that 
the effectiveness of such interventions is likely to vary across operational contexts, yet the current literature 
provides limited insight into which approaches are most effective under specific conditions (Banda and Goer-
landt, 2018; Hasanspahić et al., 2021; Karakasnaki et al., 2018; Kim and Gausdal, 2020; Xu et al., 2023).

Finally, there is a major gap in economic evaluation methodology. While the literature strongly suggests that 
better safety performance supports efficiency, competitiveness, and reduced disruption, few studies calculate 
campaign return on investment in monetary terms. As a result, the economic value of safety initiatives—par-
ticularly campaign-based interventions—remains largely unmeasured. Future research should therefore focus 
on developing robust cost–benefit and return-on-investment models that integrate safety performance data 
with financial outcomes, enabling a clearer understanding of the economic impact of safety interventions 
(Kalafatelis et al., 2025; Mok, D’Agostini and Ryoo, 2023; Raharjo et al., 2026; Simion et al., 2024; Thai and 
Grewal, 2006).

Implications for Maritime QSHE (Quality, Safety, Health, Environment and Energy) Practice

For maritime QSHE professionals, the literature indicates that safety campaigns should not be implemented 
as isolated communication exercises. They should be integrated into the organisation’s wider management 
system, learning processes, and leadership practices. Campaigns are likely to be most effective when they 
reinforce existing risk controls, procedures, and supervisory expectations rather than simply repeating slogans.

The literature also implies that campaigns should target specific behavioural and operational risks. Human-fac-
tor-related findings suggest that campaigns are likely to create more value when they address concrete pre-
cursors of incidents such as poor communication, fatigue, weak situational awareness, procedural deviation, 
empowerment to STOP work when unsafe, or under-reporting of near misses.

A further implication is the importance of internal measurement and evaluation. Because the literature cur-
rently lacks strong campaign-specific causal evidence, QSHE practitioners should build their own evidence 
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base by monitoring campaign-related indicators such as reporting patterns, improved learning and under-
standing, improved effectiveness, observation quality, office personnel involvement, behaviour change, permit 
compliance, and safety perception over time.

Leadership visibility is also critical. Xi et al. (2025) show that safety management culture and safety value fit 
are influential in shaping behaviour, implying that campaign messages require reinforcement by masters, se-
nior officers, superintendents and senior shore management. This perspective is further supported by the prin-
ciples of human and organisational performance, which emphasise that leadership behaviour shapes the oper-
ational system within which individuals act (Conklin, 2019). Without leadership follow-through, campaigns risk 
becoming symbolic rather than operationally meaningful, with limited impact on actual safety performance.

Targeted Improvements for QSHE Practice

Move from Generic Campaigns to Risk-Based Campaign Design

QSHE teams should replace generic awareness campaigns with risk-based interventions informed not only 
by retrospective analysis but also by proactive and predictive safety insights. While incident investigations, 
near-miss trends, audit findings, and high-risk task analysis provide valuable reactive inputs, increasing use 
should also be made of leading indicators, data analytics, and predictive risk modelling to anticipate emerging 
hazards before they materialise. Campaign themes should therefore be dynamically selected and prioritised 
based on both current and forecasted operational risks, such as navigation, mooring, enclosed space entry, hot 
work, work at height, emergency preparedness, line-of-fire exposure, or fatigue management.

Embed Campaigns Within the Safety Management System

Campaigns should be integrated into permit-to-work systems, toolbox talk routines, risk assessments, audit 
plans, and vessel visit agendas. Each campaign should be linked to a specific procedure, checklist, verification 
step, and accountabilities so that messages are translated into operational controls.

Introduce Measurable Leading KPIs for Campaign Effectiveness

Organisations should establish measurable leading indicators. These indicators should be tracked before, 
during, and after campaigns in order to establish whether meaningful change has occurred.

Strengthen Leadership and Supervisory Involvement

Masters, senior officers, superintendents, and senior shore management should take visible roles in campaign 
launch, discussion, reinforcement, and follow-up. Leadership participation is essential if campaign messages 
are to be seen as credible, relevant, and aligned with operational priorities.

Shift from Awareness to Behavioural Reinforcement

QSHE practice should focus not only on sharing information but also on reinforcing specific behaviours. Practi-
cal measures include peer observation, short behavioural checklists, real-case discussions, STOP work author-
ity exercises, and explicit recognition of safe conduct.
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Incorporate Human Factors and Non-Technical Skills

Campaigns should explicitly address human factors such as fatigue, communication breakdown, workload, 
situation awareness, complacency, risk normalisation, procedural violations (work as done versus work as 
imagined), supervision, training and competence gap, human-technology interaction, psychological safety, re-
porting culture, teamwork, organisational pressure, and decision-making under pressure. These topics should 
be linked to vessel operations through scenarios, toolbox discussions, and supervisor-led reflection on recent 
events.

Develop Continuous Campaign Cycles Rather Than One-Off Events

Campaigns should be delivered through a structured cycle consisting of launch, reinforcement, verification, 
feedback, and improvement. A campaign duration of several weeks, supported by repeated engagement rather 
than a single communication release, is more likely to produce sustained behavioural change.

Enhance Crew Engagement and Bottom-Up Feedback

Crew members should be encouraged to contribute examples, lessons learned, and suggestions during cam-
paigns. Short surveys, suggestion tools, and vessel-led safety case sharing can increase ownership and im-
prove the practical fit of campaign content.

Align Campaigns with Commercial and Operational Objectives

Safety campaigns should be linked to broader operational goals such as reliability, voyage performance, cargo 
integrity, and customer satisfaction. Presenting campaign value in both safety and business terms can im-
prove management support and resource commitment.

Build a Structured Campaign Governance Framework

Maritime organisations should establish a standard campaign governance model covering risk selection, cam-
paign design, implementation responsibilities, monitoring arrangements, outcome evaluation, and post-cam-
paign learning. This will help transform campaigns from ad hoc safety communications into evidence-in-
formed risk control interventions.

Conclusion

The literature indicates that safety campaigns in maritime settings are best understood as part of a broader 
system of behavioural and organisational intervention. Although direct evidence on campaigns as a discrete 
variable remains limited, current peer-reviewed research strongly supports the mechanisms through which 
campaigns are expected to work: strengthening safety culture, improving compliance and proactive behaviour, 
addressing human-factor-related risk, enhancing communication, and supporting proactive safety manage-
ment.

The evidence further suggests that these interventions deliver benefits beyond safety alone. By reducing 
accident-related costs, improving operational efficiency, strengthening workforce resilience, and supporting 
competitive advantage, safety campaigns may generate substantial economic value for maritime organisa-
tions. For this reason, they should be treated not merely as compliance tools, but as strategic components 
of maritime safety and organisational performance. The most effective QSHE approach is therefore likely to 
be one in which campaigns are proactive and predictive, risk-based, measurable, behaviour-focused, leader-
ship-supported, and fully integrated into the management system.
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Recommendations for Future Research

The review identifies several important directions for future research on maritime safety campaigns. Greater 
use of longitudinal and intervention-based research designs would strengthen the evidence base by allowing 
safety outcomes to be measured before, during, and after campaign implementation. Such approaches would 
provide a firmer basis for establishing causality and distinguishing campaign effects from concurrent organi-
sational, operational, or regulatory influences.

A further priority is the development of more robust measurement frameworks. Much of the existing literature 
relies on behavioural, perceptual, or cultural indicators, with comparatively limited use of objective operational 
data. Future studies should integrate behavioural measures with performance indicators such as incident fre-
quency, near-miss reporting, permit-to-work compliance, safety observations, audit findings, port state control 
outcomes, equipment reliability, and claims history in order to provide a more comprehensive assessment of 
campaign effectiveness.

The literature would also benefit from comparative evaluation of different campaign formats and interven-
tion strategies. Current evidence provides little guidance on the relative effectiveness of approaches such as 
leadership-led engagement initiatives, behaviour-based safety programmes, near-miss reporting campaigns, 
visual awareness campaigns, and wellbeing-focused interventions. Comparative studies conducted across dif-
ferent vessel types, fleet segments, and operational environments would help identify the conditions under 
which particular approaches are most successful.

The growing availability of leading indicators, predictive analytics, and big-data methodologies presents an-
other promising avenue for research. Future investigations should examine how proactive and predictive safe-
ty information can be used to identify emerging risks, trigger targeted interventions, and optimise campaign 
design before incidents occur. Such work would contribute to the ongoing transition from reactive to predic-
tive safety management within the maritime sector.

There is also a clear need for more rigorous economic evaluation. Although existing studies consistently sug-
gest that improved safety performance contributes to operational efficiency, organisational resilience, and 
competitive advantage, little research has quantified the financial returns associated with campaign-based 
interventions. Future research should therefore develop cost-benefit and return-on-investment methodologies 
capable of measuring the economic value generated through reductions in incidents, operational disruption, 
equipment failures, claims, and other safety-related losses.

Collectively, these research priorities would strengthen the empirical foundation of the field, support more evi-
dence-based decision-making, and improve understanding of how safety campaigns contribute to both safety 
performance and organisational effectiveness within maritime operations.
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