Abstract preview

Networking around a common issue
- From wordsto action in the case of clean Baltic Sea

Tiina Ritvala
and
Asta Salmi

Helsinki School of Economics
International Business
P.O. Box 1210, FI-00101 Helsinki, Finland
tilna.ritvala@hse.fiasta.salmi@hse.fi

ABSTRACT

The most pressing and complex contemporary socistales can only be solved by networking among
different actors and by extensive, often intermalpcooperation. One of the environmental isshas have
been recently acknowledged to call for attentiod anoperative efforts is the state of the Baltia.SEhe
Baltic, and seas in general, are examples of theéebless world and dependency between countries airh

of this paper is to investigate the early emergeoicécollective) action around a common issue (poor
condition of the Baltic sea). We are interestethirole of network mobilizers in promoting theuesand its
solutions, as well as the mobilization mechanisinas the key players are using. The analysis cosdaow

an actively and widely presented interest in tiseiesby very different types of actors becomes thing®
concrete actions. The key contribution of the papeto offer a rich case study of network developtne
around a common issue to understand better madidizaFocus on an environmentally related problem
means that the implications have wide applicatienenvironmental concerns are bound to increase in

importance, not only in the Baltic Sea region, &lgb globally.
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1. Introduction

The most pressing and complex contemporary socistales can only be solved by networking among
different actors and by extensive, often intermalpcooperation. Examples of such far reachingrirational
issues, in which business is implicated too, ammatk change and environmental problems (Maguire &
Hardy, 2009; Wijen & Ansari 2007). One of the epwimental issues that have been recently acknowdedge
to call for attention is the state of the Balti@S€&he Baltic, as seas in general, are exampldsediorderless
world and dependency between countries. Climatagdhavill have a significant impact also on the BaBea
ecosystem requiring even more stringent actionsLEEM, 2007). Several different types of actors (for
instance, representatives of cities and non-goventah organizations, NGOs) have become interestethd
also committed to protecting the Baltic Sea. Agd¢hare many initiatives by different actors, allliog for
cooperation and networking around the common isti®,provides an interesting area for investigatod
how actors are being mobilized into acting towaadsommon goal in practice. Indeed, as the number of
initiatives and number of interested parties hagenbexploding, it becomes crucial to see how thelsvare

put into action.

This paper builds theoretically largely on the INMerature, but incorporates ideas from the literas on
institutional entrepreneurship (DiMaggio, 1988gBtein, 1997) and social capital to study the nizdtibn of
cross-national issue networks. It has earlier basgyued that social capital, a network of relatigmsh
possessed by an individual or a social unit (Na#tagi Ghoshal, 1998) forms a critical preconditiar f
network mobilisation (Partanen et al., 2008). EBaly, we see that for changes in the broader asks/to
take place, the impulses for change need to bdedest individual relationships (dyads) (Halinemr,

Havila, 1999) and often, interpersonal ties areieifit channels for promoting these impulses.

According to the IMP view, networks have been geenclude different types of actors — including oaly
(industrial) business firms and their (direct) cmsérs and suppliers, but also various types ofospaiitical
actors. Thus the conceptual and empirical focusokeas broadened from inter-firm exchange relatiqssto
networks involving a diverse range of actors suElg@ernments, supranational authorities, tradensnand
public and private intermediary actors (Hadjikhand Lee, 2006; Hadjikhani, Lee, and Ghauri, 2008V
and Wilkinson, 2004). Previous case studies orptiigical behaviour of MNCs show that the relatibips

between business and non-business actors arereated (Hadjikhani and Ghauri, 2001).

The aim of this paper is to investigate the eamhergence of (collective) action around a commouneds§Ve

are interested in the role of network mobilizerspiomoting the issue and its solutions, as welithes
mobilization mechanisms that the key players amegushe analysis concerns how an actively and lyide
presented interest in the issue by very differgmies of actors becomes turned into concrete actions
Furthermore, as the Baltic Sea Region countrigerdifi their cultural and institutional featurebgetpaper
aims to find out which mobilization mechanisms hbaeen in these different settings. The key contidibuof

the paper is to offer a rich case study of netwdekelopment around a common issue to understaner bet
2



Abstract preview

network mobilization. Focus on an environmentajated problem means that the implications haveewid
applications — environmental concerns are boundadease in importance, not only in the Baltic &sgion,

but also globally.

2. Theoretical basis

The paper builds on the theoretical work by indaktmarketing and purchasing (IMP) scholars. By
concentrating on the cooperation between diversgsaaround the common issue, this research cortgsiio
the “opening the network” (Golfetto, Salle, Borghi Rinallo (2007:845) to a complex societal seitin
unlike common to most IMP studies. Yet, a numbetMP scholars have recently extended the focus of
analysis from predominantly business networks amdsf as actors, to involving different types of ast
(including political, third sector) and covering hiple types of networks (e.g. Brito, 2001; Welchda
Wilkinson, 2004; Hadjikhani and Lee, 2006; Hadjikha_ee, and Ghauri, 2008; Ritvala and Salmi, 2008)
Therefore, the industrial networks approach isitallly capable of analysing wide inter-sectoratworks
around a common issue. Still, with few exceptioHadjikhani and Ghauri, 2001; Welch and Wilkinson,
2004, 2005) existing analyses of public-privatevaeks within the IMP tradition tend to be limited single
countries, and more international extensions aeeles Current problems — global warming, poverty te

use of child labour, for instance — are not gedgicglly isolated but raise global concerns.

The complexity of such issues which reach beyongdlsicountries is high and their solving is likébyresult

into multiple coordination problems. Besides patglyt conflicting goals and priorities of differemictors
(e.g. public and private sector), cultural anditngbnal differences between countries that pgoéite in issue
solving make the coordination problems more severdnas been found, for instance, that institutiona
differences are reflected in differences in businesworks between Russian, Chinese and West Europea
networks (Salmi, 1995; Jansson, Johanson and Ram&@)7). These differences may be multiplied when
there are public, private and third sector actargolved. Therefore, more theoretical and practical
understanding is urgently needed on the role durall and institutional context on effective stgits on

building networks around pressing contemporaryassu

Solutions to complex issues call for changes inymastitutionalised beliefs, values and practicdserefore,
the literature on institutional entrepreneurshiges a fruitful addition to the analysis. Institutal
entrepreneurship refers to “the activities of actwho have an interest in particular institutioaabngements
and who leverage resources to create new institwtar transform existing ones” (Maguire, Hardy, and
Lawrence, 2004, p. 657; DiMaggio, 1988). The litera on institutional entrepreneurship stressesdteeof
guiding actors such as entrepreneurial individu@lawrence and Phillips, 2004) or powerful firms
(Greenwood and Suddaby, 2006; Sherer and Lee, 20023titutional change. Yet, institutional charigea
highly complex social change process, which netassi the participation and support of a diversgeaof
actors, like the cases of global climate policy jaiand Ansari, 2007) and the use of child labdraf,
3
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Munir, and Willmott, 2007) well demonstrate. Cehirasuch complex institutional change processethes
formation of networks by opposing actors (Hargrawd Van de Ven, 2006). Following Trist's (1983)ade
significant social issues cannot be tackled by ianyidual or organisation alone but solving of Bussues
takes place in the inter-organisational domaintitliisonal change in such settings necessitatefietdoe
institutional entrepreneurship” (Mdllering, 200&yhich refers to “the process of overcoming collesti
inaction and achieving sustained collaboration agmmmerous dispersed actors to create new instisior
transform existing ones” (Wijen and Ansari, 2007,1979). This emphasises the collective mobiligatio
aspect of institutional change, the process of amraing “collective inaction” (Olson, 1965; Wijen &n
Ansari, 2007) and the necessity of gaining supfram a wide array of actors. Therefore networks and

successful network mobilisation are at the heasobfing pressing societal issues.

Mobilisation of other network actors has been stefiorm a key factor influencing network dynamics.
Indeed, early on it was noted that to bring abtwatnge, the company needs to mobilise its partoergltice
change and affect its business relations. In atgymgt to accomplish things (e.g. cooperation) imetwork,

other actors need to be mobilised, and for this)dsobetween the actors are necessary (Hakansson and
Snehota, 1995, p.203). Mobilization has been dismlisfor instance, in the context of foreign maetry.
Axelsson and Johanson (1992, p. 221) note thataetequestions then are “who could be mobilizedibat,

by what”. These form relevant questions for oudgttoo, as we investigate how the change initiatmosind

the common issue (Clean Baltic Sea) mobilize otiogors to change their behaviour.

Network mobilisation goes beyond dyadic relatiopshand interactions. It is seen as a dynamic psoogs
forming groups or other associations for the pursucollective goals where organisations interaadsi shape
and develop the rules that constitute and goveeir telationships (Brito, 2001; Mouzas and Naud#)7).
Araujo and Brito (1998) stress the role of multdegames that a small number of actors play to hsebi
collective action and to change power positionfiwinetworks. In the context our study, an issugvagk is

a loose, temporary coalition of actors that ememyesind a common issue to influence through callect
action(s) existing beliefs, norms, policies andcpices and is reflected in network relationshipsa{§o and
Brito, 1998; Dahan, Doh, and Guay, 2006). Also faisorelying on the stakeholder approach have
investigated collective action and mobilization {Rdy and Moldoveanu, 2003). Our approach here takes
broader perspective to networks, not limiting thalgsis to any one actor and its stakeholdersrdiber, we

see that wide, overlapping networks with differgtbnnected actors may be involved in the processes

Despite the previous work on mobilisation (Araujud&Brito, 1998; Brito, 2001; Lundgren, 1992), Mosiza
and Naudé (2007) are the first IMP scholars to ieityl discuss the underlying processes of network
mobilisation. Their model of network mobiliser arttiates network mobilisation as a sequence of five
interdependent phases as organisational challemgeaiork insight, business propositions, deal, docia
contract andsustained mobilisatioMouzas and Naudé, 2007). Our focus is on the garly phases of this

process, and furthermore, our approach extends/atvement of a wide variety of different actors.
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In network terms, according to Easton (1992, p. ‘24)y change in a network requires resources to be
mobilized. In particular existing actors not onlged to have the necessary resources but also thandi
interest to deploy them. On the other hand any, flrawever apparently powerless, may initiate chahge
can draw upon the resources of the whole netwonkilye of the acceptability of the change”. Theref we

see that common concerns around difficult issue®rbe actions and cause concrete changes onlye if th
results may be seen in changing networks. Simuitasig, very different types of actors via different

activities may play a key role in causing the cleng

It has been argued that even in case of sweepgmpels and fundamental macro-level developmentsoriet
dynamics are initiated at the level of individuaelationships (Halinen, Salmi and Havila, 1999);ctuse
changes at the level of networks, the impulsescf@ange need to be created and acted on at individua
relationships. Indeed, individual relations maydmth the source and transmitter of change. Thusankt
mobilisation requires that an issue is recognisedl acted on by several actors in the network, ded t
actions/reactions cause changes into their rektips, which in turn, may cause the changes tadptether

in the network (Havila and Salmi, 2000). Earlievastigations on ideological changes affecting netwo
composition mostly concentrate on major politidaaieges such as transition into a market economyn{Sa
1995, 2004) or EU integration (Elg and Johanss@96). Current problems, such as global warming and
poverty are not geographically isolated but raik#b@ concerns. Solving such issues requires clrange
social and political values and behaviour thatrafiected in changing rules and regulations, arehally in

network relationships and activities (Welch andRivison, 2004).

We expect that individual actors (both organizati@md individuals) play a key role in mobilizinghets
around a common issue. The individual people mag atsort to their personal contacts for this psepo
Each individual has his/her personal contact nékwatich is based on his/her personal history, fami
friends, education, and earlier tasks in varioumdi and organisations. This network, ‘the relatmms
sediment’ as called by Agndal and Axelsson (20p2)yides a basis for business interaction, and beay
used for working on the emerging issue. Accumulatezial capital also several potential benefitigtireg to
information exchange; influence, control and povesrwell as solidarity (Adler and Kwon 2002), whiclay
be used for mobilization purposes too. Network rimdris need to act as institutional entrepreneamd, they
need to possess a multitude of skills, includingordy social and interactional skills but parti&dy political
skills (e.g. Fligstein, 1997; Garud et al. 2002patwact financial and political support and legiicy for their
cause and further actions. Still, the question resnaf what makes some actors to become initighmrs

change.

For our study, given the common concern — envirortalecondition of the Baltic Sea - the questionnthe

becomes of the actors to giving not only lip-seeyiout also entering into actions that then reauthanges in

business and other relationships. Based on theeatliscussion, the key research question of thigmip

How the interest in the issue of clean Baltic Se&urned into concrete actionsNe investigate the early

emergence of (collective) action in the issue dahce, we are interestedwho the key network mobilizers
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are and what the mobilization mechanisms are that they wsimg? This study focuses on the initiatives
conducted in Finland, but in the future we shalleed the study into other countries, as it is don &
understand how different economic and institutios@ironments of the Baltic Sea Region countriey ma

affect network mobilization.

3. Research Design, Data and Analysis

We use a single in-depth case study to investigatenetwork mobilisation around a common issue lgieid
over time and how collective action enabled instnal change. Single cases are often used to @éxten
existing and build new theories (Dyer and Wilkih891; Siggelkow, 2007) and are commonly used tdystu
both network dynamics (Easton, 1995; Halinen anchi®ds, 2005) and institutional change (e.g. Zilber
2002; Maguire and Hardy, 2009). We adopt a proa@ssase-study approach where not only the legatlyeof
past but also processes in present and futurdgifeett1997) are studied “hands-on” (Dawson, 1997402)

to map network changes. The initial analytical feanare built on the earlier studies, but we adaopt a
abductive approach (Dubois and Gadde, 2002), vitbecinteraction between the empirical and thecakti

areas and where the framework may be redirecteddltire process.

The empirical case focuses on the efforts to imrine environmental state of the Baltic Sea. Wecsedl
this particular case because it represents a cpoi@ny pressing issue the solving of which requimtes
types of networks across national borders. Motiptdifferent actors in different countries is also
challenging, particularly as visible results froffoets made are visible after a long delay. Thigetyf context
provides us with a rare setting to study networlbitimation around a common issue, and enables usake
new theoretical insights on actual mobilization hsusms. Due to the public interest on the isgus,rather
well-documented in scientific and popular presssThade data collection feasible as comes to fqdme

key actors and initiatives.

We use an embedded single case study design (¥@8) 2vith three embedded units of analysis formgd b
three distinctive project to protect the Baltic S€ar first case is the Baltic Sea Challenge bydities of
Helsinki and Turku in Finland. In June 2007 the teities launched a challenge to 600 actors arobad t

Baltic Sea to join forces in the mattevw(w.balticseachallenge.feOur second case is the Clean Baltic Sea

Project by the John Nurminen Foundation, where eveentre on the efforts to introduce phosphoruorein
from the wastewater in the City of St. Petersbiige third case is the formation of the Baltic Seaigh

Group, and its recent formation of a project tatmanure from animal production in the Leningradjign.

We started collecting data in the form of seconadlrguments to ensure that we cover all importaojepts

around the clean Baltic Sea. This ensures conveegand triangulation of events (Yin, 2003; MagLarel

Hardy, 2009), but also increases our understanafiige multitude of ways that the issue is seeiiffgrent

actors (Stake, 2005). A multitude of data sourcektide, for instance, diverse records, brochuressaation
6
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plans of the Helsinki Commission (HELCOM, see Set#d below), written material and presentationsnfro
the three projects around clean Baltic Sea, inodioth public material and organizations’ intenmalterial.

The use of these documents allows us also to aoratdand augment evidence from interviews (Yi30

Six in-depth interviews of nine people were condddin Helsinki in February-May 2009 in order to eal/
the motivations of various actors, and measuresntak the projects around the clean Baltic Sea. The
interviewees were representatives of private fotiods, the city of Helsinki, the Ministry of ForeigAffairs,
Finnish Business & Society Network, and a shipgingipany. Our interviews have focused on the network
mobilizers, because our theoretical interest wash@ early network mobilization. The interviews téabs
between one and half and two hours, and all intgrsi were digitally recorded. Each semi-structured
interview covered five broad areas: 1) the histang background of projects related to the enviroriaie
state of the Baltic Sea; 2) key actors and rol¢prating principles and decision making in pectje 4)
international cooperation in projects; 5) the intpafckey individuals and their social networks imlpilizing

issue networks.

Our data analysis proceeded in the following marWér initially built an event history database (M#:Ven

& Poole, 1990) based on the secondary data, whereollected data on the key events, actors an@gmsoj
around the environmental state of the Baltic Seathe second stage of our analysis, we analyzed the
interview data to find out different actions takerthin the three distinctive projects. In thesehivitcase
analyses (Yin, 2003) we tried to find out variougamanisms that were used, either consciously or
unconsciously by the network mobilizers, to geteothctors involved, and what actually motivatededént
actors to participate in the projects. In the regage of our analysis we compared the underlyinghanr@sms

and activities across the cases to find out whetimeitar or distinctive patterns are found (Eisenlal989).
Some basis for comparison was found also in a stodgerning another globally important issue ratato
health and heart disease (see Ritvala, 2007, Ritvad Salmi, 2008)

In the next section, we start by setting the sdenanalysis by introducing our case on the cleaiti®Sea

and the three embedded cases.

4. Turning wordsinto action in the case of clean Baltic Sea

Common concerns

The Baltic Sea is in alarmingly poor condition. Bphication, i.e. high nutrient enrichment whichmstlates
the growth of algae, has long been recognized ashifpgest and most serious threats to the Balte Se
Eutrophication leads to reduced water quality, Whecreflected in blooms of potentially toxic cydnaateria
that are a nuisance to bathers and other recreatimg the coasts of the Baltic Sea. (Olofsson8200is a
consequence of human activity such as agricultommunity wastewaters, industry, energy productiod
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traffic (excessive loads of nitrogen and phosphorBssides nutrient discharges, hazardous substaar

increasing ferry traffic are among the key issi@nsce eutrophication first become apparent in 0% and

1980s, considerable financial investments have lected into reducing nutrient discharges inte sea.

Generally, efforts at reducing phosphorous from icipal and industrial sources have been more sstdes
than those aimed at reducing agricultural loadfHglsinki Commission, 2004; Baltic Sea Challeng20D).

This issue of environmental state of the Baltic 8eaot new, however. Already three centuries agar
Peter the Great, was the first authority to suggestsures to protect the Baltic Sea (HELCOM, 2004:5

"The riverbanks and sewers [of St Petersburg] niestvell contained so that they are not
covered with earth. Every citizen is responsiblekieping the bank in front of his house
clean. All garbage should be collected and broughtertain place- but in no way dumped
in the river. Culprits must be punished harshly."

While in the 1960s there was an increasing awasenéshe deteriorating environmental situationsthad
Baltic Sea, it was only in the 1970s that significaneasures were taken to protect the sea. In 18&2)nited
Nations Conference on the Human Environment wag imeStockholm, and subsequently in 1973 the first
intergovernmental expert meeting about the Balda ®ok place. Finally, in 1974 a historical mibest was
reached along the signing of the Helsinki Convemtidnere all the sources of pollution of the seaewaade
subject to a single convention and along the faumdif the Helsinki Commission (HELCOM). HELCOM
works to protect the Baltic Sea from all sourcepaifution through intergovernmental cooperatiomwsen
Denmark, Estonia, the European Community, FinlaBdrmany, Latvia, Lithuania, Poland, Russia and
Sweden. It is noteworthy that, co-operation arotiredBaltic Sea started during the Cold War era,nathe
region was divided by the Iron Curtain. The prdtectof the Baltic Sea was among the first issues the
states of the Baltic Sea area decided to cooperattHELCOM, 2004, 2007). HELCOM is not a regulativ
body, rather it gives recommendations and actswatehdog and caretaker of the Baltic Sea regiohas
gained, however, a strong status and legitimacy,adinthe actors we interviewed build their actidresavily

on the recommendations made by HELCOM.

The environmental state of the Baltic Sea is th@rmon concern of all coastal states of the Baltia. S&et,
earlier studies suggest that often countries havwalsncentives to participate in cooperation totpct the
Baltic Sea unless they are compensated by othertrees (Olofsson, 2008). Therefore, an importargsgion
is how to get all countries to cooperate as theag be a temptation to free-ride. This question se@ous

one, particularly, when visible results from theanling-up the sea become visible with a delay.

However, from our analyses it is clear that mangmacfrom different countries are involved in thetection
of the Baltic Sea. These actors range from goventah@nd research bodies to city and regional nedsyo
non-governmental organizations (NGOs) and civilietyc to firms and private foundations. Figure 1.

visualizes the key actor types that participatd@protection of the Baltic Sea and lists somargias.
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Figure 1. Key Actorsand Examples

We concentrate on three different initiatives totpct the Baltic Sea. First, we discuss the Bahaa
Challenge campaign of the cities of Helsinki anaKliuin Finland, and how the challenge aims to nindil
the international city networks called the Uniortted Baltic Cities (UBC) and the Baltic MetropoNetwork
(BaltMet). Second, we analyze the pioneering wooked by the John Nurminen Foundation in removing
phosphorous in the wastewater in St. Petersburgooperation with Vodokanal St. Petersburg, a state
enterprise wholly owned by the city of St. PetergbTThird, we describe the recent efforts of thdtiB&ea
Action Group (BSAG), one year old Finnish privataufidation, in the treatment of manure from animal
production in the Leningrad Region. After descripithese initiatives, we discuss central network
mobilization mechanisms that we found and, finallle propose a model of value-based mobilization of

networks around a common issue.

4.2 Baltic Sea Challenge by the Cities of Helsinki and Turku

In June 2007 the Finnish cities, Turku and Helsinkhde a commitment to improve the environmentkst
of the Baltic Sea as declared by their mayors. gda is to improve both the local waters and theaeBaltic
Sea. The cities encourage each other in positiagetition in improving the state of sea togethahwather
actors: public sector including research and edwutatrganizations, farmers’ associations, enviromtale
NGOs, sailing clubs, and especially firms. Theesitidirect activities tackle problems such as pemirce
load and scattered load of nutrients from settldmand agriculture, management of contaminatedrsads
and handling of wastewaters from shipping. Therauti measures include taking part in research heget

with universities, funding of research, public agragss-raising and international co-operation. Tda gf the
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Baltic Sea Challenge is to involve and commit amynactors as possible to protecting the Baltic Sée.
protection measures start with considering sudbéendevelopment in everyday choices, and gradumadie
them inseparable from actors’ regular activitiesttBcities have coordinators of the Challenge aradird
steering group to supervise and plan the activifié® challenge was first sent to local regiondharities
and organizations directly related to eutrophicatsemd other major environmental hazards concerthiag
Baltic Sea. Later private organizations and comgrmmiere challenged. In the first phase 600 chadlemgere
sent. In June 2008 Helsinki challenged internatienazising companies to discharge their waste vgafiem
passenger ships to city sewer systems in harbaaste water receiving facilities without a sepacdttarge.

In early 2009, the challenge was sent to the 18@dsit Finnish companies.

The Baltic Sea Challenge is in the process of matéonalizing, the goal being to start a municifzalel
challenge project including all countries around Baltic Sea. The challenge has received alreadifiy®m
responses from Tallinn in Estonia, Riga in Latvia &tockholm in Sweden. In May 2008 a letter was @

all UBC member cities regarding the acceptancenefdhallenge in their own activities. Besides UBSba
BaltMet network has accepted the Challenge indtea plans. BaltMet represents a forum for capitahd
large metropolitan cities around the Baltic Sedoriihgs together the cities of Berlin, Copenhagdéelsinki,
Malmd, Oslo, Riga, Stockholm, St.Petersburg, Tallidilnius and Warsaw. The main goal of the netwisrk
to promote innovativeness and competitiveness @ Bhltic Sea Region by engaging cities, as well as
academic and business partners, into close coaperanother focus area is identity building andrkeding

of the whole Baltic Sea Region. One of the keyehswof the Baltic Sea Challenge is to maintaintihginess
and tourism image of the region, including the gate between St. Petersburg, Helsinki and Tallinn

(Interviews and Baltic Sea Challenge, 2008; httpuil.balticseachallenge.net)

4.3 Clean Baltic Sea project of the John Nurminen Foundation

The John Nurminen Foundation maintains Finnishucaltheritage through maintaining seafaring tradgi
and maritime history, and protecting clean watdricW is a significant part of Finnish national itign The
foundation has acted as a pioneer in the protedfidthe Baltic Sea through mobilizing funding frdfimnish
companies and private donors. In spring 2004 thendation decided to start a concrete project fer th
protection of Baltic Sea. This initiative was ceghby the Chairman of Foundation’s Board, Juha Nuem
whose hobbies have since childhood been relatdteteea (e.g. navigation). The goal of the CledtidB&ea
project is to reduce the eutrophication of the iBafiea in a quick and visible way. In accordancth ws
ideology, loaned from business life, the rule afirtb of the Clean Baltic Sea project is to alloctite
activities to where the best results can be acHievewith the Ilowest cost

(http://www.johnnurmisensaatio.fi/?cat913The foundation takes donations from private zeitis and

enterprises. An important form of donations is mageompanies who donate their own expertize th s
consulting and advertising services. Further, megace donated by the main Finnish newspaper Ideisin

Sanomat, has been crucial for the project.
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The first target of the foundation was the chemighbsphorus removal to the three biggest wastewater
treatment plants in St. Petersburg, which is tlggédxst point source of phosphorus of the Gulf ofdfid. The
Clean Baltic Sea project aims to cut up to 70 peroé the phosphorus emissions, which correspoods/t
percent of the total algal phosphorous load in@uwf of Finlans (Nurminen, 2006). The project ignbe,
aligned with the international policy debate, whamgestment in wastewater treatement capacity e th

countries of south and east of the Baltic Sealisicoed to be most cost-effective (Olofsson, 2008).

The Clean Baltic Sea project kicked off in 20055in Petersburg. The cooperation between the Cledtic B
Sea Project staff, Vodokanal and the City of StteRburg has proven to work well. Establishing a
relationship of mutual trust with Vodokanal, andrtigalarly with its Director General Mr. Felix V.
Karmazinov, has been the most important elemenihefClean Baltic Sea project (Nurminen, 2006). Wide
social networks across the levels of the societyaakey asset in the implementation of such a ywidgect.
For instance, the Clean Baltic Sea project is utidempatronage of the President of Finland, Tagéoken.
The project reached an important milestone whenldlgest wastewater treatment plant in St. Petegsbu
deployed an efficient chemical phosphorus remowethiod. Participants at the inauguration held oroet
first 2007 included, for instance, President Halgnine Minister of the Environment of Finland Kimmo
Tiillikainen, and St. Petersburg’s Debuty Governakiil Oseyveski. The role of the Finnish Minist¥/the
Environment has been central as it has funded ¢sessary equipment deliveries as well as variousiten
tests. Extensive cooperation with the Finnish Ken@roup, which provides water treatment solutidrasie
also taken place. In 2006 Vodokanal and Kemiraesiggn agreement extending to the year 2015 anddhavi
the objective of developing and producing new cloailsiin St. Petersburg to be used in producingkitin
water and cleaning waste water

While the wastewater treatment is now in a rel&figywod shape in St. Petersburg, the situationdssevin
other Russian cities along the coast of Baltic $eajnstance, in Kaliningrad where there is not gay
cleansing of waste water. In terms of the amoumtudfitions, Poland is the biggest source, asd mme to
almost half of the residents based in its watersiighe Baltic Sea. The John Nurminen Foundatiorke/m
co-operation with other actors such the SwedishnBation Baltic Sea 2020, Polish cities and the oity

Helsinki in Poland.

4.4. The Baltic Sea Action Group (BSAG)

The Baltic Sea Action Group (BSAG), officially knowas the Foundation for a Living Baltic Sea, was
registered on March 2008 by Mr. llkka Herlin, Msag®a Kankaanrinta and Ms. Anna Kotsalo-Mustonen.
Similar to Juha Nurminen’s personal commitmenhimissue of clean Baltic Sea, strong personal r@bins
drove the establisment of the BSAG. llkka Herlird Har a decade considered various ways to protect t
Baltic Sea, while Anna Kotsalo-Mustonen had kepahbatical year and donated countless working haurs

order to work pro bono for the state of the BaBliga (in John Nurminen Foundation). The idea of iklerl
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Kankaanrinta and Kotsalo-Mustonen, who all havaekground with the John Nurminen Foundation, was to
address a wide range of critical issues of thei®&ea region. This is quite opposite of the JolunniNnen
Foundation, which focuses on municipal waste watke mission of BSAG is “A holistic overview and We
targeted concrete actions”, and it divides itsaadiinto four programs: agriculture & bioenergyast and
safe maritime activities, hazardous waste and iatre® solutions. This division follows the guidaemof the
HELCOM Baltic Sea Action Plan (2007).

The basic operation model of BSAG is with the hefiscientific experts to identify and analyze alpem
based on latest research findings and then to byliibject that outlines concrete action. Centrsks$ beyond
financing are, for instance, removing various typédriction from collaboration, lobbying high pttal
forces, and to lessen bureaucracy. BSAG aims agibng together a wide variety of actors from thdljmy
private and civil sectors and to use the know-hamd eesources of the private sector to concretemrti
throughout the Baltic Sea area. BSAG argues thid iatural that the businesses that have opesgation
somehow related to the Baltic Sea also engageciptbservation process. The key asset of BSAGhiwad

and complementary network of contacts that the dews bring together: from political decision makers

business leaders. (Vuorinen, 2088p://www.bsag.fi/en/bsap/

BSAG's first project of the Agriculture program ammns the treatment of manure from animal prodadtio
the Leningrad Region. BSAG argues that the mamara RO million chickens creates a nutrient inpuicih
is of the same magnitude than the phosphorus losan fthe St Petersburg wastewaters

(http://www.bsag.fi/fen/bsaly/ The biggest poultry farm with 3 million birds ithe Leningrad Region

corresponds to all lay chicken in the whole Finlaftie farm has started cooperation with the Finnish
company Biolan, manufacturer of growing mediastilieers, soil improvement materials and environtaén
products, in order to process the manure into esebérgy. BSAG joined the cooperation in orderastén
the process by keeping it also at the politicalnaige both in Finland and Russia. BSAG actively clees
cooperation with major Russian companies to stantlay types of projects in other poultry farms time
region. The foundation argues that solving this mmarproblem is essential and the most cost-effigiezan

to reduce euthrophication and related blue gregaeah the Baltic Sea.

One of actions where BSAG is involvedTifie Baltic Sea Action Summit, which will be orgaetsin
Helsinki in 2010 to offer a platform for heads aéte, companies, business leaders, NGOs and
individual citizens to contribute to the carryingtf actions to save the Baltic sea (www.bsas.fi).
The opening ceremony involved representatives effimnish state: “President of the Republic of
Finland Tarja Halonen, Prime Minister of Finland tild/anhanen and Chairman of BSAG llkka
Herlin opened the Baltic Sea Action Summit (BSA&N| venture. They invited the heads of state
and governments around the Baltic Sea as well &ficpand private sectors to participate with
commitments for concrete actions to save the B&#ea.“(www.cargotec.com). In the video clip

from the opening ceremony, e.g. President Tarjamal was asked whether we still can save the

12



Abstract preview

Baltic Sea. She replied that this is still possilas there is an apparent common will to ‘cure the
patient’. She noted that this will however be agl@mocess, just like the worsening of the statéhef
sea has taken a long time, and it will take stanaima extensive cooperation involving actors from
both the public administration and other sectofge 8lso pointed to the key role and activities of
nongovernmental organizations, as well as compamiésch can in their own activities and

innovations advance the common cause Bsdte&e Sea Action Summit , 2009, videoclip, in Fisi).

4.4. A Mode of Value-Based M obilization of Networ ks around A Common | ssue

In this section, we enrich our findings with intiewy quotations and propose a new mobilization meisinas
we term “value-based mobilization”; thus we stauilding a model of value-based mobilization around

common issue.

All of our three embedded cases strongly suggest garsonal commitment and face giving by the top
managemenis crucial for successful network mobilization. iFtwas reflected in our interviews in the

following manners:

“I believe that the key explanator for the succefsthe concept is its origin. | can assure that
we’'ve done nothing — How delighted | would be ty faat I've came-up with the initiative -
that I've produced this. But | haven't. It was iretminds of the top management. The initiative
came from them and in every stage they have sugghahd been personally involved:’
Director

"This started extremely well as there was a clagget- there was an order. First private money
came and then company money. | started with my mwney and then mobilized my personal
relationships.-Chairman of the board

Our findings suggest that network mobilization arda common issue commences with eager and antitiou

people that are willing to capitalize on their slotial networks:

“...it is the social network in my childhood [that regported their project], they are people
who have succeeded in their life. That was somgthinidn’t realize beforehand. ” €o-
founder

It seems to be typical for these types of netwahed they consists of rather weak ties (Granovett®v3)
such as school classmates networks or businessiatapces, which are then activated for the comgumnd
purpose. While the idea that the network of refetiops possessed by an individual forms a critical
precondition for successful network mobilizationnist new (Nahapiet & Ghoshal, 1998; Partanen et al.
2008), our findings stress the relational dimeng@mmmon norms), and suggest a particular predonctnd

driver for network mobilization. This is ahared value bas¢hat makes the protection of Baltic Sea a
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meaningful and important undertaking. We term thakie-based mobilizatiorShared value base appears to
legitimize the ‘exploitation’ of relationship sedemt (Agndal & Axelsson, 2002) for the common gdiaalso
acts a kind of glue that connects individuals viilterogeneous backgrounds: from political decisnakers

to business leaders and researchers:

"We kept a seminar where we said, that with thagethings we can fix this... The athmosphere
at the seminar was extraordinary — like in a religi movement where people stand up.”
Director

"At the beginning | was suprised when when | wentalk to them [potential donors] | got the
exact same response — word by word: 'l remembemwhes a child wade across the [clear]
water ' | realized that it is in the collective mem of the whole generation in Finland. And now
we are so concerned that we’ll loose thisCe-founder

Individuals’ values are naturally embedded in th@ader national and societal values. According tecant
survey, the majority of Finns think that protectithge Baltic Sea should get more emphasis on thadior
policy of Finland (EVA, 2008). In fact, the statétbe Baltic Sea is the top concern by Finns, foéd by
climate change; hence, the two top concerns arprisingly related to the environment rather than
“traditional” foreign policy issues. But to chanr@bad concern into concrete action necessitatéslizaiion
across different sectors of an economy, and aanasiznal boundaries. Indeed, to repeat Axelsson and
Johanson’s question (1992, p. 221): “who couldnobilized for what, by what”, it seems that in trentext

of clean Baltic Sea, anyone can potentially be firdal. Yet, the most important parties to be mabili seem
to be the political decision makers who may aftbetbehaviour of both individuals and organizatj@sswell

as firms whose behaviour may have a great impatcherenvironmental state of the Baltic Sea. Moinitiz
such a broad group of actors necessitate that netwabilizers possess “network capital”, the forfrisocial
capital” that makes resources available througerj@rsonal ties” (Wellman & Frank, 2001). The peeo
network sediment seems to be valuable for this gaepas they easily reach people and actors ouwdside

beyond the current task related (Hallen 1992) atsthat people have.

While international cooperation at different levéimm NGOs to policy makers and regulators) hasaaly
produced measurable improvements in the envirorahstate of the Baltic Sea, network mobilizationoas
national boundaries appears to generate new chakermBesides social networks remaining often nalipn
confined, different economic and institutional @owiments make acting on the common issue moreglitfi

It has proved to be challenging to mobilize cowstriecovering from social upheavals and environahent
crisis to invest in the protection of the BalticaSparticularly when the impact of actions is Visiafter a long
delay (Nurminen, 2006). This resonates well wita thcent study by Kuznetsov, Kuznetsova and Warren
(2009), which shows that the majority of large ameldium sized firms in Russia feel that the cond#&iand
lack of financial resources do not motivate theradbmore in socially responsible way.

One of our interviewees describes:

"Let’'s be honest - it hasn’t always been easy... Tém®yconcentrating on the point source loads,
as we did at turn of the 1970s and 80s...Furtherwihale idea of cities to challenge firms is
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absurd...But if they consider that they don’t wistb&oin contact with firms, they can challenge
other cities there...You need to have a humble mitdirector

Figure 2. summarizes our argument on the valuecbamsbilization of issue networks. Our findings sesig
that in the Baltic Sea case initial network molgitz had a strong emotional relationship with séairTstrong
will to protect the sea led them to search for nmegfal and realistic ways to act on the issue. Bgwging
their strong commitment through making financialdatments and giving their “faces” to the projetigy
could mobilize other individuals and organizatiohs.this task, they heavily build on their existisgcial
networks to find possible donors. The shared conoeer the environmental state of the sea legigohitheir

exploitation of these old (latent) relationships.

country borders

Network mobilizers

| ssue Issue Commitment &
-—’ interpretation—® face giving
A
l Networ k mobilization

__________________________________________

Figure 2. Value-based mobilization of issue networks

Overall, our findings stress the role of few indvals that were willing to act on the issue whithhe first
sight would seem too big to act on. This meant keppp a good spirit even in the middle of challesgas
Juha Nurminen, Chairman of the Board of John NuemiRoundation, put it (2006:10) “Where there isil§ w
there is a way”. The central role of few individsialho acted as institutional entrepreneurs byngighe
public awareness of an issue, has come up alsaewviops studies. The study by Ritvala on network
mobilization in heart disease prevention in thevjpproe of North Karelia in Finland (Ritvala & Saln#2008;

Ritvala & Grangvist, 2009), show that also in tlcantext these individuals were central in overcamin
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“collective inaction” (Olson, 1965) on a locallyngeived problem. While the Baltic Sea case is nooraplex
in terms of international reach of the problemisitrather “conflict free” issue to echo the wordsoor

interviewees. All actors agree that the state dfi@&ea is an important issue, which should bedan. In
the North Karelia case, dairy farmers and the fowlistry were initially more reluctant to changeith
behaviour (e.g. decrease the use of dairy fatadsh Further, in our study the underlying valumsrietwork
mobilization seem to play a central role, whilghie prevention of heart disease such values wdrdeauisive
for change. Rather the question seemed to befefdti death”, and the issue itself rather thanvidees was

the driving force of changes.

5. Conclusions

This study contributes to our understanding of geaand dynamics in business networks. In particidar
looks into how networks may be mobilized for sofyinomplex contemporary issues. We have used the
condition of the Baltic Sea as our empirical cdsg, on this basis also other contemporary issues lma
investigated. Conceptually, we advance the disonssn the interaction between mobilization, valaes
relationship sediments. In particular, we suggesterbased mobilization as an important force fidrating
change in business networks, through mobilizingractin addition to the IMP concepts we have retiedhe
institutional entrepreneurship and social capitardtures. We share the concern of scholars whoeathat
the concept of institutional entrepreneurship tlieroinvokes the image of a single heroic individomafirm
acting alone (Lawrence and Suddaby, 2006; LounstdyCrumley, 2007). Our analysis shows that differ
networks need to be existing and activated for gban take place. As comes to social ties, ourysshdws
that interpersonal network sediments may act asr&sgurces when activating other actors. Simildueva

basis seems to be needed for people to act pdgitovéhe joint concerns.

The limitation of our study is that we have reliedich on secondary data sources, and conductedaonly
limited number of interviews. Still, these intenwie cover the key actors around the issue, and r@pogsent
different types of actors. Further studies may mxtihe analysis into the international directiop,ifvolving
actors (interviews) from other countries in the tBaSea region. As we see it the pressing conteanpor
issues that call for global action are largely abbiy nature. So far, IMP scholars have stressadgd and
dynamics in business networks, focusing, in padigwon the economic and technological factors taatse
network dynamics (Brito, 2001). Our study focusessocial factors; which will also have economic and
technological outcomes at some point. For furthedies on industrial network mobilisation processes
important not to limit only to the perspective ofnis and private interests. In addition to vertieald
horizontal business relationships, understandintp®fole of various types of socio-political astas crucial

if we are to better understand the mechanismstefank mobilisation.
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