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1 INTRODUCTION

Organizational legitimacy is a concept of centmalportance in institutional
theory (Meyer and Rowan, 1977; Scott, 2001) becd#uiseresearch approach asserts
that legitimacy enables organizations to gain tHosancial and human resources which
are necessary to operate and survive (ZimmermanZaiid, 2002; Ruef and Scott,
1998).

As noted by Greenwood (Greenwood et al, 2008),rgiigeimportance, since the
middle of 1990s institutional theorists have insiegly focused their theoretical and
empirical investigation on the strategies adoptgaiganizations to manage legitimacy
(Suchman, 1995; Zimmerman and Zeitz, 2002; Deeghousd Suchman, 2008;
MacLean and Behnam, 2010).

Accordingly a well-established research stream ihasstigated symbolic and
substantive strategies (Ashforth and Gibbs, 1996spial and Zajac, 2001) enabling
organizations to become legitimatized, by virtuetloéir perceived consistency with
values and norms broadly accepted within an exjshatitutional environment (Oliver,
1991, Deephouse, 1996). Yet, as noted by LaminZainger (2012), these studies have
mainly focused on symbolic and substantive actapted by organizations to acquire
(Zott and Huy, 2007; Aldrich and Fiol, 1994) and imain (Berrone et al, 2010;
Wesphal and Zajac, 1998) legitimacy, while only fetudies have focused on the
strategies carried out by organizations to defemtl repair their legitimacy when it is
explicitly challenged (Elsbach, 1994; Patriottal 2D

However, the ongoing globalization process (LeRB)1; Kostova and Zaheer,
1999) has dramatically increased the risk for bessnorganizations to be under
legitimacy threats because in a globalized playielyl taken for granted values and
beliefs are less stable (Castello and Lozano, 208therer and Palazzo, 2011) and
organizations are exposed to multiple and ofterflicting pressures (Smith and Lewis,
2011; Kostova and Roth, 2002; Pache and Santo€)b2@Gbming from stakeholders
belonging to different and sometimes conflictingtitutional logics (Friedland and
Alford, 1991; Thornton & Ocasio, 2008; Greenwoocket2011).
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Moreover, in the last years Non-Governmental omaions (NGOSs),
consumers and the civil society have begun to presBusiness organizations (Baur
and Palazzo, 2011; Spar and La Mure, 2003; SchaePalazzo, 2011) with the aim to
force them to take into account the impact of thadtions on society and the
environment (Margolis and Walsh, 2003; Crane andtéa 2010). Thus, business
organizations have been forced to hybridize theacices and to adopt socially and
ethically oriented actions (Palazzo and Scheret,12@hristmann and Taylor, 2006;
Stevens et al, 2006; Berrone et al, forthcoming).

Given the growing recognition that organizationg @anduring exposed to
conflicting institutional pressures (Kraatz and &p2008; Reay and Hinings, 2005),
previous research has investigated conditions amphl new logic to take the place of
an incumbent one (Lousnbury, 2002; Reay and HinigA89) and how organizations
manage conflicting logics by interpreting, priazitig and translating them (Oliver,
1991; Pache and Santos, 2010; Glynn, 2001; PrdtFaneman, 2000; Binder, 2007).
However, little is known about the strategy adopbsd organizations permanently
embedded in conflicting institutional logics to nage, and in particular to defend, their
legitimacy (Lamin and Zaheer, 2012; Patriotta ep@lL1).

Moreover there is still latitude to analyze the bdity that “organizations that
embody multiple logics and are successful at mbaa tone thing may be especially
legitimated for that very reason (Kraatz and Blo2R08: 261) and to investigate the
strategies adopted by these organizations to becsuperior organizational forms
(Pache and Santos, 2010).

This study explores these issues through a comyaratultiple case study
(Eisenhardt, 1989) in the field of Italian socialterprises (Borzaga and Defourny,
2001; Defourny and Nyssen, 2010). Social enterprese organizations permanently
embedded in the conflicting social and commerdcisfiiutional logics (Pace and Santos,
2010; Battilana and Dorado, 2010; Binder, 200 f)¢caithey adopt market mechanism
to create social value and benefit the communitherathan maximize profit for
shareholders and owners (Borzaga and Defourny,;ZD@tey et al., 2011; Nicholls,
2004, DTI; 2002).

The results of this study contribute to the litaraton institutional theory and

organizational legitimacy, by empirically demonstrg that organizations embedded in

12
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multiple institutional fields may become especialggitimated by virtue of their
capacity to embody and combine multiple valuetatsame time.

Moreover this study shows that organizations fa¢msjitutional pluralism do
not use symbolic decoupling as a long term defenstvategy (Aurini, 2006) and can
escape institutional constrains by symbolicallyrfriag achieved results in a given logic
in way that is acceptable from a conflicting one.

By showing legitimizing strategies adopted by sbergerprises, this study also
contributes to a better understanding of the camtitenabling social enterprises and
social entrepreneurial ventures, whose role isasjing across the world (Terjesen et
al., 2010), to endorse external support and thake gbeir impact in society (Mair and
Marti, 2006; Nicholls, 2004).

The work is organized as follows. The first chapteesents a review of the
literature on organizational legitimacy in complestitutional environment. Afterward
the characteristics of social enterprises are ptede as well as the evolution of the
social enterprises field in Italy.

Chapter four presents the methodology, and inqadaii the strategy adopted to
select cases, gather and analyze data, is descfilagbters from five to eight present
the single case studies investigated, while chapter proposes a comparison between
the case studies and the discussion of the findifgglly chapter ten presents some

concluding insights.

13
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2 LITERATURE REVIEW

2.1 Institutional theory and organizational legitimacy

Institutional theory is a sociological-based theofyorganizations that defines
bounded rationality and uncertainty as founding dtiions of societies and
organizations (Di Maggio and Powell, 1983; Meyed &owan, 1977).

In institutional theory, organizations are desdalilzes open systems interacting
with their social and cultural environments (Sc@894; Strand, 1984). In this context,
firms’ behavior is mainly defined by normative, ottgve, and regulative actors, and
organizational success depends on the conformanaetdrs’ expectations (Tolbert and
Zucker, 1983). Consequently, researchers in thaetutienal theory field assert that
widely held rules and beliefs influence organizaéibstructures and behaviors more
than technologies and commercial relationships K&ycl987).

This happens because in conditions of boundedniaitg (Simon, 1982; 1990),
actors are not able to give a clear and completduation of the effectiveness and
appropriateness of organizational actions, goaig] performances, and in such
uncertainty, they refer back to a stock of broaaltgepted scripts, rules, values, and
norms to evaluate organizational effectivenessfigtfand Salanik, 1978) and ethically
oriented behaviors (Donaldson and Dunfee, 1994).

At the core of institutional theory, there is tliea of organizational legitimacy
(Meyer and Rowan, 1977; Suchman, 1995) that carbrbadly understood as the
conformation to social norms, values, and expeamitati(Oliver, 1996). Legitimacy is
subjectively perceived and objectively assignedotganizations (Suchman, 1995),
because it is ascribed to actions and institutioyssocial construction (Berger and
Luckman, 1966).

Some authors maintain that legitimacy is confewbeén stakeholders (Freeman,
1984) and constituents (Perrow, 1974) endorse amghost organizations’ actions
(Berrone et al. forthcoming). Therefore, prominstgkeholders’ understanding of the

congruence of organizational goals and behaviaaseshcultural norms and values is a
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key variable for every organization to gain leggicy (Fiss and Zajac, 2006; Sonpar et
al., 2010).

Organizations can thus be viewed as legitimacyiagegystems, because they
might try to be perceived by their key (both prign@nd secondary) stakeholders as
conforming to prevailing societal beliefs, normsdavalues and as pursuing acceptable
goals in an acceptable manner (Ashfort and Gib®80)X Therefore it can be asserted
that organizations are able to justify their rote Society and to acquire continued
support by constituents (Dowling and Pfeffer, 19P=&rsons, 1960, Donaldson and
Dunfee, 1994), which guarantees their long-ternvigal and the continuous flow of
human and financial resources.

In the last twenty years, legitimacy has acquirezht@l importance in
organizational institutionalism, and much of thderature has recognized the
importance of legitimacy to acquiring resources adviving in the long-term.
However, to date, legitimacy has been theoreticglychman, 1995) and empirically
underdeveloped (Deephouse and Suchman, 2008). Qierdey, the understanding of
legitimacy in the managerial research has beere aquitddled (Aldrich and Fiol, 1994;
Suchman, 1995; Zimmermann and Zeit, 2002).

Table 1 provides an overview of legitimacy defioits adopted in the

organizational and strategic literature.

Table 1: Definitions of organizational legitimacy n organizational studies

Author Definition

Dowling and Pfeffer an organizations is said to be legitimate to thterexthat its means and ends appear to
(1977) conform with social norms, values and expectations

Legitimacy is ‘a generalized perception or assuampthat the action of an entity are
Suchman (1995) desirable, proper or appropriate within sociallpstoucted systems of norms, values,
belief and definitions

Legitimacy is a condition reflecting cultural aligent, normative support, or consonance

Scott (1998) with relevant rules or laws

Zimmerman and Zeit An endorsement is a favorable opinion given by emgnization to another, which
(2002) serves as a vote of confidence

Meeting and adhering to expectation of a sociaksy's norms, values, rules and
Deephouse and Carter  meanings.
(2005) Organizational legitimacy as the social acceptaaselting from adherence to
regulative, normative or cognitive norm

Vergne (2010) Legitimacy is defined as a generdljzerception of social acceptance

18
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This study adopts the legitimacy definition prombsey Suchman (1995)
because this scholar proposed a broadly accepigdnalusive definition (Zott and
Huy, 2007; Scherer and Palazzo, 2011), which censidoth the institutional and the
strategic perspective to this theoretical constfDetephouse and Suchman, 2008).

According to Suchman, legitimacy refers to “a gefized perception or
assumption that the actions of an entity are delergroper or appropriate within
socially constructed systems of norms, values.ef®land definitions” (Suchman: p.
574). In this way organization legitimacy is coresiell both as a manageable resource
and as a taken for granted belief that can be elvich three subsets of pragmatic,
cognitive, and moral legitimacy.

Pragmatic legitimacy “rest[s] on the self-interealculation of an organization’s
most immediate audience” (Suchman, 1995, p. 5T8),itas achieved by organizations
through strategic management and convincing thestnmmediate stakeholders of the
usefulness of organizational decisions, processgputs, and leadership behavior.

On the other side, cognitive legitimacy refers tee t“acceptance of the
organization as necessary or inevitable based ane staken-for-granted cultural
account” (Suchman, 1995, p. 582), and this is tbesethe less manageable but more
powerful subset of legitimacy.

Finally, according to Suchman, moral legitimacytseis the middle between
pragmatic and cognitive legitimacy, because itleretf a positive normative evaluation
of the organization and its activities” (Suchma®93i, p. 579) based on sociotropic and
altruistic evaluations of conformity with ethicddazed beliefs.

The way in which organizations can maintain andraépce legitimacy in a
post-national and heterogeneous society (Haber2ifH,) has been discussed through
the interpretative lens of Habermas’s conceptssufadirse ethics (Habermas, 1993) and
deliberative democracy (Habermas, 1996). Scherer Ralazzo (2006; 2010) and
Scherer et al. (forthcoming) deepen the featureghef three legitimacy’'s subsets
identified by Suchman and explain their role in ginecess of organizational legitimacy
acquisition. For these authors, in order to suniwecomplex and heterogeneous
environments, organizations might alternatively @daragmatic, moral, and cognitive
strategies to acquire legitimacy depending on thesistency of external expectations

and on the changing internal costs (Scherer efoaihcoming). Following Suchman, in

19
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Scherer and Palazzo's understanding pragmatiénhegiy rests on the calculations of
self-interested individuals, while cognitive legiticy emerges when the behavior of
organizations is taken for granted. Applying Hab&smcommunicative process

(Habermas, 1990), Scherer and Palazzo define negdimacy as “conscious moral

judgment on the organization’ output, procedurésictures and leaders” (2006, p. 73.)
that results from a communicative process. Accagdm Scherer and Palazzo (2006)
and Palazzo et al. (forthcoming), rather than tghowmanipulation and persuasion
(pragmatic legitimacy) or the adoption of behavitirat satisfy external expectations,
social norms and beliefs (cognitive legitimacy) amgations can restore and acquire
legitimacy by entering in discourses with relevastakeholders and convincing

opponents by reasonable arguments (moral legitiin&@woherer and Palazzo, 2006).

2.2 Legitimacy theory, symbolic management and decoupig

Legitimacy enables organizations to survive andceed, as it allows them to
acquire greater human and financial resources @udt Huy, 2007), external support
(D’Aunno et al., 1991), better institutional retaiships (Sullivan et al., 2007), and
exchange conditions (Aldrich and Fiol, 1994).

Regarding the way in which organizations acquigiilmacy, Suchmann (1995)
and Zimmerman and Zeit (2002) explain that, histdly, two opposing schools of
thought have emerged: the institutional (Di Maga Powell, 1983; Meyer and Scoitt,
1983; Zucker, 1987) and the strategic traditioreffef and Salancik, 1978; Zott and
Huy, 2007; Zuckman, 1995).

The institutional approach identifies legitimacy \d@gually synonymous with
institutionalization (Suchman, 1988), and it assetthat legitimacy derives from
isomorphic adaptation to external values and nomwvid) very little possibility for
organizations to develop strategies to acquire it.

On the other side, the strategic approach has ritglly suggested that
organizations can exercise strategic choice to gemnle legitimation process and to
acquire/restore/maintain legitimacy (Ashford andbliz, 1990; Deeds et al., 1997;
Zimmerman and Zeit, 2002) by instrumentally margpinly and deploying symbols to
garner social support (Suchman, 1995, p. 572).

20
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In particular, the strategic approach (Ashford &idbs, 1990; Suchman, 1995)
argues that organizations can acquire legitimacyléyeloping alternatively or at the
same time:

) substantive managerial practices and ii);

i) symbolic managerial practices (Ashford and Gibi8§0).

Symbolic and substantive management practices sefilunstruments to alter
organizational legitimacy, because they help fitmgonform with, select, manipulate
(Suchman, 1995), and create (Zimmerman and Zebd2)€ocial structures and norms.
For instance, Aldrich and Fiol (1994) pointed duottsymbolic communication could
facilitate cognitive legitimacy, while Palazzo ar®therer (2006) suggested that
organizations could strategically manipulate stakddrs’ perceptions through symbols
to influence the self-interested calculation ofiuidluals (pragmatic legitimacy).

Substantive management refers to real and materaiges in organizational
goals, values, and structures in order to adapotmetal norms and environmental
expectations. Since conformity is often supposeletsufficient for gaining legitimacy
(Oliver, 1991), alternatively, organizations camjpidsymbolic actions, i.e., the strategic
manipulation and deployment of symbols in ordecdnvey organizational commitment
and conformity with societal beliefs (Wesphal andja¢, 1998; Berrone et al.
forthcoming.

Based on impression management theory (Goffman3;1%édeschi, 1981),
organizational symbolism refers to those aspectsroforganization that reveal its
feelings, images, and values (Dandridge et al.0L98 the social sciences, so far,
symbols have been studied from several perspectivelsiding anthropology (Geertz,
1973), sociology (Swidler, 1986), and managemeah€®, 1983), and they have been
broadly defined as anything (an event, an objectaorelationship) that conveys
meaning behind the tangible or obvious functiorsd (Zott and Huy, 2007).

A symbol is thus defined as “any object, act, evepiality, or relation that
serves as a vehicle for conveying meaning, usuajlyrepresenting another thing”
(Trice and Beyer, 1984). In organizational studsgsnbols are encompassed as specific
cultural forms that are distinct from organizatibtenguage and practices (Trice and
Beyer, 1984). The meaning of a symbol depends erctimtext and specific culture in

21
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which it appears and on the way in which it is usteod in the particular milieu in
which it is embedded (Rafaeli and Vinai-Yavetz, 200
Table 2 provides an overview of the definitions syimbols adopted in the

organizational and strategic literature.

Table 2: Mainstream definitions of symbols in orgairzational studies

Author Definition

it refers to those aspects of an organizationithmembers use to reveal or make
comprehensible the unconscious feelings, images/ales that are inherent in
that organization. For example
1)The kinds of ceremonies or ritualized events
2)the stories and myths that an organizations deltbirrepresents
3)the logo of an organization. Id est the externdliaed concrete visual
signs that an organization chooses to convey stinditive characteristics
4)the day to day affective and political life of theganization as revealed
in the countless anecdotes and jokes that are amtthstpassed around
organizations

Dandrige (1980)

the strategic manipulation and deployment of symbiol order to convey

Oliver (1981) organizational commitment and conformity with seaideliefs

a symbol is ‘any object, act, event, quality, @ation that serves as a vehicle for

Trice and Beyer (1984) conveying meaning, usually by representing anathiag’

Zott and Huy (2007)  a symbol is something that stands for or suggestething else

In summary, symbolic actions are behaviors thak gdeeconvey subjective
social meanings performed alongside their intririimension (Zott and Huy, 2007).
Moreover, they are policies that might serve symtbplirposes without necessarily
being applied in practice (Westphal and Zajac, 19998; 2001).

Historically, Dowling and Pfeffer (1975) suggestdtht organizations could
acquire legitimacy by changing their missions tbstantially conform to prevailing
norms and values or alternatively by adopting sysloo order to identify themselves
with legitimate social institutions or practices.oMover, they empirically analyzed
several symbolic actions undertaken by a nonpmdiicational institute to acquire
legitimacy by identifying itself with legitimate tars and institutions, such as respected
local political and educational leaders and promirieuropean schools.

From a theoretical perspective, Pfeffer (1981) idie organizational
restructuring, success ceremonies, language dewelus, and the design of physical

surroundings as possible symbolic actions.
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More recently, Ashfort and Gibbs (1990) maintairtbdt organizations could
seek legitimacy not only through substantive mansege but also by deploying
symbolic actions. They defined symbolic actions terms of behaviors that
organizations might portray or symbolically manageto appear consistent with social
values and expectations without really changing thehaviors.

Furthermore, Ashforth and Gibbs presented a congmsate list of decoupled
symbolic actions that have been later used as tmiles for research in symbolic
management. These actions include:

)] exposing socially acceptable goals while pursuasg lacceptable ones;

i) suppressing information that can potentially damthgeorganization’s external
perception;

i) redefining means and ends in a socially acceptatde or identifying
themselves with legitimate actors, events, and ysnb

Iv) offering accounts and apologies;

V) adopting certain highly visible and salient pragsicthat are consistent with
social expectations without practically carryingrh out, such as establishing

(but not carrying out) a consumer affairs departmen corporate ethics

committee, or a task force to study industrial dents.

Starting from these landmark research studieshenldst ten years, a growing
body of empirical literature studying the role ofrbolic management in acquiring
legitimacy has emerged (Deephouse and Suchman,),28@&natively stressing the
decoupling (Boxenbaum and Jonsson, 2008; Edelm880;11992) and framing
(Cornellisens and Clarke, 2010; Daft and Weick, 49%rocesses of symbolic
management.

Focusing on the framing process, a first researelas has investigated the way
in which symbolic communication is adopted by fooffi organizations in order to
shape the way in which they are perceived by kekes$tolders and the broader
community. In this stream, Elsbach (1994) found thrganizations use symbolic tactics
to influence organization legitimacy, providing bal accounts to defend, excuse,
justify, and enhance organizational behaviors (8ghfand Gibbs, 1990). Moreover,
Fiss and Zajec (2006) found that organizationsspseific language that fits better with
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stakeholders’ expectations in order to ensure thegeptance and legitimation of a
strategic change.

Applying isomorphism to symbolic management, Glyamd Abzug (2002)
pointed out the role of organizational names inaargations acquiring legitimacy,
while Suddaby and Greenwood (2005) investigatedrthe the rhetorical strategy,
defined as “a symbolic means of inducing coopendti@urke, 1966) to deliberately
manipulate cognitive legitimacy.

Finally, Westphal and Graebner empirically provieat tCEOs can adopt verbal
impression management “to enhance external stattetsdlconfidence in the firms’
corporate governance” (2010, p. 20) and to reirfdahe effectiveness of formal board
independence and its symbolic value without causing substantive change in the

governance of the company.

Table 3: Main research studies on the framing of sybolic actions

Author Symbolic framing

Organizations use verbal accounts to acquire tagity and its effectiveness is

Elsebach (1994) reinforced by linking acknowledgements and denials

Suddaby and Greenwoodhetoric as a symbolic source to persuade a congnohiactors to accept an
(2005) institutional change

It seems plausible that implementation and decogplesult in the use of of
Fiss and Zajac (2008) different framing approaches, either to distradsime stakeholders from closer
scrutiny or to appease stakeholders oppose tolactpEementation

Thanks to verbal impression management CEOs canforeé the
Westphal and Graebnerﬁ . f IV visible di - mbard's ind d
(2010) effectiveness of externally visible dimensions lodard's independence

decoupled from their effective implementation

The decoupling process, is the superficial adoptbmew structures without
necessarily implementing the relative practicesx@daum and Jonson, 2008; Meyer
and Rowan, 1977).

Researchers have pointed out several types of digrddions carried out by
different organizations to convey organizationagjitienacy and its subsets. These
researchers have identified a number of actionsctra be understood as symbolic. For
instance, Middleton Stone and Greer Brush (1996ptifled the adoption of formal
planning behaviors without their real implementates symbolic actions that can be
put forward by small organizations with low contrmVer resource acquisitions and
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facing the needs of multiple stakeholders, suchnasprofit and entrepreneurial
organizations.

Westphal and Zajac (1998; 2001) understood as skenhgractices the
announcement without implementation of long-terncteintive programs for top
managers and Stock buyback programs in listed coiepaHowever, Weaver (1999),
Stevens et al. (2005), and Christmann (2006) itledtirespectively the adoption
without real implementation of formal corporate iesh programs, international
certifiable standards, and code of ethics as syimkadtions adopted by for-profit
companies to convey moral legitimacy and sociagponsible practices (Carroll, 1999)
to key stakeholders.

With the aim to study the relationship between oiggional legitimacy and
resource acquisition, Higgins and Gulati (2003)npsdl out the symbolic value of
upper-echelon affiliation in a young firm’s initiplublic offering. However, Zott and
Huy (2007) identified several symbolic actions oeyimg different subsets of
organizational legitimacy, such as symbols of peatocredibility, professional
organizing, organizational achievement, and stakiehaelationship quality (Zott and
Huy, 2007, p. 97).

Finally, adopting Bansal and Clelland’s (2004) d#ion of environmental legitimacy,
Berrone et al. (forthcoming) identified i) volungagovernment programs, ii) board
committees for environmental issues, iii) enviromtaé pay policies, and iv)
environmental trademarks as symbolic actions adopteUS polluting companies to
acquire environmental legitimacy. On the other habelmas and Montes-Sancho
(2010) assessed that the symbolic participatiaimenUS Climate Change Program can

be a legitimation strategy carried out by orgamizret to seek environmental legitimacy.
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Table 4: Main empirical studies on the decoupling pcess of symbolic actions

Author

Definition and measurement of symbolic action

Dandrige (1980)

It refers to those aspects of an organization ithatembers use to reveal or
make comprehensible the unconscious feelings, immagel values that are
inherent in that organization

1) The kinds of ceremonies or ritualized events

2) the stories and myths that an organizationdeediely represents

3) the logo of an organization. Id est the extéredl and concrete visual sign
that an organization chooses or design to convsy distinctive inner
characteristics to the outer environment

4) anecdote and jokes adopted by the organization

Pfeffer (1981)

1) ceremonies restructuring
2) physical surrounding

Dowling and Pfeffer (1984)

1) Cooptation of political and educational leaders

2) List of prominent USA Universities where cougsticipants have earned
advanced credits

3)use if campuses of European prominent Univessitie

Ashforth and Gibbs (1990)

Rather than actually change its ways, the orgapizaan simply portray them
S0 as to appear consistent with social values gpelctations

1) exposing socially acceptable goals, 2) denidl@ncealment

3) redefining means and ends

4) offering accounts

5) offering apologies

6)ceremonial conformity

Elsebach (1994)

How people manage their personal legitimacy by iyesdopting and
maintaining widely used and accepted practices nizgdions use verbal
accounts to defend, excuse, justify or enhancen@gtonal behaviors and
protect legitimacy:

1) acknowledgments are forms of accounts that nin&irtheir organizational
responsibility for events or attenuate negativegegtion of events

2)denials are forms of accounts that separaten@agons from controversial
events, both can be linked to: a) technical chartics: signals efficiency
and effectiveness in organizational performance ), ibstitutional
characteristics: this is a type of account thatseirof socially endorsed and
normative organizational processes

Middleton Stone and Greer Brush (1996)Adoption of formal planning without any real implentation

Westphal and Gulati (1997)

Symbolic actions measured in terms of TQM adoptiecoupled from any
implementation

Weaver and Trevino (1999)

An easily decouple structure or policy provides #ippearance of conformity
to external expectation while making it easy toulage much of the
organization from those expectation.

Ethics oriented communication are decoupled whew &re presented without
any indication that the message is relevant taglsponsibilities and goals of
individuals employees.

Westphal and Zajac (1998)

Announcement with no implementation of Stock BuybBReograms

Abzug and Galazievicz (2001)

Non profit boards composition is driven by the pmse of representing
different identities and claims rather than effestiess

Higgins and Gulati (2003)

Receiving endorsement by a prestigious firms emlzed®rganization in a
status hierarchy that can enable the firm to baiifdvorable reputation

Christensen and Laegreid (2003)

Declaration of administrative reform plans withoeal implementation

Christmann and Taylor (2006)

Symbolic adoptions of standards when organizatfaiiso use the practices
prescribed by certified standard in daily operagion

Zott and Huy (2007)

Symbolic actions are behaviors that seeks to conseljective social

meanings, performed alongside their intrinsic disiem. Defining an action as
a social expression that can incorporate bothnisitiand symbolic dimensions
extends the view of a symbol as either a rhetodealce with little substantive
action or as a socially legitimate verbal statemdatoupled from any
implementation

Delmas and Montes- Sancho (2010)

Consider symbolic management as mechanism to eaharganizational
legitimacy while leaving the internal organizatiangely unchanged

Short and Toffel (2010)

With no external regulator surveillance organizatayre more likely to adopt
self regulation practices only as window dressirggrument

Berrone et al (forthcoming)

Symbolic actions are those policies or codes ofduot which might serve
symbolic purpose without necessarily being applegractice.

1) they are easier to be implemented

2) are more visible than substantive endeavors

3) are subject to be decoupled from substantiviersct
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Summarizing, even if several studies embedded stitiional theory have
identified the role of framing and decoupling inrgyolic management, there is still a
lack of the following:

1) a comprehensive, grounded body of empirical knogdecdbout the symbolic
actions adopted by hybrid organizations such asals@mnterprises, which are
organizations that try to match financial sustailitgbwith the achievement of a
social mission (Borzaga and Defourny, 2001; PacitceSontos, 2010; 2010a).

2) a full understanding of how symbolic and substan#gtions interplay in legitimacy
acquisition and under which conditions and to wieatent decoupling is a
successful/unsuccessful strategy.

2.3 Institutional logics, institutional complexity and legitimacy threats

Organizations face institutional complexity wheneuwbey operate within
multiple institutional logics (Thorton, 2008; Friedd and Alfordt, 1991), i.e. when
they have to deal with different overarching sdtgrinciples and cultural norms that
prescribes how to interpret organizational behavemd reality. Institutional logics in
other words defines the rules of the games thaineleind direct organizational
behaviors and goals (Kraatz and Block, 2008).

Organizations should comply with logics in orderaoquire the endorsement
they need from external and internal stakeholdeder to survive and because logics
provide a mean for understanding the social world #or acting (Greenwood et al,
2011).

Early students of institutional theory (Meyer andwan, 1977; Di Maggio and
Powell, 1983) focused on isomorphism from the gdatidevel to the level of
organizations to explain the survival of organiaas and their evolutionary paths. In
this context empirical and theoretical researcresedefined how cultural, normative
and cognitive structures shape organizational ast@nd choices (Deephouse, 2001;
Ruef and Scott, 1998; Zucker, 1983; Palazzo aneér&ch2007).

Yet, since the seminal work of Friedland and Aldqqd991) researchers have
started analyzing how different institutional logidefine the content and meaning of
institutions. Starting from the assumption thatamigations are shaped by multiple and

sometimes conflicting pressures, this approacheldeed also by Rao (1977), Ocasio
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(1999) as Scott (2000), has no longer focused omasphism as early scholars of
institutional logics but on the effect of differated institutional logics on individuals
and organizations.

Namely, the term institutional logics was firstroduced by Friedland and Alfor
(1991) in order to identify the contradictory piaes and beliefs which constrain the
different institutions of modern western countrig&re precisely, they defined political
democracy, capitalism and the State as the theggutions shaping organizational and
individual behaviors.

According to Friedland and Alford the core instibuts of society, i.e. the
family, the market, the state, democracy and maighave all a central and enduring
logic that constrains both the ends and the meénedwviduals and organizational
behavior and are constitutive of their practices.

More recently Ocasio and Thorton (1999) defineditu$onal logics as “the
socially constructed, historical patterns of matempractices, assumptions, values,
beliefs, and rules by which individuals produce argproduce their material
subsistence, organize time and space and providaingeto their social reality (Ocasio
and Thorthon, 1999; 804). Accordingly, logics pawia link between individuals
cognitive patterns and societal values and beliefs.

While varying in their emphasis, both Alford andidétand definitions of
institutional logics try to explain individual amutganizational behaviors on the basis of
shared norms and values which are located in alsacd institutional context, which
regularize behaviors and provide opportunity tongiea

Given that institutional logics define the “ruleg the games” of the an
organization and individual behaviors, when organans deal with conflicting
institutional logics, i.e. with logics framing résl in contradictory ways, they are
inevitably under pressures and tensions since #neyexposed to multiple regulatory
regimes, normative orders and stakeholders pressuxetypical example of this
situation is the one of Universities, which arer@asingly exposed to pressures coming
from the commercial logics in order to maintainithifeénancial sustainability, but are
also exposed to the scientific logic since theyusthachieve higher standards of quality
in terms of scientific research (Greenwood et @1,19.
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Prior research has uncovered numerous instancesrg#nizations facing
institutional pluralism, like hospitals (D’Aunno.eal., 2000; Ruef and Soctt, 1998),
nonprofit organizations (Stone and Brush, 1996)yversities (Albert and Whetten,
1985), multinational firms (Kostova and Zaheer, 1;92002; Basu and Palazzo, 2008),
social enterprises (Tracey et al, 2011; Battiland Borado, 2010). Accordingly, over
the last decade a scaling number of researcheesfbaused on institutional complexity
and its impact on organizational legitimacy.

A first research stream has focused on the soeial|dynamics caused by
institutional complexity, investigating how differe logics shape societal behaviors
(Bhappu, 2000; Greenwood et al, 2010; Purdy andy,&@00), suggesting that norms
and values dictated by prominent institutions hameimpact of societal and markets
behaviors. Another research stream has focusetheevolution of an organizational
field caused by a new logic challenging the incuntlmme (Rao et al, 2000; Lousbury,
2002; 2007), investigating the transitory phenonmeothe replacement of an old logic
by an alternative one and suggesting that cosflictthe institutional demand are
resolved at the field level by the progressive ragation by the incumbent logic of
features of the challenging one (Hoffman, 1999; dwé&s and Lousbury, 2007).

More recently, scholars have also recognized tihgarozations usually face
fragmented and moderately centralized fields (Paute Santos, 2010), and in these
conditions conflicting demands can’t be resolvethatfield level and organizations are
thus permanently embedded in conflicting institaéiblogics (Battilana and Dorado,
2010; Tracey et al, 2011; Lamin and Zaheer, 20I2¢se pressures put an organization
in a challenging conditions since it has to satspflicting demands and satisfy one
demand may imply to ignore another, thus jeopandizorganizational legitimacy
(Kraatz and Block, 2008).

While previously mentioned researches have maiotused on drivers and
effects of institutional pluralism, other studensve investigated organizational
responses to this conditions. Accordingly two lioégxploration have faced this issue.
The first one has investigated the strategies a&dogdiy organizations to face
institutional complexity (oliver, 1991; Kraatz amdock, 2008; Wesphal, 2001), while
the other has analyzed structures and practicgstedidy organizations embedded in
multiple logics (Binder, 2007; Glynn, 2001; Forenaard Pratt, 2001).
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Table 5: studies on institutional complexity in manstream journals (adapted by

Greenwood et al., 2010)

Author

Approach

Key Findings

Battilana and Dorado, 2010

Quialitative

Conditions causing conflicting logics and
organizational practices adopted to avoid
mission drifts are presented

Tracey, 2911

Qualitative

Conditions enabling a social entrepreneur to
introduce a new logic into a field are
discussed

Battilana and Dorado, 201

Qualitative

Decoupled and substantial actrions adopted
by hybrid organizations are described

Oliver, 1991

Theoretical

Different strategies to face institutional
complexity are described, along with
conditions enabling each of the strategies to
be adopted

Pache and Santos, 2010

Theoretical

Different strategies to face institutional
complexity are described, along with
conditions enabling each of the strategies to
be adopted

Greenwood et al, 2011

Theoretical

Critical literature review of studies on
institutional complexity

Binder, 2007

Qualitative

Organizations units respond in different
ways to different external pressures

D’aunno et al

Quantitative

Strong market forces and heterogeneous
pressures lead to the abandonment of an
incumbent logic

Ruef and Soctt 2008

Quantitative

Symbolic actions enabling organizations to
acquire legitimacy within different
institutional environments

Glynn and Lousbury, 2005

Quantitative

Institutional changes shape discourse of
critics

Greenwood et al, 2008

Quantitative

Three different institutional logics shape
organizational responses

Lock, 2010

Qualitative

The role of identity construction in
institutionalization process

Lousnbury, 2002

Qualitative and

The shift from regulative and market logics

Quantitative enable autonomy

Lousbury, 2007 Quantitative The spr_ead of_a new practices is shaped by
competing logics

Marquis and Lounsbury, 2007  Quantitative _Cor_npe;tmg logics facilitate resistance to
institutional change

Rao et al, 2003 Qualitative Identity movements lead to institutional
transformation

Wesphal and Zajac Quantitave The shift from corporate to agency logic

impacts the perceived values of practices
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Researches investigating possible strategic reggamesinstitutional complexity
have studied how and to what extend organizationgedded in conflicting
institutional environments take into account andrads pressures coming from field
level referent audiences. In other words, as ndigdPache and Santos previous
strategic research has mainly investigated to vetxéénd organizations embedded in
multiple logic adopt symbolic or substantive acida address conflicting expectations
(Boxenbaum and Johnsson, 2008; Oliver, 1991; Au#iD6). Organizations are thus
supposed to adopt only symbolically those practicesiing from the institutional
environment which is less represented/powerful iwitthe organization, while
substantially adopting those practices which aignatl with organizational goals and
affinities (Kraatz and Block, 200).

Organizations have been shown to symbolically deleocertain practices when
they are exposed to conflicting demands regardinglity management practices
(Kostova et al, 2002, Christmann, 2005), the adopdf socially oriented strategies
(Stevens, 2006; Palazzo and Basu, 2008; JovanadidMood, 2006; Berrone et al,
forthcoming), long term incentive plans for CEOd¥phal and Zajac, 2001; 2004) and
management control system (Basu et al, 2009) amdadoption of shareholder value
approach (Fiss and Zajac, 2006).

The overall idea of this approach is that sinceeapgnce of consistency with
shared values and norms (Oliver, 1991) is supptsetiffice to provide legitimacy,
organizations may deploy a symbolic image of canfmmce with them, while
concealing nonconformity (Aurini, 2006)

Although presenting interesting insights to underdt strategies adopted by
organizations to face institutional complexity, depling literature underestimated that
organizations permanently embedded in conflictingtiiutional environments might
find it difficult to decoupled certain practicesesvthe long term (Pache and Santos,
2010; Boxenbaum and Johnnson, 2008). Decouplire ssiccessful strategy until an
organization is able to avoid external scrutinyt ibus not always possible to sustain
purely ceremonial adoption over time (Edelman, }992n the one side external
stakeholders could acquire the power to confrogawizations (Stevens, 2005; Berrone
et al forthcoming), while internal stakeholders nmmefuse to see themselves merely as
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ceremonial prompts (Scott, 2001; Jovanovic and W@686; McLeand and Behnam,,
2010).

Starting from these concerns, a second and morentesearch stream
investigating organizational responses to insbndai complexity has asserted that
organizations are not passive recipient of insthl pressures but interpret, translate
and manipulate them (Oliver, 1991; Kraatz and B]&®¥08; Pache and Santos, 2010).
Accordingly organizations may i) resist or elimiathe tension emerging from
conflicting institutional demands; ii) balance éifént instances by creating bridges
between logics and establishing cooperation wigntl{Pratt and Foreman, 2000); iii)
compartmentalize them (Binder, 2007; Oliver, 199#)ich is a sort of decoupling
strategy according to which organizations are stined in a way which enables them to
present a different image and identity to differemstituents; iv) become institutions in
their own right, by deploying a series of symbdictions aiming at conveying and
frame their double identity in a way which is urgtandable and acceptable by external
constituents. This last strategy creates a linkhwite emerging field investigating
organizational structures, practices and identiteetopted by so called hybrid
organizations, i.e. organizations embedded in aimfy institutional environments
which tries to combine them in unprecedented wBgdtilana and Dorado, 2010).

According to Block and Kraatz (2008), hybrid orgaations may become
extraordinarily legitimated by virtue of their cajity to embody different values and
beliefs at the same times and combine apparentiflicting institutional demands. To
acquire this extra legitimacy, these authors sugtpes organizations should leverage
on so called first and second order legitimacyedat to acquire external endorsement
and combine conflicting logics. While first ordeegitimacy criteria refers to
legitimizing assessments based on the consisteinap organization’s behaviors with
shared norms and values within an institutionaldogecond order legitimacy criteria
refers to evaluations based on the commitment arstworthiness in the stream of
actions undertaken by an organization (Selznick,7)9

Finally, a recent research stream has started znglprganizational structures
adopted by entities permanently embedded in malt@hd mainly double, institutional
environments (Reay et al, 2009; Greenwood et dlIDP0rhese theorists have proposed

that the presence of competing values and beliefig pnovide organizations with the
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possibility to strategically select which forcescmmply with (Pache and Santos, 2010)
and to exercise some autonomy in regard to thentékegranted norms and cultural
values of institutional prescriptions (Dorado, 20UEacey et al, 2011). Therefore, when
facing competing pressures organizations may adept organizational forms and
responses, which are an hybridization of the comgenstitutional logics in which the
organizations are embedded in. For instance, Ba#tiand Dorado (2010) explain that
microcredit banks mobilize alternatively socialinat and hiring strategy to hybridize
the conflicting commercial and social logics (Batia and Dorado, 2010), while Pache
and Santos shows that four work integration soeialerprise adopt alternatively
practices coming from the commercial and the soldgic to manage their hybrid
identity, rather than ceremonially conform with thaff them.

Moreover, Tracey et al (2011) show how socialepreneur leverage symbolic
actions at different level to acquire legitimacyoirder to guarantee the sustainability of
the organizations. These studies in other wordse hiawestigated structures and
responses adopted by organizations to combinedagiich seemed to be conflicting in
order to create new and hybrid organizational fofhogk, 2010).

These studies point out that conflicting instba&l logics may be reconfigured
and filtered through identity definition (Glynn, @D, Dobbin and Kellin, 2007) since
they recognize that institutional pressures dril@havior to the extends to which they
are filtered by a identities (Kraatz and Block, D0

In this context identities should be defined both aaganizational and
institutional level.

At the institutional level, identity can be dediin terms as a set of claims to
“institutionally standardized social categories” @), 2008), and it identifies the
membership of an entity to a social category (Getial 2010) rather than defining the
attributes which characterized an organizationsb¢®l and Whetten, 1985). In
institutional terms therefore an organizationalniity define the taken for granted
categories to which an organization is supposecbtoply with allowing it to acquire
cognitive legitimacy. For instance, on the one handthe first phase of the

commercialization process of social enterprisesltaly’ social some enterprises

! See next chapter for a review of the evolutiorgath of Italian social enterprises.
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struggled to acquire legitimacy within the commalcnstitutional logic because they
were perceived to be nonprofit organizations rathean market oriented entities.

On the other hand, several social enterprises faudifficult to move toward a
stronger market oriented approach because thetidbey should remain linked to
their social mission, identifying themselves asiabcoriented organization rather than
not a for profit entities.

At organizational level, instead, identity definesthose claimed central
characters of an organization which are centratjrditive and enduring (Albert and
Whetten, 1985; Glynn, 2005) and which drive an oigation to prioritize external
expectations and pressures (King et al, 2010).

2.4 The research question

Organizational legitimacy refers to the endorsenoérain organization given by
its stakeholders by virtue of the congruence ofgibsls and actions with generally
accepted norms and values (Meyer and Scott, 19&3fofth and Gibbs, 1990;
Deephouse and Suchman, 2008). Although this carstwas introduced in the
literature of organizational studies in the 1968aerson, 1960; Perrow, 1970; Dowling
and Pfeffer, 1975) its relevance in the literatemeerged with the contributions of the
institutional theory (Meyer and Rowan, Zucker, 19Dr Maggio and Powell, 1983;
Scott, 2001). Accordingly, institutional theoridtave investigated how organizations
gain legitimacy by adopting actions which are pew# as desirable, proper or
appropriate within some socially constructed syst@imorms, values, beliefs and
definitions (Suchman, 1995; Deephouse, 1996).

At the organizational level, scholars have tradilty framed legitimacy as a
strategic resource (Aldrich and Fiol, 1994; Ruef &cott, 1998) which enables
organizations to gain greater human and finan@aburces (Zott and Huy, 2007),
external support (D’Aunno et al., 1991), bettetitn§onal relationships (Sullivan et al.,
2007), and exchange conditions (Aldrich and Fiéb4).

Given the importance of organizational legitimaaywell established research
stream has investigated strategic choices andnactidopted by organizations to gain,
maintain and recover it (Ashforth and Gibbs, 199@chman, 1995; Oliver, 1991,

Wesphal and Zajac, 1994). In this context, singegeapance rather than conformity may
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suffice to acquire legitimacy (Oliver, 1991; Meyad Rowan, 1977; Zucker, 1983),
institutional scholars have hinted that organizagimmay manage legitimacy not only by
substantially conforming with broadly accepted neramd beliefs, but also deploying
symbols so as to portray an image of coherence wshitutionalized values and

expectations (Suchman, 1995; Zott and Huy, 200€ndd, organizations may garner
legitimacy adopting alternatively substantive oméglic actions (Asforth and Gibbs,

1990; Christmann and Taylor, 2006).

In the organizational legitimacy literature, sulbsitze actions refers to ‘real,
managerial changes in organizational goals, stresfuand processes or socially
institutionalized practices’ (Ashforth and Gibb990: 178) that organizations adopt in
order to comply with external expectations. Ondbatrary, symbolic actions are those
policies and structures which portray an appearaficansistency with social values
and expectations but being decoupled from prad#aihforth and Gibbs, 1990; Fiss
and Zajac, 2006; Berrone et al, 2010).

Institutional theory suggests that an organizatismally favors symbolic actions
to acquire legitimacy (Oliver, 1991; Suchman, 19BBtause they are supposed to be
less expensive, easier to implement and more fiexithan substantive actions
(Christmann and Taylor, 2006, Wesphal and Zaja®981®Berrone et al, 2010).
Accordingly, scholars have attempted to provide ieicg) evidence of the adoption of
symbolic actions to gain (Higgins and Gulati, 20@8ft and Huy, 2007; Singh et al,
1986; Elsbach, 1992) maintain (Wesphal and Zaja88,12001; Ruef and Scott, 1998,
Patriotta et al, 2011) and repair legitimacy (Etdband Sutton, 1992; Elsbach, 1994,
1996; Elsbach et al., 1998; Lemin and Zaheer, torthing). Moreover, both theoretical
(Meyer and Rowan, 1977; Oliver, 1991; Boxenbaum dmasson, 2008) and empirical
scholars (Wesphal and Zajac, 2004; Stevens et0@b)Zhave investigated conditions
enabling organizations to deploy symbolic acticather than substantive ones in order
to garner legitimacy. Symbolic responses are mdakelyl to be adopted when
organizations experience conflicting institutioqmessures (Meyer and Rowan, 1977,
Aurini, 2006), risks of sanctions are low (Oliv&dl; Stevens et al 2005) performances
are difficult to assess (Berrone et al, 2010; Zatd Huy, 2007) and external
expectations contradict organizational values aodlsgy(Wesphal and Zajac; 2004,
Kellog, 2009).
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Overall, previous theoretical and empirical reskdras provided useful insights
for a better understanding of organizational stiiateto manage legitimacy; yet three
general issues remain underdeveloped.

First, previous research generally assumes thabelyrnand substantive actions
are largely dichotomous strategies: An organizatismiling to garner social
endorsement is supposed to adopt alternativeleregiimbolic or substantive actions
(Wesphal and Zajac, 1994; 1998; Stevens et al, ;200%stmann and Taylor, 2006;
Delmas and Montes-Sancho, 2010). However this gssomis over-simplistic because
it does not take into account that symbolic and swriiive actions may be
complementary rather than alternative (Fiss and&&006) and that, when combined,
they might have a greater impact on legitimacy (&se et al. 2010). Hence, previous
research has failed to investigate the possiblehamesms and processes leading the
interaction between symbolic and substantive astiand to provide a temporal
perspective on the strategic dynamic between thelsb@ch, 1992, Fiss and Zajac,
2006).

Second, although repairing legitimacy is a fundaiaenconcern for
organizations (Asfhorth and Gibbs, 1990; Elsbad94) since legitimacy gaps may
cause adverse consequences (DiMaggio and Pow8B; Pickermann, 1999; Higgins
and Gulati, 2003; Ni Sullivan et al, 2007), pre\soempirical studies have primarily
focused on strategies to acquire and maintain imegdy (Lamin and Zaheer,
forthcoming). On the contrary, little attention hasen paid to the repairing strategies
adopted by delegitimized organizations i.e. orgains which have entered in a
legitimacy gap caused by a mis-match between Hetiaviors and/or goals and socially
accepted values and norms (Suchman, 1995; Zuckerbh®®9; Marquis and Glynn,
2004). Repairing legitimacy is a complex, often uostessful, process (Lamin and
Zaheer, forthcoming; Patriotta et al, 2011) whiatvolves both symbolic and
substantive actions (Suchman, 1995).

Delegitimized organizations need to deploy symholprovide immediate and
highly visible replies to the legitimacy threatssférth and Gibbs, 1990; Suchman,
1995) but symbolic answers alone may cause ‘madignation’ (Palazzo and Scherer,
2007) since delegitimized organizations are expdsedreat external pressures for
substantial change (Ashforth and Gibbs, 1990). Despese concerns, to date the few
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studies which have investigated strategies addpyeatganizations to repair legitimacy
have primarily focused on the existence of symbdicategies (Elsbach, 1992;
O’Donovan, 2003), but without analyzing their irstetion with substantive actions.
Moreover Lamin and Zaheer (forthcoming) have eroplly proven that classical
symbolic actions are almost ineffective in repajriagitimacy, at least in the context of
listed companies.

The third gap in the literature on organizationagilimacy concerns the
legitimizing strategies adopted by organizationgkivay in contexts characterized by
institutional pluralism, (Kraatz and Block, 2008te@nwood et al, 2011; Patriotta et a.l,
2011), i.e. by organizations dealing with competingtitutional logics (Scott, 1991;
Friedland and Alford, 1991; Thorton and Ocasio; @0 first research stream has
theoretically hinted and empirically tested theseace of symbolic decoupling to
handle with institutional pluralism (Oliver, 199Wurini, 2006; Boxenbaum and
Jonsson, 2008). In this context symbolic actiongehaeen understood as a defensive
strategy that allows organizations to convey angenaf coherence with an institutional
logic and at the same time conceal substantial istemgy with a conflicting one
(Oliver, 1991; Westphal and Zajac; Hamilton and i&id@009). In other words, an
organization facing institutional pluralism is sogpd to substantially adopt practices
and structures which are aligned with its instdanél affinity and adopt merely
symbolically those practices which are conflictwgh it (Meyer and Rowan, 1977;
Pache and Santos, 2010; Lyon and Maxwell, 2011wever this understanding of
symbolic actions underestimates the fact that aorgéions permanently embedded in
pluralistic institutional environments may find difficult to clearly identify their
institutional affinities (Kraatz and Block, 2008Yloreover, even if this might be the
case, symbolic decoupling is a successful legiimgastrategy unless it is detected
(Meyer and Rowan, 1977) and organizations perm@nesrhbedded in multiple
institutional logics may find it difficult to avoi@xternal scrutiny over the long term
(Boxenbaum and Jonnson, 2008; Pache and Santdy, 201

Starting from these concerns, a more recent resesiream (Kraatz and Block,
2008; Binder, 2007; Battilana and Dorado, 2010cé&yaet al. 2011) has hinted that an
organization can deal with institutional pluralisny defining new structures and

practices, which combine and bridge apparently leztimig institutional logics in order
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to create hybrid organizational forms (Battilana &orado, 2010; Tracey et al. 2011).
Despite its merits, this research stream has méadysed on the internal, substantial
processes and structures adopted by hybrid orgamszato re-configure conflicting
institutional pressures, and it has paid littlee@tion to investigate the external
strategies adopted by hybrid organizations to gasoeial endorsement (Tracey et. al.,
2011). In particular, these scholars have undetdped the potential role of symbolic
management to make hybrid structures and practiceerstandable (Ashforth and
Humprey, 1997; Zott and Huy, 2007; Tracey et allDo stakeholders embedded in
different institutional logics and thus filteringpformation differently (Kraatz and
Block, 2008).

Summarizing, previous research has provided ugmfuincomplete insights to
explain strategies associated with legitimacy ttsreddamely, scholars have investigated
drivers enabling organizations to manage legitimidcgugh symbolic or alternatively
substantive actions (Westphal and Zajac, 1994;s@hann and Taylor, 2006, Berrone
et al, 2010), and have underlined the extraordirargllenges connected with the
reparation of legitimacy gaps (Elsbach, 1992; Lamind Zaheer, forthcoming), and
with institutional pluralism (Kraatz and Block, 2B0Patriotta et al, 2011). However
previous research has explained only partiallytiad processes at the core of the
organizational legitimacy. Namely, previous resbanas underestimated the fact that
an organization may combine symbolic and substantctions to garner social
endorsement (Fiss and Zajac, 2006; Kraatz and B@@R&8) and that an organization
facing institutional pluralism may find it difficulto decouple symbolic actions from
substantive ones (Boxenbaum and Jonsson, 2008hdmitlatitude to extend the
spectrum of symbolic and substantive actions it adopt to repair legitimacy (Pache
and Santos, 1010; Tracey et al, 2011). Accordiniglgeems necessary to investigate
how organizations working in pluralistic institutial environments manage symbolic
and substantive actions with the aim to repairtilegicy threats. Hence our research
question is:

How can organizations facing institutional comptgxstrategically manage
symbolic and substantive actions to repair legityia

By answering this research question we contribwde the literature on

institutional theory and organizational legitimaciamely, we demonstrate that
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organizations willing to repair legitimacy gaps dot rely only on symbolic or
alternatively on substantive actions, but stratfjionanage the temporal interactions
between them. Moreover we show that organizatiaos§ institutional pluralism can
escape institutional constrains by symbolicallyrfiag achieved results in a given logic
in way that is acceptable from a conflicting one.

To shed light on this process and consistent widlvipus research (Pache and
Santos, 2010; Battilana and Dorado, 2010) we cdedua comparative multiple case
study in the field of work integration social emese (Kerlin, 2006; Borzaga and
Defourny, 2001) in Italy, investigating symbolic casubstantive actions adopted by

these organizations to repair legitimacy threats.
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3 THE RESEARCH FIELD : | TALIAN SOCIAL ENTERPRISES

3.1 The Social enterprises model: blurring the boundams between the
commercial and the nonprofit logics.

Historically, the business and nonprofit/socialtsex have been very different,
sometimes conflicting, parts of the socio-econosystem: The former was mainly
committed to profit maximization paradigm while thatter to addressing social
problems (Palazzo and Scherer, 2006; 2011).

During the last decade these two different partsth&f civil society have
narrowed their relative distances, generating ae@ unexpected social, economical
and even cultural phenomena. Said in other wortent studies show that, during the
last ten years, well established for-profit firmave become more socially oriented,
while nonprofit organizations have increased ttHieaus on issues, such as process
efficiency and marketing strategy, which were padd to the for profit world (Crane
and Matten, 2005; Nicholls, 2004).

But, what are thalrivers that explain this important modification in corpte
paradigm and practice? Answering exhaustively suglestion is surely not easy. We
will try to briefly identify the most important drérs supporting critical changes both in
the ‘traditional' business and in the nonprofit ld&r We will lately describe the
emergence of a new category of hybrid organizatian, social enterprises, which
combine the institutional logic of both the 'tridahal' for profit and nonprofit
paradigms.

According to several experts, the corporate scanofalhe last decade — such as
Enron, Parmalat, Madoff's Ponzi scheme, etc. — thied ongoing global, financial
turmoil, have undermined the legitimacy and criithypof the profit maximization
model proposed by the capitalist paradigm. An iasieg portion of the global society
believes that corporations and for profit ventuaes the main responsible for relevant
global issues such as global warming, povertyddhaibor, etc (Baur and Palazzo, 2011;
Castello and Lozano, 2010).
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In this context, consumers, activists and NGOs hagecased their pressure
against 'traditional' business oriented firms, amcgparticular MNCs, demanding for
more attention to critical socially-related issu€his institutional pressure have forced
firms to progressively change their practices; or side, introducing actions to repair
and prevent negative externalities associated whikir business operations (e.qg.
pollution), on the other, launching new programgteate social value and innovation
(Crane and Matten, 2005; Scherer and Palazzo, 2008)

Corporate Social Responsibility, Sustainable Degwelent, Stakeholders Value
Creation programs generally contain both of theeaf®ntioned elements, i.e. reactive
approaches to reduce negative externalities andcpive initiatives to address social
issues and introduce social innovations. It is enidhat the latter activities represent an
important shift of the business world toward theprofit/social sector (Mele, 2008).

For instance, since 200¥he Coca-Colacompany has created a permanent
partnership with th&Vorld Wide Fund for Natur@VWH with the aim to create water
conservation programs in developed and emergingtdes and to reduce inefficiency
in its system of water use. Similar initiatives Babeen carried out by other large
corporations such amhnson & JohnsqgrNike andNestlé

By the same token, the number of organizations tauppnanagerial practices
such as social reporting, stakeholders engagemmhtdalogue is scaling up. For
example statistics tell us that in 2010 more th@0@ companies around the world
published a sustainability report that addressedGlobal Reporting Initiatives (GRI)
guidelines (GRI, 2010).

During the second mid of the XX century the bussnesodel of nonprofit
organizations was mainly based on donations fronvajg entities and/or on
governmental support. The new century has bronght, unexpected, changes since
the US and European Countries have decided to eeithécdirect contribution to these
organizations and to introduce a new competitigicldo gain grants and financial
subsidie\s. In other words, nonprofit firms havartstd competing with their peer
institutions to gain the necessary financial suppor

Two main consequences have followed this new utgiital asset.
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First, nonprofit organizations have introduced refiiciency-focused practices
in order to distinguish themselves from competiforsthe assignation of governmental
grants and of contributions from private institacand individuals.

Second, nonprofit organizations have diversifieceirthfunding sources.
Revenues in the traditional markets of consumedga@mnd services and investments in
the stock market have become valuable funding redteres of public grants and
charitable donations for these organizations. KanmgleWelcome Trusta UK based
charity, finances its activities investing assetsaround £14 billion in the stock market
adopting an investment policy seeking to “maximisereturn from global economic
activity and to have a broadly diversified portfolvith no innate geographic bias”
(source: www.wellcome.ac.uk).

While for profit firms are adopting more sociallgsponsible practices, and
nonprofit firms are moving to the business sidehied category of organizations is
emerging in the global market. This is the socrakegrise. “A social enterprise is a
business with primarily social objectives whosepuses are principally reinvested for
that purpose in the business or in the communttyerahan being driven by the need to
maximize profit for shareholders and owners” (D20Q02). In other words, social
enterprises are organizations which can compedteeifinormal market" but whose main
objective is to address an important social prob{&air and Matri, 2006; Nicholls,
2004; Kerlin, 2005). Probably the most famous doergerprise in the world is the
GrameerBank It was founded in Bangladesh by the Nobel Prizdd3sor Muhammad
Yunus as the first micro-credit bank of the woldbwadaysGrameenBank provides
loans to millions of poor people not only in ruvé@lages of Bangladesh and India but,

since 2008, also in USA witBreemenAmerica

Table 5: Grameen Bank: data series (amount in million USD)

Performance Indicator 1976 2006 2007 2008 2009
Cumulative Disbursement (All Loans) 0.001 5,954.02 6,685.51 7,59132 8,741.86
Disbursement During the Year (All Loans 0.001 724.96 934.94 905.81 1,150.54
Number of Houses Built cum 0 641,096 650,839 665,568 679,577
Total Deposits (Balance) 0 633.31 756.61 933.89 1,200.49
Number of Members 10 6,908,704 7,411,229 7,670,203 7,970,616
Number of Villages covered 1 74,462 80,678 83,566 83,458
Number of Branches 1 2,319 2,481 2,539 2,562
Profit/Loss (For the Year) 0 20.00 1.56 18.99 5.38
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Despite some differences between US and Europealsenterprises have
emerged around the world as a novel way to pursws®cally oriented mission,
maintaining conditions of economic and financialf-ssustainability from grants,
donations or members’ dues by virtue of a strongearket orientation and
entrepreneurial approach to the social issuesestgeid.

Today, in Europe social enterprises are part ofsthealled social economy -
which encompasses also organizations like coopemstassociations, foundations and
mutual societies. They are around 2million of firnmepresents more than 10% of
European business organizations and are activewitd@ range of sectors, like social
care service, the recycling market, microcrediyaadion and tourism.

Two interesting examples of European social entprard.a Fagedain Spain
andSolidarietain Italy.

La Fagedais a successful social enterprise founded in @8R the aim to
provide job opportunities to people suffering fromental and psychological diseases.
In order to achieve this goah Fagedaproduces yoghourt and milk and sells them in
the normal distribution channels, competing wittustry leaders and multinationals in
terms of perceived product quality. In 2018 Fagedaemployed 276 workers, 60% of
whom as assisted employees, sold more than 40@DQ:Oghurt and had a yearly
turnover of more than M€ 10,7.

Solidarietg which nowadays employees around 200 assistedensgyr&nd has a
yearly turnover of around M€ 10, is a social entisgfounded in 1982 in Italy with the
aim to contribute to the common good of societypbgviding working opportunities,
care and training services to marginalized peojde &x inmates and inmates on
probation, long term unemployed and immigrants.otder to achieve its mission,
Solidarietaworks in the market of “cleaning service” andaottpetes with other private
firms for the award of contracts of services fromblc bodies and private clients.
Accordingly, the financial sustainability dbolidarieta is based on its capacity to
provide higher standards of quality of servicegeaiveness, customer satisfactions and
price reduction.

As these two examples point out, social enterpresesorganizations with a
double mission and occupy a middle ground betweenpfofit and not for profit

environments. In other words, social enterprises ar particular form of hybrid
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organizations, i.e. of organizations permanentlybetded in apparently conflicting
institutional logics (Battilana and Dorado, 201ndBer, 2007).

Namely, social Enterprises are embedded in thenuengcial logic — that
requires product quality, economic sustainabiligfficiency and effectiveness of
services — and in the social logic — which is based democratic governance,
participative management and addressing socialsn@athe and Santos, 2010).

Given their permanent hybrid nature, social entegsi goal is not simply to
combine practices and behavior of for profit and foo profit organizations. Instead
they have to leverage and mix in an unpredictediandvative way both the market
and the social logics.

Tabella 6: Narrowing the distances between for profit and not for profit
organizations: the social enterprise model

Features: Features:
*Purpose: enhance shareholder value through profit *Purpose: achieve social missionthrough social value
maximization creation
*Management style: hisrarchical Management style: participative
*Key stakeholders: shareholders, clients of products *Eey stakeholders: volunteers and beneficiaries
and services ‘Source of revenues: charitable contributions and/ or
*Source of revenues: sales on free markets grants from public bodies
*Measure of performance: financial botbom line *Measure of performance: social botbom line
*Accounting tool: financial report *Accounting tool: social report
Pressures Pressures
*Greater accountability and transparency on the social *Greater accountability and transparency on financial
and environmental impact sustainability
*Stakeholder dialogue Fma.tmlefﬁnﬂm and technological effectivensss
*Beducing social and emvirormental impact Market oriented appmad\busucml issnes
*Solving social issues unaddressed by the state ‘Diversify funding sources

Features:

*purpose: achieve the social mission and financial

profitability

*Management style: participative

*Kev stakeholders: clients of products and
beneficiaries of services

*Source of revenmes: sales on free markets
*Measure of performance: social and financial bottom
line

*Accounting tool: social report and financial reports
*Risks:

*Wission drift

*Financial collapse

Although very promising, the social enterprise sed$ not without risks and
problems. On the one side, several researchers id@vdified the risk that these
organizations will enter in the so called missiaiitsl i.e. losing their socially identity

and deviating toward more profitable but less dbci@levant activities. On the other
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side, social enterprises risk to focus too muchhair social purposes disregarding the
financial sustainability of their activities thusliapsing..

3.2 A theorization of social enterprises in Europe andJS

The concept of social enterprises in the UnitedteStaand Europe is quite
different. US research on social enterprises gheéstmphasis on their revenue capacity
and on their role in the market economy, while Eueopean approach, grounded in the
so-called social economy (for an overview, see Monand Chaves, 2008), underlines
the multi-stakeholder and multiple-purpose charésttes of social enterprises.

Definitions and descriptions of social enterprigasy a great deal (Dart, 2004,
Perrini and Vurro, 2006). Nevertheless, it is polgsto broadly define them as not-for-
profit organizations that provide goods and ses/iéh the explicit aim to benefit the
community and that bear economic and financialsrigkked to their activities (Dees,
2003).

Table 7: Comparative overview of social enterprises the USA and Europe

Characteristics USA Europe

Emphasis Revenue Generation Social Benefit
Common Organizational Type NonProfit Associatiorg@eration
Focus Traditional NonProfit Activities Human Seirsc
Context Market Economy Social Economy

Source: Adaptation from Kerlin, 2006.)

In the US, the concept of a social enterprise isegdly much broader than in
Western Europe, since it covers a continuum rangjiogn commercial organizations
engaged in socially beneficial activities to noripprones engaged in missions
supporting commercial initiatives (Young, 2001) amdocuses on the capacity to
generate revenue from typically not-for-profit aites.

Nowadays, in Europe, there are two different schobkhought regarding social
enterprises. The first one is focused on theiregméneurial and business innovation
dynamics (Mair and Matri, 2006; Nicholls, 2006; farand Vurro, 2007), while the
second one investigates the organizational dynamigs is more grounded in the
nonprofit sector research stream (Borzaga and Deyp2001; Defourny and Nyssens
2008; Kerlin, 2006).
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In this context, in Europe, a social enterprise lsamlefined as:

. a business with primarily social objectives whosepkises are principally
reinvested for that purpose in the business dnencommunity rather than being driven
by the need to maximize profit for shareholders ewders (DTI, 2002)

. an organization with an explicit aim to benefit tbemmunity, initiated by a
group of citizens and in which the material intérek capital investors is subject to
limits. They place a high value on their indeper#eand on economic risk-taking
related to ongoing socio-economic activity (Borzagd Defourny, 2001).

In Europe, the concept of social enterprises fgbeared in Italy in the late
1980s (Defourny and Nyssens, 2006) to designatepibeeering initiatives of the
Italian Government to create the legal form of fabcooperatives” (i.e., cooperatives
engaged in social services activities).

Nowadays in Europe, social enterprises are wellblished in many countries
(Defourny and Nyssens, 2008), and they operate rutitee legal form of either
association or cooperative (Kerlin, 2006). Theyattiboth from for-profit organizations
and from classical nonprofits, because they argasgd to pursue at least three
purposes (Laville and Nyssens, 2001):

* a social goal connected to their particular missiod to the satisfaction of the
social needs of a particular category of citizens;

e an economic goal, according to which a social @nisg should be able to
maintain its financial sustainability and its lotegm economic efficiency;

e a socio-political goal connected to the fact thatial enterprises should be
involved in the sociopolitical debate promotinglbotternally and externally the
democratization of decision-making processes.

It follows that social enterprises should balanbeirt economic and social
dimensions.

Following Borzaga and Defourny (2001), the idegeyof social enterprise
should achieve eight purposes. In terms of econguniposes, social enterprises should
i) produce and sell goods and or services, ii) @ahia high degree of financial
autonomy from public subsidies, iii) have a sigrafit level of economic risk, and iv)

have at least a minimum number of paid workers.
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In order to respect their social ends, social @niges should also i) have an
explicit aim to benefit the community, ii) be thesult of a collective dynamic, iii) be
based on democratic government bodies instead mifatashares, iv) facilitate the
representation and participation of multiple stakdérs in the decision-making
process, and v) have limited profit distribution.

In terms of activities, it is possible to divider&pean social enterprises into two
big groups: those working in welfare services amusé operating in work integration
(the so-called work integration social enterprif84SEs). The main objective of the
WISEs is to help low-qualified, unemployed peopegain permanent jobs and to be
integrated in the workplace and society with prdidec activity (Spear and Bidet,
2005).

Given the definition proposed and their purposasofean social enterprises
are thus hybrid organizations (Borzaga and Defaou@@01; Dees, 2003; Minkoff,
2002). They pursue a pro-social mission to creai@ sustain social value for the
community (Cornelius et al. 2008), trying to apfilg methods of the private sector and
to achieve long-term economic and financial sefitamability (Nyssens, 2006; Peattie
and Morley, 2008).

As hybrids, social enterprises are under multiplactional domains (Rueff,
2000) and institutional demands (Kraatz and Bldb08; Pache and Santos, 2010).
Therefore, they should link features coming fronstidict organizational fields and
different institutional logics in new ways (Battila, 2009; Scott, 2001), but they cannot
rely on “ready-to-wear” models for handling thediem between the contrasting logics
they combine (Battilana, 2010).

3.3 History and legitimacy threats faced by Italian So@l Enteprises in 2000s

In most of Western European countries first soerderprises emerged from the
Third Sector as a consequence of the crisis ofMb#are States and of the generalized
structural unemployment caused by the financial mtam of 70s and 80s (Kerlin,
2005; Defourny, 2001). In this context some orgatimns of the Third Sector started
adopting a commercial approach to social serviagsh sas solutions for housing
problems, childcare services, and employment prograr long term unemployed and

marginalized people.
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Italy followed the same line of growth of most Epean countries (Borzaga and
Santuari, 2001; Defourny and Nyssens, 2010) sdfitisattalian social enterprises were
founded in the early 1980s to address social nemdained uncovered by the Welfare
state (Borzaga and Santuari, 2001). These sodiatpises were spontaneously created
by groups of volunteers in the form of voluntarg@sations or cooperatives and were
strongly influenced by the solidarity and sociatlusion principles emerged during the
political movements of 1960s and 1970s.

These pioneering initiatives acquired normativeitiegcy in early 1990s
through two laws: law 142/1990 and law 381/1991.

The first formalized the procedures according toicwhlocal bodies were
allowed to contract out public services to privamganizations, while the second
regularized social enterprises in the legal forfnsogial cooperatives.

Accordingly, many WISEs acquired the legal stattisarial cooperative and
new organizations rapidly spread throughout Itdbtaf, 2008) in a context of low
competition, great focus on the social service jpl@¥ and increasing resources from
local bodies (Borzaga and Fazzi, 2010).

Namely most of the Italian WISEs were financed lplg bodies through
contracting out, and also those working with prvelients could largely rely on public
grants to cover operation costs. Accordingly, atlibginning of 2000s there were more
than 5,000 social enterprises across lItaly, 60%vlodm founded after 1991, which
employed more than 200,000 people and producedvaralbincome of around M€
3,000 (Istat, 2008; Borzaga and Zandonai, 2008)

Yet, in early 2000s conditions which had enableciadaenterprises to grow up
during 1990s suddenly changed. The reduced fineaatanomy of public bodies and
the introduction of a stronger managerial culturéhie Italian public sector (Ongaro and
Vallotti, 2008) led public bodies to adopt a morarket oriented approach in their
commercial partnership with social enterprises.t€mts between social enterprises and
public authorities started to be based on compettenders, and the grants provided by
the State significantly reduced the amount of do@aterprises’ cost covered.

Accordingly, in the early 2000s social enterpriabsuptly started experiencing greater

% |n 2010 ltalian social enterprises, were around@@, they employed around 380.000 workers, which
means 3.3% of Italian population working in thetie private sector (Zandonai, Venturi, 2012; UE,
2011).
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competition in the public tenders and relying oe frivate market to acquire financial

sustainability (Borzaga and Fazzi, 2010; Ventud &@andonai, 2012). In this context,

the commercial logic (Friedland and Alford, 1991reénwood et al., 2009) started

challenging the incumbent social logic (FrumkinQ2pPache and Santos, 2010), and
social enterprises were increasingly exposed tgspres concerning product quality,

customer satisfaction, price competition, effeatizes and efficiency.

The described shift in the environmental conditifexsed by social enterprises
exposed them to extraordinary legitimacy challengesthe one hand, they needed to
address demands and expectations coming from timeneccial institutional field; on
the other hand, however, social enterprises hée twonsistent with their social purpose
avoiding possible mission drift (Copestake, 200/gr@ and Matten, 2010: 476), which

might eventually delegitimize them within the soamstitutional environment.

3.4 Social Enterprises and symbolic management

Social enterprises seem useful to investigate hgmbslic and substantive
actions interact and are managed by organizatidnsone hand, they face constraints
that typically reinforce the adoption of symboliagtices. On the other hand, it seems
risky for them to merely align with external expdains without really integrating
requested behaviors in day-to-day practice.

Social enterprises typically face serious resogasstraints (Dees, 1998) since
they rely on the part-time support of volunteersom infrastructure, and limited
financial resources and are under a strong prditildution constraint. Their purpose is
to create social value for disadvantaged peoplechwis hard to assess because there
are no standardized calculative mechanisms foakwalue creation or any comparative
units of measurement (Paton, 2003). Previous relseam symbolic management has
shown that symbolic actions could help organizationdealing with resource scarcity
(Lounsbury and Glynn, 2001; Zott and Huy, 2007) aren performance and quality
are hard to assess (Feldman and March, 1981; Rf@&81; Higgins and Gulati, 2003).

Moreover, social enterprises have to deal with loctirfg institutional demands.
They have to comply with business logic, but arebedded in welfare logic.
Institutional theory predicts that under conditioh competing institutional demands

(Scott, 1987), organizations may nominally submihaut implementing some of the
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practices and actions they are expected to (Boxenl&t al., 2008; Meyer and Rowan,
1977). In particular, organizational leaders areramikely to formally adopt certain
practices without implementing them to project arage of legitimacy when external
demands and internal behaviors and preferencescaraligned (Fiss and Zajac 2006;
MacLean and Behnam, 2010), that is, when extengsspires and internal goals are in
conflict (Oliver, 1991). Among others, Westphal afajac (2001) and Fiss and Zajac
(2004) explain that the less willing internal sta&kelers are to adopt certain practices,
the higher the probability the organization willypadopt them symbolically.

Those who research organizational institutionalisave historically defined
these strategies as decoupling, i.e., situationgerevhcompliance with external
expectations may be merely symbolic rather thanstsmbive, leaving original
relationships within the organization largely unohed (Fiss and Zajec, 2006 p: 1175).

However, decoupling only works if organizations agle to avoid external
scrutiny. When external institutional stakeholdethese who judge the appropriateness
and acceptability of organizations’ behavior andlgqRuef and Scott, 1998)—detect a
lack of coherence between an organization’s dettlarel applied practices, they will
likely criticize the organization, and this coulkeatually undermine its legitimacy.

Since hybrid organizations are permanently embeddeéenvironments with
competing demands (Battilana and Dorado, 2010;®veed et al., 2010; Foreman and
Whetten, 2010; Albert and Whetten, 1985), they riag it difficult to avoid external
scrutiny in the long term. Being ethically-orientadjanizations (Cornelius et al., 2008),
they are thoroughly scrutinized by external stakddrs (Ashforth and Gibbs, 1990) and
are seriously at risk of having their decouplinggtices revealed. For these reasons, it
seems reasonable that social enterprises, whichaaparticular subset of hybrid
organizations, could take symbolic actions but might be able to sustain decoupled
strategies over the long term. Therefore, it seese$ul to investigate how the symbolic
actions of social enterprises affect the adoptiosubstantive actions andice versato
investigate the mechanisms of interaction, and hwyganizations understand that
substantive actions could have also a symbolic d&o@ which may eventually

reinforce their power as legitimacy drivers.
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4 RESEARCH METHODOLOGY

4.1 The qualitative approach

Given our research questions, and consistent watliiqus literature investigating
hybrid organizations (Battilana and Dorado; 201@&che and Santos, 2010) and
mechanisms influencing the interaction between ®jimband substantive actions
(Jovanovic and Wood, 2007), this study adopts ditgtise, exploratory, multi-case,
and longitudinal approach (Eisenhardt, 1989).

Case studies have been defined as rich, empirgsarghtions of specific aspects of
phenomena, typically based on a variety of datacesuand where the number of
variables of interest is greater than the numbeatabé-points (Yin, 1984). In fact, case
studies allow an investigation to develop theomuictively by recognizing patterns or
relationships among theoretical constructs andetaim the holistic and meaningful
characteristics of real-life events, (Yin, 19841p).

Given these features, case studies are well-stotestploratory research when the
aim is to study complex social phenomena—typified & lack of viable theory
(Edmonson and McManus, 2007) and empirical evidditsenhardt and Graebner,
2007)—and when it is difficult to clearly identitigeoretical constructs, boundaries, and
affecting variables (Yin, 1984).

This is the case with our research questions, aRgkea full interpretation of the
role and dynamics of symbolic management in scairprises and a comprehensive
theoretical and empirical understanding of the ma@ms leading to the interaction of
symbolic and substantive actions in the legitintapoocess of social enterprises.

Then, to answer our research question, we adaptgtuidinal approach in order
to observe the evolution of similar categories bémpomenon of our interest over an
extended period of time. Since we investigate trechmnism of the interaction of
symbolic and substantive actions, we need to addphgitudinal approach in order to
study how and why organizations have changed thaimagerial practices in moving

from symbolic to substantive actions amde versa and to explain these observed
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sequences of events in terms of some underlyingrgéme mechanism or nomological
relationships (Van de Ven and Huber, 1990).

We adopt a comparative approach because this ggratiows us to provide a
more robust, generalizable, and testable theonry &hsingle case-research model would
do (Eisenhardt and Graebner, 2007). The replicdtigic underlying comparative case
studies is extremely important to assess the predipower of nomothetic statements
because it allows the investigator to reduce olesebias and to compare findings.
Actually, ‘the replication logic is analogous tathused in multiple experiments’ (Yin,
1984, p. 48) and it consists in treating a seriesases as a series of independent
experiments: every case is investigated indepehdémm others and it is used to
confirm or challenge the research hypothesis. Rafitin logic thus allow the research
to enhance confidence in the validity of the disred relationships by virtue of
different, independent cases: the greater the nuotbeases that show replication, the
greater the rigor with which a theory has beenbdistzed. Each case serves as a distinct
experiment that stands on its own as an analytic(Emsenhardt and Graebner, 2007)
with the aim of producing similar results (litenadplication) or, conversely, contrary

results but for predictable reasons (theoretigalication) (Yin, 1984).
4.2 Sampling strategy

In terms of research sampling, we adopted the viatlg criteria of analytical
sampling (Vaccaro et al. 2009, 2011).

First, we selected between four cases in order twaramtee analytical
generalization (Eisenhardt, 1989).

Second, all the organizations suffered from a ilegity challenge in the mid of
2000s and tried to answer this challenge adoptitgtantive and/or symbolic actions.
This allowed us to identify a clear relationshigviieen perceived legitimacy gap and
symbolic or substantive actions carried out by nizgtions.

Third, all the organizations are Work Integratioactal Enterprises (WISES)
(Nyssens, 2006) as this might contribute to imprgvihe internal validity of our
research. Internal validity refers to the extenivtoch a researcher is able to establish a
plausible causal relationship between variables rasdlts (Yin, 1984). In this sense,
WISEs seem to be a useful research field to vevifigther or not empirical evidence
supports the existing literature on symbolic manag® (Zott and Huy, 2007) and
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hybrid organizations (Battilana, and Dodado, 20P@che and Santos, 2010) since
WISEs are well established across Europe (comprisiore than 14,000 enterprises
and employing around 240,000 people (Spear andtBaf®5) and they have been
broadly investigated by researchers from diffetbrbretical perspectives (Vidal, 2005;
Kerlin, 2006; Pache and Santos, forthcoming, Thor@d@84: Dart, 2004). Therefore,
using WISEs in the study allow us to develop theagngulation (Yin, 1984)—i.e., to
compare the emergent new concepts, theory, antlgegth those already identified by
other researchers , i.e., to compare empiricallseoled patterns with predicted ones
(Eisenhardt, 1989).

Fourth, we selected WISEs located in the same gpebgral area (in particular,
in the North of Italy), to minimize variation due énvironmental factors (Zott and Huy,
2007). This seems to be particularly important givwhat legitimacy is socially
constructed. Indeed, -cultural, social, and envirental differences influence
stakeholders’ formal and informal endorsement obeganization and its institutional
linkages with prominent stakeholders (Rao, 1994efRand Scott, 1998); this could
eventually reduce the comparability of the reswtsl, consequently, the external
reliability (Yin, 2003).

Fifth, we selected well established WISEs because @ed to investigate
organizational changes in a period of time of asidive years, in order to be able to
investigate interaction between symbolic and subista practices in the long term and
how they are balanced by organizations permanestiybedded in competing
institutional demands (Otzcan and Eisenhardt, 2009)

Finally, in order to create a diverse sample wedetl WISEs suffering for
legitimacy threats with stakeholders embedded radterely in the social or in the
commercial logic. Organization were further seldaba@ the basis of their outcomes in
repairing legitimacy in order to have examples aflap type (Pettigrew, 1990;
Eisenhardt, 1989).

This sample strategy drove us to identify four W8SkRhich constituted two
matched pairs. One pair faced legitimacy threath wommercial stakeholders, the
other with social stakeholders. In each pair ongawoization was able to repair
legitimacy, while the other was not.
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Table 8: description of WISEs investigated

Cases RED BLACK WHITE GREEN
Sweeping and Waste
Industry Assembly Assembly Manufactory management
Gepgraphlcal area of North East North-West ltaly North East North-West
activity Italy Italy Italy
Founding Year 1990 1991 1987 1995
Total Staff 82 97 44 123
Disadvantaged employees 59 34 21 63
Revenues (M€) 1.5 M€ 1.5 M€ 1.4 M€ 5.3 M€
Profit 56,000 24,000 12,000 520,000
Year of gap perception 2004 2004 2006 2006
Insfuftuhonal logic of the Commerual Commercial logic  Social Logic Social Logic
legitimacy gap logic
Answer to legitimacy gap ~ Successful Unsuccessful Unsuccessful  Successful

4.3 Data gathering and data analysis

For data gathering and data analysis, we adoptoanded theory approach
(Glaser and Strauss, 1967; Strauss and Corbin,)199%@ reasons for this are as
follows:

First, there is a dearth of previous empirical #mebretical studies on the key
relationship of interest of this study; the grouthdleeory approach is appropriate when
previous theoretical and empirical research is len&i provide theoretical constructs
and research hypotheses to be tested during tHenjmay phase of data analysis
(Sutton and Hargadon, 1996).

Second, grounded theory is effective in supporttida gathering and the
analysis of processes and activities that arecditfito measure (Vaccaro et al., 2011).

Third, grounded theory is particularly useful whessearchers are concerned
with discovering processes in the sense of recghrdsange in patterns of actions and
interactions and in relation to changes in endogerand exogenous organizational
conditions (Strauss and Corbin, 1990; 1994).

Grounded theory emphasizes the importance of dafaegng, data analysis,
and the methodological rigor of this process (Stsaand Corbin, 1990, pp. 44-46). In
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order to achieve this rigor, we use a number aftstries to provide internal validity and
reliability.

In order to guarantee construct validity, an int@or component of internal and
external validity, we used multiple source of evide and triangulate data to increase
our accuracy in the observation of reality (Denamd Lincoln, 1994). We collect
gualitative and quantitative data both at the oizztional and field levels.

We started data collection by interviewing five isenexperts of the Work
Integration Sector to understand the evolution he# sector, the legitimacy issues
WISEs have to face, and the competing logic in Whiney are embedded.

At the organizational level, we gather informatioa monthly visits to our case
enterprises. For each enterprise, we collecteduddlic material (annual reports, social
reports, advertising, other publications, presglad, online information) and internal
archival data (internal mails and internal report¥e interviewed a number of critical
internal informants, such as executive directoogrés members, and social workers.
Moreover, we interviewed prominent external stakeéis to verify whether legitimacy
issues perceived by an organization are in fat¢eifig negative assessment provided
by external actors.

Analysis has begun with separating data into fouffer@nt types of
documentation (interviews at the organizationalelewnterviews at the field level,
documents at the organizational level; documentbefield level) based on similarity
of form and informer as this allows us to make #herk more manageable and to
triangulate data within and across types of categpthus increasing reliability and
construct validity (McLead and Behnam, 2010).

Following grounded theory (Eisenhardt, 1989; Zattl &duy, 2007; Hargadon
and Sutton, 1997), we allowed the emergence of¢ieal evidence during initial open
interviews. Preliminary results and constructs eimgr in the initial interviews have
been compared with existing literature, and theepte investigated through more
focused interviews in order to strongly support @odings; the aim is to guarantee
internal and external validity. Therefore, datéhgang and data analysis have been not
carried out in separate research phases (Eisent®89); instead, they have been
developed at the same time in order to move badkfaih between the data and the
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literature, in such a way that they mutually infeememergent theoretical insights
(Glaser and Strauss, 1967).

Table 9: summary of the type and volume of Data cladcted to date

Total. ] ) tal. ) Internal  Public
Title of internal Title of External )
WISE Internal ) External _ Data available
) ) informants ) ) informants
interviews interviews Data
Director Supplier
Board members Client
Volunteers Public Agency
RED 16 President 11 Social workers 83 16
Technical Experts of the
employee sector
Social Employee
President Public Agency
Technical Financial partner
BLACK 9 5 99 9
employee Expert of the
Social Employee sector
Director Public agency
Volunteers Social
WHITE 11 Technical 8 entrepreneurs 90 19
employee Experts of the
Social employee sector
Public agency
Director Experts of the
Volunteers sector
Board Members Social
GREEN 11 ) 7 111 21
Technical entrepreneurs
employee Suppliers
Social employee Commercial
partner

We conducted interviews following a guide that igfegs questions and main

issues to deal with. Whenever possible interviemestaped, transcribed, and analyzed

with extensive notes. The results of the intervievese discussed with key informants,

while interviews and notes were discussed with rotltademics, who are expert of the
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field but not involved in the research, in ordemptovide construct validity (Gibbert et
al., 2007).

To guarantee reliability, we have identified a casaly protocol that contains
all the instruments, the rules, and the procedtiraswe should follow throughout the
data collection phase, and we are building an exterdata base with all the available
documents we are gathering and analyzing.

Finally, following grounded theory methodology, agopted systematic coding,
based on longitudinal and orthogonal coding, ireotd guarantee internal validity and
reliability in the data analysis (Babbie, 2001).tbhave been analyzed using coding
procedures based on previous theoretical and esapiresearch on organizational
legitimacy and symbolic actions, as described enfdtlowing section, as the following
sections explains. In order to code we used ATLASoftware.

The following sections describe the coding procedadopted in this study for
each construct identified.

4.4 Measure of Legitimacy

Organizational legitimacy is a central concept ngamizational studies and has
been adopted by institutional theory (Meyer and Rowl977), resource dependence
theory (Pfeffer and Salancik, 1978), and organreti ecology (Carroll and Hannan,
1989) to justify organizational survival, long-tersuccess, and easier access to
financial, human, and intangible resources. Desjpigeimportance, the concept of
organizational legitimacy has not yet been clealdfined and remains difficult to
measure as it is not a tangible asset that someagegossess and exchange. Instead, it
is an intangible and unobservable construct thiéats broadly accepted “cultural
alignment, normative support or consonance witegor laws” (Scott, 1995: 45).

Legitimate organizations are assessed in termbedf tonsistency or congruence
with cultural models or rules specifying appropgiatructures or procedures. A central
element of legitimacy seems to be meeting and auhév the broadly accepted norms
and values of a social system, some of which apictty named by professional
associations and governments, while others emergetone as a result of interaction
among participants in a social system.

In the past, measures of legitimacy have varieteatgleal (Vergne, 2010), relying

upon the assessment of society at large, mediauatz@¢Bansal and Clelland, 2004;
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Berrone et al, forthcoming), the endorsement ofgssional bodies (Ruef and Scott,
1994), and institutional linkages (Human and Pro2&90; Sullivan et al., 2007)

As suggested by Deephouse and Suchman (2008)¢creeagingly popular strategy
for measuring legitimacy involves counting the n@mbf organizations in a population
or the number of media articles about an industnyprganization, or a practice, with
greater numbers indicating greater legitimacy. Tapproach may be more useful in
some contexts, such as analyzing emerging indestri@mew ventures, and establishing
organizational behavior.

Moreover, the number of organizations adopting Hiqdar practice may be a
useful measure in analyzing the extent to which pinactice is understood as legitimate.
The idea is that the more widespread a practiog,ntiore generally accepted and
legitimate it is.

Widespread adoption of a practice has been usea lagitimacy measure, for
instance, in population ecology (Strang and Sdl#98). However, its utility seems to
be marginal when studying single organizations &hdther or not their practices and
behavior are accepted as legitimate by externkébtaders.

Another measure sometimes adopted to evaluatesgjiteriacy of a practice is the
use of ethical codes (Vergne, 2010), since theynasigcongruence between
organizational behavior and societal expectatidgteens et al., 2005). Actually, it
seems that codes indicate conformity with exteexglectations and not the legitimacy
of an organization. Therefore, they should be nooreectly understood as substantive
or symbolic actions carried out by an organizationachieve legitimacy, thus as a
source rather than a measurement of legitimacyig@mann and Taylor, 2006).

Alternatively, legitimacy could be measured in terraf numbers of inter-
organizational relationships and linkages, whichansethat the more legitimate an
institution, the more i) it will be connected wilkgitimate others (Dacin et al., 2007;
Higgins and Gulati, 2007), ii) it will be endorsbg prominent political figures (Pfeffer
and Salancik, 1978), and the more iii) strong Iotking connections it will have
(Deeds et al., 2004; Singh et al., 1986). Moreogrdorsement as a legitimacy measure
hardly works when comparing the legitimacy achiebgdorganizations that work in
different countries or regions since such orgaromnat typically deal with different

agencies and networks, whose endorsing standards stmategies might differ
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significantly. Since Legitimacy depends upon shamedms, values, and belief of a
society, organizations working in different envinoents should deal with different
legitimacy minimum standards (Deephouse, 1996; Merg010).

Finally, one of the most commonly adopted legitisnateasures relies on media
content analysis, which is meaningful in evaluatiogv organizations are perceived by
society at large. Adopting the Janis-Fadner caefiiig it is possible to measure
organizational legitimacy by balancing endorsingd ashallenging media accounts
(Bansal and Clelland, 2004; Berrone et al., fonthicwy). This approach to assessing
organizational legitimacy allows researchers toiciwbe risk of measuring product
quality instead of organizational legitimacy simoedia perception is strongly related to
the broader fit between an organization’s percelweltvior and accepted social norms
(Vergne, 2010; Deeds et al.,, 2004). However, usingdia reports to measure
legitimacy may be problematic because they not aelfect, but also influence,
organizational legitimacy (Deephouse and Suchm@f8pand are most meaningful
when organizations are under general scrutiny, tieegive large press coverage, or
when researchers want to investigate public legitynDeephouse and Carter, 2005).

Based on the above, it follows that it is quitefidifit to identify a unique
legitimacy measure which may be broadly acceptedl arcurate (Deephouse and
Carter, 2005; McLean and Behnam, 2010; Ruef andt,St@98). Therefore, it may be
useful to examine legitimacy more closely by aduptia qualitative approach to
examine the process of bestowing legitimacy onmmgdions (Chan and Makino, 2007:
635) and by clearly identifying who has authorityeplegitimation in any given setting.
As noted by Deephouse and Suchman (2008), thisndsp®ainly on two variables: i)
who the main stakeholders involved in the instinél environments providing
legitimacy to an organization—i.e., the legitimamurces—are, and ii) what the object
of the research is.

For instance, Ruef and Scott (1998) were interesteithe regulative legitimacy
gained by US hospitals; therefore, they measuredtineacy in terms of positive
endorsement given by external regulatory agen@ekospitals under investigation.
Conversely, Zott and Huy (2007) investigated thgsna which new ventures managed
symbolic actions to convey different legitimacy miegs to external funders.

Therefore, they interviewed internal and external kstakeholders, including co-
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founders, investors, employees, suppliers, andomests, with the aim of identifying
different types of legitimacy conferred to new wars and linking them with greater
resource acquisition. Finally, Deephouse (1996) Radsal and Clelland (2004) used
media data to measure the public legitimacy ofdoigporations, since the media is “one
institutionally rich indicator of society-wide lggnacy” (Deephouse and Suchman,
2008: 55) that may be useful in measuring the ilegity of well-known, global
corporations that are scrutinized by society ajdasver a vast geographical area.

Given these considerations, it follows that wet firsed to identify key stakeholders
and main organizational sources of legitimacy idleorto determine a legitimacy
measure that fits social enterprises.

First, as noted by Pache and Santos (2010), beimgnercial organizations with a
social mission, WISEs are under conflicting ingidoal logics. Consequently, they are
supposed to acquire legitimacy by complying witffedent institutional stakeholders’
expectations (Aurini, 2006; Boxenbaum, 2008). Gandhe hand, welfare logic asks for
democratic stakeholder management, democratic gamee, and addressing social
needs in collaboration with local governments, lawalfare agencies, and not-for-profit
organizations. On the other hand, commercial logles on economic and technical
efficiencies, hierarchical control, and custometissaction. Therefore, WISEs should
comply alternatively with these contrasting ingtdnal claims and they become
legitimate only when both are satisfied. For thesasons, when measuring WISEs
legitimacy we need to analyse to what extent WISEs legitimate by prominent
stakeholders representing both the institutiongicka

Second, media counts usually work for organizatiomsr-scrutinized by society
and external watchdogs such an NGOs and not fdit mn@anizations (Scherer and
Palazzo, 2007; Basu and Palazzo, 2011), therefeeems to be useful to adopt media
counts as the only legitimacy measure when we haveeal with big corporations
(Berrone et al., forthcoming, Deephouse and Cag@05). This is not the case with
social enterprises, which are rarely investigatgd the media, being eventually
discussed as a sector.

Third, since we are interested in analysing how sylin and substantive actions
interact when organizations are dealing with leggtty gaps, we ought to investigate

specific legitimacy issues WISEs have to face wtieir behaviours and means and
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ends do not conform with key stakeholders’ expemtat Accordingly, we need to go
down to the micro level of the analysis and to ddolegitimacy measure which is time-
sensitive.

For these reasons, it seems to be difficult totilea uni-dimensional measure to
adequately assess the legitimacy of social ens&gri Therefore, consistent with
previous research (Deephosue and Carter, 2005; &chad Behnam, 2010; Ruef and
Scott, 1998) and with the definition of organizatilegitimacy (Suchman, 1995), we
have decided to use a multidimensional measureghwhtcludes:

. media accounts (Berrone et al., forthcoming, Deapbp1995)

. the formal and informal endorsements of key stakkdte (Rao, 1994;
Deephouse and Carter, 2005), identified in termgpuflic bodies, experts of the
sector, external commercial and social stakeholdeternal stakeholders.

. the human and financial resources (Zott and Hu@720

Hereafter, we clarify how each item is built.

» Positive media accounts of organizations

Among others, Berrone et al. (2010), Bansal andladié (2004), and Deeds et
al. (2004) use media accounts to measure orgammzdtilegitimacy by balancing
positive and negative reports of organizations usdeutiny.

Following previous studies, we rely on local prmedia as the only media
source to assess organizational legitimacy (Deegghand Carter, 2005) for four
reasons. First, newspapers’ content and publiciapiare usually aligned. Second,
newspapers’ accounts are perceived to be moreblelidhan other media sources
(Vergne, 2010). Third, past research suggests It print media covers local
businesses most effectively (Deephouse and Ca06g; Palmgreen and Clarke, 1977).
Fourth, articles can be aggregated, thus beinghulusieasure to assess organizational
legitimacy over years and in carrying out a londjihal case study.

We follow a number of steps to measure public legity. We first identify
national and local newspapers’ in the regions gwtial enterprises carry on their
business; then we collect all the articles citihg hames of social enterprises under
investigation. We read the articles and code theooraing to Bansal and Clelland’s
(2005) coding strategy: “-1” means a negative legity evaluation; “0” means a

neutral evaluation, and “1” means a positive eviana
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Analytically, given our definition of legitimacy,na consistent with previous
studies (Berronte et al., forthcoming; Deephous# @arter, 2005), we code negative
legitimacy whenever a recorded unit is questiorang/ISE mission, structure, action,
or performance. Otherwise, we code positive legitiyn(Deephouse and Carter, 2005;
Pfeffer and Salancik, 1978).

Our source of information is local print media.

« Key stakeholders give positive informal endorsements to organizations

Following Suchman (1995), we define legitimacy asgéneralized perception
or assumption that the actions of an entity aréralgle, proper, or appropriate within a
socially constructed systems of norms, valuesgetgland definitions” (p. 574). These
perceptions and assumptions are usually confersedkely stakeholders, which are
affected by an organization activity and have thegr to affect it and have the power
the authority to mobilize and confront the orgatima(Meyer and Scott, 1983; Ashford
and Gibbs, 1990; Deephouse and Suchman, 2008; esclaexd Palazzo, 2007;
Donaldson and Dunfee, 1994; Bansal and Roth, 2000).

By matching the previously presented understandfngstitutional pressures in
which WISEs are permanently embedded with the defimof legitimacy adopted, we
identify prominent actors in both the commercialhda welfare-institutional
environment. We code positive, and negative legitynwhen prominent actors in
institutional environments provide social entergsisvith positive or negative accounts
regarding the appropriateness of their goals aralbavior, rating them as acceptable,
proper, or appropriate (Ruef and Scott, 1998; Deaph, 1996; Deephouse and Carter,
2005).

In particular:

i. We interview prominent actors ilocal public agencies and not for profit
networks, such as labor agencies and social services,w¥itbh social enterprises
usually have long-term relationships. Theoreticallynay be difficult to identify
all the public bodies and networking bodies withickhsocial enterprises work.
However, based on interviews with some expertsvaitid social enterprises under
investigation, it seems that local labor agencied social services are the most
important public bodies permitted to confer legdity on social enterprises.

Moreover usually social enterprises are involve@me national networking body

64



RESEARCHMETHODOLOGY

(called Confcooperative) and in one local netwagkiody that provides services at
a regional level (these local networking bodiesaaiéed Consorzi-Consortium and
are institutional agencies that provide social gmtges with financial, consultancy,
advocacy, and coaching services). Our sourcesfofmmation are interviews with

prominent stakeholders at the organizational agld fevel and documents.

code positive, and negative legitimacy when promicemmercial, social and
internal actors provide social enterprises with positive, neutrat, negative
accounts regarding the appropriateness of theilsgoad/or behavior, rating them
as acceptable, proper, or appropriate (Donaldsal Breston, 1995). Key
stakeholders are identified in terms of their siyat relevance for the WISE given
their dimensions and existing business relatiorssiur sources of information are
interviews with prominent stakeholders at the orgaiional and field level and
documents.
Analytically, given our definition of legitimacy drconsistent with previous studies
(Berronte et al., forthcoming; Deephouse and Ca&@05) in both the cases we
code negative legitimacy whenever a stakeholdguestioning a WISE mission,
structure, action or performance challenging ihasuseful, inefficient, incoherent
with their values, needs and belief and inappro@riRoreman and Whetten, 2002;
McLean and Behnam, 2010). Otherwise, we code pesiégitimacy (Deephouse
and Carter, 2005; Pfeffer and Salancik, 1978).
We ranked the strength with which the concept wasasented in the case in terms
of our judgments regarding the significance of toatext in which the concept
occurred. This strategy is consistent with the gdmd theory approach for data
gathering and data analysis (Strauss and Corb8()19
e Organizations are able to maintain the number of volunteers and their

financial resources compared to the previous year

As previously noted, acquiring legitimacy shoulbbal organizations to develop
greater human and financial resources. Thus, argaanal legitimacy can be assessed
by the level of resource transactions flowing iato organization (Terreberry, 1968).
More recently, Zott and Huy (2007) and Higgins a@&dlati (2003) used resource
acquisition to indirectly measure the legitimacy oéw ventures. Since social

enterprises typically rely on scarce resources \alidnteers (Battilana and Dorado,
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forthcoming), we identify the evolution of salesdathe number of volunteers and
employees as key variables to measure the legiyirabsocial enterprises. Therefore,
we code positive legitimacy when the number of ntders and financial resources do
not decrease compared to the previous year, andtimeglegitimacy when they
decrease compared to the previous year. We codivpdsgitimacy when human and
financial resources social enterprises rely on atodecrease because social enterprises
have a social purpose and not a commercial onegftre increasing dimension is
rarely a priority for them. Our sources of informat are official documents at the
organizational level, such as annual reports awtbaeports WISEs are oblige to do
by law.Thereatfter,

1) Having coded all the positive, neutral and negatigsessment given by key
stakeholders we calculated if in the year of irderthnere was a predominance of
positive (1) or negative (-1) assessment. In tret Gase we coded yearly legitimacy as
positive, in the second negative.

2) We measure positive or negative legitimacy whearatdttively human (social
logic) and financial (commercial logic) resource@sed in the year i in respect to the
year i-1

3) We calculated the average of organizational legitiyp using the following
formula®

Table 10: legitimacy measure

PB, + ESt +PM, + ESt + lSIt +R
T

it

Organizational Legitimagy =

Where

PB; is the average level of the assessments givemibychodies to WISE i in the year t,
ES; is the average level of assessment given by expéthe sector to WISE i in the year t,
PMi;is the average level of assessment given by primiedia to WISE i in the year t,

ESis the average level of assessment given by extstaeeholders to WISE i in the year t,
IS the average level of assessment given by intstakEholders to WISE i in the year

Ry represents the evolution of the resources of WIBHEhe year t compared to the year

Ty is the total number of positive and negative lematy evaluation given to the WISE |i

% In appendix 1 tables reporting measures of orgdioizal legitimacy for each social enterprise are
presented.

66



Table 11: Source of information and identificationprocedures of organizational legitimacy

Construct Definition coding scheme Supporting literature Source of information

the greater the positive answer to the followinggiions,the greater the organizational legitimaeydentify.

Organizational ) ) o .
Are printed media providing positive endorsement to

Legitimacy is ‘a ) ) ] o _ Berrone et al, forthcoming;
) ) the social enterprise under investigation, supporti ) )
generalized perception or o ) Deephouse, 1996; Deephouse Local printed media
) ~ its mission, values, structures, action, or
assumption that the action and Carter, 2005
performances?

of an entity are desirable, ) ) ) . o )
Are social services and public authorities giving Ruef and Scott, 1998; Dowling

proper or appropriate - ] ] ) Interviews with internal and
o ) positive endorsement to the social enterprise under and Pfeffer, 1984; Singh et al,
within socially ) o o o ] external stakeholders and
investigation, supporting its mission, values, 1986; Pfeffer and Salncik, o
constructed systems of ) documents at the organizational
] structures, action, or performances? 1978) )
norms, values, belief and and field level

Organizational legitimacy definitions’ and it enables ) ) ]
Are key commercial, social and internal stakehader

organizations to survive o . ) ~ Zott and Huy, 2007; Bansal and Interviews with internal and
) giving positive endorsement to the social enteepris
over time and succeed, as ) o o o Roth, 2000; McLead and external stakeholders and
) ) under investigation, supporting its mission, vajues o
it allows them to acquire ) Behnam, 2010 documents at the organizational
actions, performances? .
greater human and and field level

financial resources, ) ] )
When compared to previous year, have financial ~ Zott and Huy, 2007; Terreberry,
external support, better ) ) ) Official documents at the
o ) ) resources increased? 1968; Hoggins and Gulati, 2003 o
institutional relationships, organizational level

and exchange conditions. ) )
When compared to the previous year, have paid  Zott and Huy, 2007; Terreberry,
(Suchman, 1995) ] ) ) Official documents at the
human resources increased? 1968; Hoggins and Gulati, 2003 o
organizational level
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4.5 Measures of substantive, symbolic, and decoupledtams

Broadly speaking, following previous studies (Vaccat al., 2009; McLean and
Behnam, 2010; Zott and Huy, 2007), we ranked thength with which every construct
is represented in the case study according to dlaive frequency of its occurrence
both within and across data types and in terms wf jadgments regarding the
significance of the context in which the conceptwced in the data (Glaser and
Strauss, 1967). More in detail we code decouplglstantive and integrated actions as

follows.
4.5.1 Decoupling practices

The research investigating decoupling builds onsttmainal works of Meyer and
Rowans (1977; 1978), Pfeffer and Salancik (19784 ®liver (1991). However,
different authors adopt different theoretical pextjves (institutional or strategic) to
study organizational legitimacy.

For instance, Meyer and Rowan have an institutipeaspective, claiming that
conforming to prevailing norms and rules could éualty lead to inefficiency and thus
organizations employ decoupling practices. This maethey “buffer their formal
structures from the uncertainties of technical\éiotis by becoming loosely coupled,
buildings gaps between their formal structures arctdal works activities” (Meyer and
Rowan, 1977, p. 341). According to these authaespdpling occurs when structure is
disconnected from technical activity and activigy disconnected from its effects.
(Meyer and Rowan, 1978, p. 79).

Weaver and Trevino (1999) take a strategic pergmeand define decoupling as
a practice that “provides the appearance of confgrin external expectation while
making it easy to insulate much of the organizafitmm those expectations.” In this
sense, decoupling is a way of signaling conformamgth external normative
expectations while concealing nonconformity (El¢baand Sutton, 1992) and
strategically manipulating external expectationshaut altering internal practices by
offering accounts, apologies, or redefining endd areanings (Ashforth and Gibbs,
1990).

Even if existing literature recognizes that them\arious degrees of decoupling
(Dobbin and Sutton, 1998; Fiss and Zajac, 2006]Ii8ae, forthcoming) and it has
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been studied from different theoretical perspestivdefinitions of organizational

decoupling are similar and they refer to “windovesBing” practices that organizations

adopt to convey a message of conformity withoulyefanging their daily practices.

More precisely, scholars generally agree that deleuy practices usually

“manifest themselves as public claims of prograha tlo not exist in practice, or as

programs that exist in practice but are disconmeétem important, ongoing, line-

related organizational functions” (Maclean and Behn2010, pp. 1500-1501).

Given this definition of decoupling, analyticallyye identify a decoupled

practice whenever:

A social enterprise declares the adoption of atm@or a program that does not
exist in practice (McLean et al., 2010) with thenaof signaling conformity to
external expectations

In order to conform to external expectations, aiaoenterprise declares the
adoption of a program that actually exists but iscahnected from important
organizational functions, which means that dectsiare not taken in light of these
programs; rather, people who held responsibilibesthese practices have not
regular interaction and the power to influence btldepartments and top
management (Weaver et al., 1999)

In order to acquire legitimacy, organizations adogrtain practices without giving
incentive to the organization members to concredeiypt these practices (in terms

of training, monitoring, and rewarding) (Weavegagkt 1999)

Table 12: construct definition, coding scheme andxamples of decoupling

Construc  Definition for

Analytical coding scheme

t coding
We code an action as decoupled e whenever it oetleast one of the

Decoupling occurs following situations:
when organizations
declare the adoption of 1. A social enterprise declares to adopt a practi@pmnogram which
programs that do not does not exist in practice (Mc Lean et al, 201Qhwhe aim to signal
exist in practice, or - conformity to external expectations (Yes=1; No=0)
programs that existin o In order to conform to external expectations aaamiterprise declares

Decoupling  disconnected from

practice but are to adopt a program that actually exists but iiseannected from important

important, ongoing, organizational functions, which means that decisiare not taken in light of

line-related these programs, people who held responsibilitiethese practices have
organizational regular interaction and the power to influence ottepartments and top
functions (Weaver et management (Weaver et al, 1995)

al, 1999; Mclean etal, 3. In order to acquire legitimacy organizations admgtain practices
2010; Berrone et al, without giving incentive to the organization mensbtr concretely adopt these
forthcoming) practices, in terms of training, monitoring, andiaeding (Weaver et al, 1999)
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4.5.2 Substantive actions

In order to identify substantive actions, we rely the seminal works on
organizational legitimacy by Ashforth and Gibbs 9@ and Scherer and Palazzo
(2006).

According to Ashforth and Gibbs, substantive aci@ne those involving real
and material changes an organization carries owctuire legitimacy by concretely
adopting certain practices or achieving certaingosguested by external stakeholders
or altering the mix of resources it depends upon.

Following Scherer and Palazzo (2006), stakeholdmlogue is another
substantive action organizations may employ to meqglegitimacy (namely, moral
legitimacy). In order to reach a shared understandf the ethical acceptability of its
goals and practices, an organization may enter pliscussions with its main
stakeholders in order to build shared norms andleatify better solutions to moral
issues.

Based on the work by Ashforth and Gibbs (1990) Snoderer and Palazzo (2006),
we code substantive actions whenever an organmatiees to satisfy external
expectations by actually changing behaviors andtiges in order to achieve requested
performances and standards.

Analytically this means that we code a practicewdsstantive whenever we are able
to answer positively to one or more of the follog/iguestions:

« |s the social enterprise adopting certain presdriiractices in its daily practices,
concretely changing its structures and processesadguire legitimacy?
(Ashforth and Gibbs, 1990)

 Are internal stakeholders informed, trained, andniooed regarding the
adoption of the practice under investigation? (Véeat al., 1999)

* Is a social enterprise involved (or willing to bevolved) in real discussion with
its stakeholders to define shared meaning and ceomswbutions to moral
issues? (Scherer and Palazzo, 2006)

* Is the social enterprise trying to alter their rese dependency by changing the
environment in which it works, changing productéerds, and suppliers with
the aim altering of expectations or requiremenksg to conform with? (Asforth
and Gibbs, 1990; Strand, 1983)
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Table 13: construct definition, coding scheme andxamples of decoupling

Construct Def|_n|t|on for Analytical Coding scheme
coding

We code an action as substantive whenever webdagd¢manswer
positively to one or more of the following queston

Substantive actions arel.Is the social enterprises adopting certain preedrjiractices in its

real managerial daily practices, concretely changing its structuaned process to
changes in acquire legitimacy (Ashforth and Gibbs, 1990)?
organizational goal, 2. Are internal stakeholders informed, trained and inooed

structures or processes regarding the adoption of the practice under itigaon? (Weaver et

Substantive o ;

Actions an organlza}tlon carries  al, 1999) . o N . .
out to acquire 3. IS a social enterprise involved (or willing to edlved) in
legitimacy (Ashforth real discussion with its stakeholders to defineethaneaning and
and Gibbs, 1990; common solutions to moral issues (Scherer and Bal2007),
Scherer and Palazzo, 4. Is the social enterprise trying to alter their rgse dependency
2007) by changing the environment in which it works, ojiag products,

clients and suppliers with the aim to alter theemtations it wants to
which it must respect (Asforth and Gibbs, 1990afd; 1983),

45.3 Coupled actions

To identify coupled actions (i.e., those actiorat thave both a substantive and a
symbolic dimension), we refer to the definition syfimbolic actions by Zott and Huy
(2007) taken from impression management researadedchi and Ries, 1981;
Goffman, 1973).

Given that a symbol is “any object, act, event,liggaor relation that serves as a
vehicle for conveying meaning, usually by represgntanother thing” (Trice and
Beyer, 1984), Zott and Huy assert that objects aciibns can each have both an
intrinsic and a symbolic dimension. The intrinsimdnsion refers to the objective and
tangible function of objects and actions, while syebolic meaning is related to the
interpretation people give to them on the basistudred values, beliefs, and social
norms.

Given this definition, we can interpret symbolictians either as rhetorical
devices decoupled from any real implementation (yred and Zajac, 1994; 1998;
2001) or as behaviors that seek to convey subgedocial meanings alongside their
intrinsic dimension (Zott and Huy, 2007; Rafaeldavilnai-Yavetz, 2004; Higgins and
Gulati, 2003). The first situation has previousgeh defined as decoupling. The second
situation could be defined as “integration” sinnehis circumstance, in addition to the
symbolic meaning of a practice, there is also cetecaction taken in activities. For
example, activities such as establishing a legdityercompleting a business plan
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(Delmar and Shane,1999), hiring new employees, attdhcting new customers

(Aldrich, 1999) are all actions a new venture coelkkentually adopt to convey a

message of professional capability and solidityjciwhshould reinforce external key

stakeholders willingness to collaborate with it.véwer behind this symbolic message
these actions could also have a substantive dimenshenever new employees are
effectively hired and the business plan is carpat In the same way, starting a new
social program or a new service usually involvesptihlg some substantive actions,
such as developing more integrated management iaiicguoractices, establishing new
offices, hiring employees and volunteers, and sigmew partnership agreements with
welfare actors. However, these actions could a#see la symbolic dimension, aimed at
conveying a message of credibility, familiarity,daprofessional capability to key

stakeholders (Lousbury and Glynn, 2001).

The main indication an organization is implementingggration actions is its
willingness to send its stakeholders messages g¢obatbeyond the intrinsic and
substantial dimension of the actions it actuallyriea out in order to evoke meanings
which help them to better frame and interpret amdigg situations.

Based on these assumptions, and following Zott lag (2007), we code for
coupled actions whenever:

* An organization displays or tries to draw attentto a meaning that goes beyond
some activities’ existing content or functional use

» External stakeholders perceive an action as la@nmeaning that goes beyond
functional use, or

* We identify the actions as having a meaning ¢josts beyond functional use.

Table 14: construct definition, coding scheme andxamples of coupling

Constructs Definition for coding Analytical Coding scheme

We code an action as integrated whenever it

occurs at least one of the following situations:
1. an organization displays or tries to
draw attention to a meaning that goes

Organizations display or try to draw other  pevond some activities existing content or
people attention to a meaning that goes functional use

Coupled actions beyond the existing content or functional 2 t | stakehold .
use of some activities, processes or objects . externa _S axeno e_rs perceive an
(Zott and Huy, 2007). action as having a meaning that goes

beyond functional use
3. we identify the actions as having a
meaning that goes beyond functional use
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4.6 Conclusions and introduction to the second part.

Following methodological suggestions of Yin, (200Bjsenhardt (1989) and
Miles and Hubermann (1994), in order to build tlyelpom case studies we started our
analysis writing single and independent case sfiodyeach social enterprise under
investigation. The aim of this strategy is to uaelesingle case study as an independent
experiment which allows us to identify new and egeet theoretical constructs and
nomological relations. Accordingly, chapters fiwge, seven and eight describe single
case studies developed.

Once every case study was written we comparednigsdand results in order to
identify common patterns and which emerged acr@ses: Chapter nine compares
findings.

Finally, chapter ten provides the theoretical cosidns of this work.
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5 FIRST CASE STUDY: COOPERATIVE GREEN

5.1 Brief overview

GREEN is a Work Integration Social Enterprise whighs founded in the legal
form of a Social Cooperative (under Italian lawdh.1991) in 1995 in Bergamo, by:
* agroup of volunteers,
» a Not for Profit Organization (NPO), which at thiate had in charge the
management of an apartment for immigrants,
* a social enterprise, which was working for the abdnclusion of
marginalized people.

The mission of GREEN is to participate in the comngood of the local
community, to promote people’s well being and théegration of all citizens by
providing work opportunities to disadvantaged peofFirst article of GREEN'’s
charter). In order to achieve its mission, GREEbvates environmental health services
and the ecological recovery of waste materials,;s thwanaging the entire waste
integrated cyclé These services are means towards the end oégedting people into
the normal work market; therefore recycling and twasanagement are instruments to
promote an experience of a sustainable and hunmaredeeconomy, because each
person involved in the production process is ca@rsd as an asset that produces not
only income but also added social value (Introductio GREEN booklet 2010).
Therefore GREEN is a hybrid organization embeddedwio apparently conflicting
institutional logics: on the one hand it is embeatidecommercial logic since it has to
compete in the highly competitive market of swegpamd waste services; on the other
hand it also belongs to social logic, since it Has provide care services to
disadvantaged workers.

As a social cooperative, GREEN shares the cooperatlues defined by the
International Co-operative Alliance “of self-helself-responsibility, democracy,

equality, equity and solidarity. In the traditiohtbeir founders, co-operative members

This means that Ecosviluppo do not manage onlypsige services but also waste collection, disposal
and recycling.
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believe in the ethical values of honesty, openngssial responsibility and caring for
others” (Social Report GREEN, 2011).

The leading values of the cooperative are groummhethe centrality of the work
experience as a fundamental tool for integratingpfee into society and for enabling
them to acquire a higher level of self-awarenesoming to GREEN, neither
solidarity nor true integration are possible with@ood work conditions (GREEN
identity: social report 2010).

As a social co-operative and in alignment with ttedian features of social
enterprises (Borzaga and Defourny, 2001), GREEN8emgance is democratic in
nature, sinceooperative members have equal voting rights (oemiber, one vote) arjeople
serving as representatives on the Board of Direciog accountable to the membership.
Moreover, the GREEN Board of Directors is multiketaolder in nature because two
members are volunteers and 5 are employees.

Italian social enterprises are usually small orgatons with an average of 25
employed members and only a few of them have niane 100 employees. By virtue of
its 123 employees, 64 of whom are disadvantaged#exsr more than M€ 4.7 of total
assets and M€ 5.2 of revenues (financial resuldQPGREEN is therefore not only the
biggest social enterprise in the Bergamo distbat, it can be considered to be one of
the most important social enterprises in Northéatyl In the last two years, GREEN
has invested approximately €600.000 per year iedfiassets, thus raising its total asset
from M€2.4 in 2007 to M€4.7 in 2010. In the lasteth years GREEN has replaced most
of its equipment and trucks. Moreover in 2004, GREfarted a self regulation process
that has enabled it to acquire three Internati@etifications, namely: UNIL.EN.ISO
9001 in 2004; EN.ISO 14000 in 2007; and UNI.EN.IS8DOO last year.

Tabella 15: GREEN main data

Year 2006 2007 2008 2009 2010
Total Staff n.d 92 103 123 123
Disadvantaged Employees n.d 46 55 71 64
Total assets (M€) 2.1 2.4 3.5 4.4 4.7
Revenues (M€) 3.9 3.6 4.0 4.9 5.3
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Today, GREEN works in three different districts (g&mo, Milano and Monza),
providing services to approximately 450,000 clieBtg virtue of the recognised quality
and reliability of the services provided and oemmal managerial practices, GREEN has
strong and successful trade relations with puldimganies - such as Aprica S.p.A (the
leading multi-utility of the district of Bergamo,ithh more than M€223.000 of revenues
in 2010) which is the most important commercialtpar of GREEN, providing it with
nearly 40% of GREEN’s revenues, Cem Ambiente S.ABB S.p.A and several other
medium sized enterprises. The feelings expressezhbycommercial stakeholder were
representative of general satisfaction with the gany’'s performance:

Nowadays, we are very, very happy with GREEN; hewave have not only offered sweeping services to
them. Rather, the collaboration has extended tontheagement of a whole series of external conttacts
(Interview with commercial stakeholder, D. 16)

Put simply, commercial stakeholders perceive GREEBSNechnically effective
and economically efficient with a strong commitm&awards clients’ needs.
their willingness to acquire a quality certificatand therefore, to provide a service capable tasfat
certain standardized and broadly accepted procesluleguess has helped them to ensure a degree of
seriousness and give a satisfactory answers to tositomers. I'm very happy with them. (Intervieithw
commercial stakeholder, D. 16)

In accordance with its hybrid nature, GREEN hastr@hships not only with
commercial stakeholders, but also with social osesh as:

. Local agencies such as the local SERT agency (dddliction service),
the local SIL (labour integration agency) and soeissistants and doctors at the
penitentiarys.

. Other social enterprises, not for profit orgatimas, and consortia of
cooperatives.

In summary, nowadays GREEN works in partnershif wiiore than 25 other
organizations embedded in the social sector andhe last two years it has
strengthened the partnership in particular with tsgeanization: Uildm Bergamo, and
Associazione Carcere e Territorio, which are two tbé most important and
recognized NPOs in the Bergamo district. Withtladlse social stakeholders, GREEN
is attempting to define social strategies to hehrgmalized people to enter into the

labour market and to achieve social inclusion aocdnemic self-independence. In
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more detail, in the last years, GREEN has been tabéstablish fruitful partnerships
with these social stakeholders and has developedralenew social services and
projects such as the “ltalian School for Immigrardad the “Progetto tra quattro
mura”, which GREEN and another NPO (Associazionec€a e Territorio) set up a
year ago, to provide former penitentiary inmatethwow rent apartments.

By virtue of its activities, partnerships and stgges GREEN is nowadays
recognised as not only effective in creating ecacoralue and work opportunities for
marginalized people, but also as a leading soai@rprise, which is able to create great
social value for local communities.

Put simply, GREEN picks up trash. This is a warkakes one second to become a rubbish heap. Bickin

up trash now, they are able to create a very remblé social impact. This is tangible for everybody

working with them, from social bodies to local ages.(Interview with social stakeholder, D. 15)

5.2 The legitimacy challenge suffered by GREEN

Although currently GREEN can be considered a tptigjitimate organization,
perceived both by commercial and welfare stakehslde consistent with their shared
system of beliefs and norms, (Oliver, 1996) as alestrated by:

. the positive endorsement it has received by kegreat stakeholders (Pfeffer
and Salancik, 1978),

. positive economic and social performances (Zottldng, 2007) and

. the existing strong interlocking relationship widgitimate stakeholders (Dacin
et al., 2007; Higgins and Gulati, 2007),

only three years ago the situation was quite differbecause GREEN was in
the middle of a dangerous internal conflict betwela former director and other
members of the organization.

In particular, some of the members of the Boardniela the former director for
managing the organization in a way that was trylogmaximise organizational
economic performances, without considering thecatheffects of its actions and the
negative social impact his choices could have had.

From the former director’s point of view, the eqteése was something he owned, something like dyfami

firm where he was the only owner and leader. Thay wf thought has discouraged and inhibited the

growth of other professional figures. As far as sbody has discussed, the former director leadership
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he has been immediately removed. Besides, he haagew in an unethical manner many issues.

(Internal interview director, D.1)

Table 16: Timetable of the internal conflict

Year Events Source

« First signals of the internal conflict

Board of Directors 6.3.2006 (D. 123)
General assembly 26.2.2006 (D.136)
Board of Directors 27.11.2006 (D.134)

2006 « Former director logic is the dominant but challashgee

« the internal conflict blows up

¢ GREEN is in the middle of the internal conflict

Interview with volunteer (D. 13)

2007
* The director is removed from his role, but maingdis role as  « Board of Directors 6.6.2007 (D. 49)
area manager and in the board of directors
The internal conflict carries out but a new domirlagic emerges:
2008 * A new president (volunteer) is elected » General Assembly 24.4.2008 (D.140)
¢ The director is removed from his role of area manag » Board of Directors 22.5.2008 (D.70)
« The former director is removed from membership « Board of Directors 8.4.2009 (D.84)
2009 « GREEN becomes member of the NPO L'Impronta « Board of Directors 1.12.2009 (D.95)
* A new Social Board (commissione sociale) is estabts  Board of Directors 4.9.2009 (D.90)
« New social report after one year of partnershifnwitree other )
) ] « Social report 2010 (D.143)
social enterprise
2010 » Board of Directors (D.98)

« GREEN become member of the NPO “Il pugno aperto”

) Booklet of the convention (D.31)
* GREEN convention

This was not only an internal conflict between tdifferent organizational
identities, representing alternatively a market arsbcially oriented identity; a situation
which occurs quite frequently in hybrid organizaso(Glynn, 2000; Goodrick and
Salancik, 1996). This situation and the unethicahdviour of the former manager
caused this organization to be subjected to aiegity challenge both from commercial
and social key stakeholders.

In particular, the former director's managementlestyvas perceived as
inconsistent with the norms and values embeddédtim the welfare and social logics.

On the one hand, commercial partners did not acteptmeans by which
GREEN was carrying out its activities and in thense a clear signal came from a key
commercial partner - Aprica S.P.A. which was resae for approximately 40% of
GREEN's revenues. The area manager of Aprica thnedt to shut down the
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commercial partnership with GREEN because he didanoept the way in which the
former director managed GREEN, asserting that daslérship style was inconsistent
with quality and ethical standards required byrterket. In particular this commercial
partner had discovered that some unethical beheviouthe management of human
resources and services which have lead to wealkequiility of GREEN services
Transparency is at the core of very commercial penghip. At a certain point, | said, ‘Well, now a&n
only close down the partnership. | have discovesemhething | don't really like...".(Interview with
external stakeholder, D. 16.)

The unethical behaviours of the former director amudned GREEN with
welfare stakeholders as well. In particular, théglenged not only the way in which
the organization was achieving its mission, bub alse mission itself (Hirsch and
Andrews, 1986). The following comments further enséd the fact that GREEN had
entered a state of “mission drift” (Battilana andr@do, 2010; Copestake, 2007):

this situation is the result of a profit-oriente@rppective, disregarding social value creation” ¢&d
stakeholder 2: General assembly 2006, D.136),

Moreover:

Within the consortium, GREEN's situation - theicamsistency with the mission - was well known:
somebody did care about it, somebody didn’t. It s@l§-eviden{Interview with social stakeholder, D.
15).

This legitimacy challenge was clearly understoodritgrnal key stakeholders -
in particular by the current director, several vakers, some workers and members of
the organization - as several official reports lo¢ Board of Directors pointed out
between 2006 and 2009 (for instance these contafi®een pointed out by different
Board members during Board meetings of: 26.2.200/1-6-2007 - 27.12.2007 -
26.3.2009 and during the general assembly of 20@62907). In particular, for key
internal stakeholders it was clear that GREEN wasing the risk of being perceived
as illegitimate both by commercial and social shkeléers because they recognised
there was a strong mismatching between the firmlsc®ncept and the categories to
which others thought it should belong to (Zuckermal99), in particular the problem
was that:

you cannot think you could keep working out ofttbeks, without thinking that your behavior is seed

negatively understood by others” (internal intewi¢2; D: 12)
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Internal key stakeholders had the clear perceptlmm situation was also
extremely risky because of the moral mission of GREAshforth and Gibbs, 1990).
our reputation is our ethical behavior...it is thaéwave nothing out of the books, it is that we rgana

waste better than others, because we have to canvéyage of social enterprises that works at thstb

of its possibilities” (internal interview #3, D. 10

5.3 GREEN's strategy to restore its legitimacy
5.3.1 The legitimizing strategy during the conflict

As we have seen, during its internal conflict ph@EEN was under a serious
legitimacy challenge from both its social and conuia key stakeholders. In order to
defend its organizational legitimacy during theemial conflict, GREEN tried to convey
symbolic messages of compliance with external $ialkiers’ values and beliefs but
performing a typical decoupling from substantivdi@ats since it was incapable to
change its internal practices and structures siheeformer director did not want to
change thetatus quo.

In particular, according to interviews and datehgatd during the conflict phase
(between 2006 and the end of 2008) GREEN carri¢dsymbolic actions decoupling
them from their real implementation at least witgards to three aspects:

. forced by regulative isomorphic forces (Scott, 1,98€ephouse and
Carter, 2005), GREEN adopted certifiable standarolsconvey a message of
professional and organizational structures, withreatly changing its internal practices
(source: interview with director, D. 43; and repofrthe Board of Directors 11.09.2008.
D. 75).

. in order to answer regulative legitimacy pressure2008, GREEN
started writing up its social report (D. 19) - iasvrequested by Lombardia Region to
provide social enterprises with financial grantgithout integrating it into daily activity
and using it as a real social accounting instruntenneasure and disclose its social
impact (Nicholls, 2009).

. GREEN was used to espouse socially acceptable gatisut really
pursuing them. Namely, in order to convey a messagethical commitment and

coherence with its social mission, GREEN was usedpublish newsletters, and
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organise seminars and meetings with schools andiab& communities (source
interview with volunteer, D.12; and with externatifare stakeholder, D. 15). The aim
of these activities was to make the local commesitaware of the social and
environmental issues which were supposed to bkeeatdre of GREEN’s mission and
activities, thus symbolising an ethical commitmé&wards environmental and social
issues, which were not really embedded in dailywaiets. This therefore created gaps
between their formal structures and their actuatk&@activities (Meyer and Rowan,
1977, p. 341).

The motivation behind these decoupled strategias wonsistent with
institutional theory: external pressure contrastéith internal organizational goals and
motivations (Weaver et al., 1999; Westphal and ®ilpr2010; Westphal and Zajac,
2001) and, in particular, with the former directobelief, who was the most powerful
internal stakeholder (Westphal and Zajac, 20015 &l Zajac 2004).

However, these decoupled strategies were inefiectiat defending
organizational legitimacy, both with the commer@al the social stakeholders. On the
one hand, according to commercial stakeholderskéyedriver to legitimate GREEN
was effectiveness, and they were not impressedsbgertifiable standards which are
considered as an ex ante condition for entry iheorharket. Commercial stakeholders
therefore scrutinised the effective quality of therganizational services and
performance.

If you are not well organized, there is nothingdm You can have all the machinery you want bybif

aren't well structured, everything falls down (iniew with external commercial stakeholder, D. 16)
The director also indicated that:

in our market International Certifications - 900ha 14000 — are taken for granted if you wanna be a
reliable competitor. They don't give you any coritpet advantage (interview with the director. 9)

On the other hand, decoupled symbols conveyingathnd social commitment
did not suffice to guarantee GREEN'’s legitimacyhwiis key social partners, because
social reports, conferences, and newsletters werefwyed as spot activities,
disconnected from genuine social planning and ta@hie creation strategies. One
such partner expressed his disenchantment thus:

“Across the years, the social enterprise has abvdgne awareness-raising initiatives but this wasel

in a different way of thought. At the beginningysth things were done only in a local area and wibh
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continuity - something that takes five minutes @ired’'s all. Now they are working out of a singlesar
and they are showing the idea of an organizatiaat thiorks like a system in certain issuégerview
with welfare stakeholder, D. 15).

These findings are interesting for at least thessons:

First, according to our data, GREEN sent decouptexsages not only to
external stakeholders belonging to the institutidogic that was less powerful inside
the organization, namely the social one, but atscstakeholders belonging to the
commercial logic, which during the internal confliwas the dominant one, being
represented by the former director. This contradilse assumption according to which
organizations embedded in heterogeneous instiitidields symbolically portray
themselves as aligned with institutional logic tlideynot share, while adopting practices
which are compatible with their institutional afties (Pache and Santos, 2010;
Boxembau et al., 2008).

Second, according to neo-institutionalism, symbealations should suffice to
maintain legitimacy with external stakeholders (iemnnd Rowan, 1977; Asforth and
Gibbs, 1990) because they allow organizations torgpthemselves as compatible with
broadly accepted norms and expectations, but diar sleggest that decoupled actions
did not suffice to guarantee organizational legitoyy to GREEN; neither with social
nor with commercial stakeholders.

Third, both with regard to symbols deployed to cancral stakeholders and to
social ones, organizational members challengingtiaegy of the former director and
representing the social logic inside the organiraijnamely volunteers and the new
director) agreed to send decoupled messages tmakstakeholders for two reasons:
first they considered them useful to legitimise ERE second and most importantly
they considered these symbols as the first steppark a dialogue inside the
organization regarding the usefulness of the prestiunderlying the decoupled
messages conveyed to external stakeholders.

Newsletters, conference were done also before aganizational restructuring, but with less

intentionality and with less people involved..timigiatives allows volunteers to acquire importaraed a

sense of commitment (interview with volunteer #23).

Moreover:
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(The new director) underlines that in November ¢heill be an inspection visit for the certificatiaf
quality and then will be extremely important foetbrganizational survival to keep the certification
already got it ....a volunteers points out that dexs should not be considered as an end, but a siean
toward greater efficiency (source Board of Direstdr1.9.2008.D.75)

5.3.2 The legitimizing strategy during the new deal

After three years of increasing internal discussad conflict, in 2008 the
Board of Directors removed the former director $22008), leaving him only his role
as a functional manager but with low financial andnagerial autonomy (11.2.2009),
and finally, in 2009, he was removed from membgr$8i4.2009).

However, this does not seem to be only the finaladcan internal conflict
between promoters of conflicting identities (sosi@isus commercial), but also the first
symbolic action adopted by GREEN to convey towdelg stakeholders a message of
change in order to restore its legitimacy: chariggbe corporate governance structure
not only redefine the governance assets of thenagton (intrinsic dimension) but
could also convey a message of organizationalngtiiess to redefine its strategies and
goals, thus conveying a message of alignment betigge management goals and key
stakeholders’ expectations (Wesphal and Zajac, 1998

After having removed its former director, GREEN esetd a new phase of
organizational restructuring, with the aim of aefig greater efficiency and to restore
its legitimacy. It seems that these two goals feasing organizational efficiency and
restoring legitimacy — have been managed togetimer reinforcing the other and vice-
versa: for instance, one of the first strategiciglen of the new Board was to redefine
the organization chart of GREEN, clarifying roleadaresponsibilities inside the
organization (D.93). A quality manager and an adsiiative manager were identified,
with the aim of increasing internal organizatioe#iciency and moving towards a more
business-oriented organization given the greatae prompetition that GREEN was
encountering (D.82). Moreover, a social area wasigen order to deal with the social
issues in a more formalised way and to concretefggrate social issues into daily
activities (D.96). Finally, volunteers were conefgtinvolved in the social strategies
and a "social commission" was set up to identify slocial issues that GREEN could
deal with (D.96). Accordingly, it seems that thevnmmanagement tried to integrate
previously decoupled practices into the daily até&s, giving them a substantive

meaning rather than a decoupledc one (Ashforth Gitabs, 1990), with all the
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organizational members and organizational areasgbenvolved and informed
regarding the importance of these activities.

There were at least four drivers leading to thésanges:

The first of these was the perceived need to isereaganizational efficiency
and effectiveness through a real organizationatuetsiring (Stevens et al., 2005).
Now we know we have to identify initiative that aigeful for the organization, we have identified a

quality manager...we have strengthened the pragticedaily activities..(interview with board member
D. 12)

The changes were summarized in another interview:

Now GREEN is organized according to an organizatihart with several area managers, and every
area tries to do its best. | think it is importanterybody tries to do its own work and not thosetbérs;
this allows everybody to grow up. Everybody dossoiwn to make the organization always better”
(Interview with internal worker. D.14)

Second, members of the organization were willingestore alignment between
expected and enacted organizational identity (Dudbal., 1994; Golden-Biddle and
Rao, 1997) as evidenced in the following comments:

We have to do our best, because it is our dutyoamkenterprise; it is in our genes.” (Interviewittv
worker and board member, D.42)

And:

Our management has a strong ethical commitment.rédlly belief in the idea of social enterprise;
therefore, there is a stronger ethical vision aftee conflict.” (Interview with the director, DO).

Third, solving the internal organizational conflieleased new economic and
human resources, which have been allocated to @gwnel new initiatives, such as a
social area and an integrated quality system.

Fourth, in order to restore their legitimacy withykstakeholders belonging to
the welfare logic, and consistently with values edued in this environment, GREEN
entered into moral dialogue with them to identifyaged objectives and solutions to
social and ethical issues (Scherer and Palazzo7)2dis dialectical approach is
typical of NPOs in general and of social entergrise particular (Borzaga and
Defourny, 2001; Frumkin, 2002; Pache and Santo$pRMHowever, managing moral
dialogue by only deploying symbolic actions coutddroblematic, since “the attempt to

engineer moral legitimacy through symbolic or €gat activities, such as instrumental

87



FIRST CASE STUDY: COOPERATIVEGREEN

public relations or political lobbying, may everciaase moral indignation and further
reduce public acceptance” (Palazzo and Scheref; 20M7) and exposes organizations
to greater scrutiny which leads them to really gaut their socially oriented declared

practices. Accordingly, entering into a dialoguehvwkey stakeholders has lead GREEN
to carry out substantive networks with other so®aterprises and to concretely
integrate social accounting and its social misgiaits daily activities.

Moreover, even though GREEN had taken opportunitietecouple practices in
the past, in this phase, top management intentioaabided carrying out this kind of
strategy. For instance, GREEN had the opportunitgcguire, without implementing, a
new quality certification (namely: 1ISO18000) oratbow some disadvantaged workers
to join the Board with the purpose of symbolicalypresenting different identities and
claims but with little efficiency payoff (Abzug anGalaziecicz, 2001). However,
GREEN refused to carry out both these two symbadittons because they were not
linked to concrete changes or payoff for the orgaton, giving priority to
effectiveness purposes rather than only legitingiznes. The reasoning was explained

by the Director:

You can give the meaning you want...you can say GRE&Ms well because it has a couple of
immigrants in the board of directors...but in the ttbave have to take important decision... our Board of
Directors members should have the knowledge allg\hiem to sit there, with no competencies you have
a symbol that is meaningless, we need concretéimtss/iew with the Director. D. 9)

GREEN did not adopt decoupling as a legitimizingategy during the
restructuring phase, however, it was extremely awégiving symbolic meaning to the
substantive actions it carried out. In particul@REEN was extremely skilful at
deploying symbols to influence potential financiabman, and reputational resource
holders. GREEN was also aware of the advantageke@bying different symbols to
different stakeholders to restore its legitimacy &m convey a message of consistency
between its actions and activities and those erpeloy different stakeholders. In this
way, GREEN was able to reinforce the legitimizingmMer of its substantive changes
(Berrone et al., forthcoming), making them morehblesto external stakeholders (Zott
and Huy, 2007).

In particular, it seems that GREEN used symbolsoider to alternatively
confirm or challenge beliefs and myths regardisgidientity (Pratt and Rafaeli, 1997;
Glynn and Marquis, 2004). In this way GREEN wastlyr able to appear consistent
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with values and norms embedded in each of thetiistnal logics it belonged to, and
secondly, to make evident its hybrid dimension. &dmngly GREEN sent a series of
symbols to commercial stakeholders in order to appensistent with its rationale,
myths and beliefs (Meyer and Rowan, 1977; D’Aunbh@le 1991) embedded in the
for-profit sector. The aim of this strategy wasagpear consistent with the expected
behaviours of an effective market player. In thisywtGREEN was not only able to
legitimise itself as an enterprise, but also tollehge an existing bias regarding the
efficiency and effectiveness of social enterprises.
We need to overcome the idea of the loosely orgdrsacial enterprises that gives working opporiesit
to few unlucky guys, a couple of inmates and sédetg addicts...we must appear as a real enterprise
(interview with the director. D.9)
In this sense, GREEN used the following clear, sylicbmessages to convey a
message of organizational achievement:
* Organizational restructuring and organization chadurce: Interview
with quality manager D. 44)
* Providing exceptionally responsive and fast custorservices and
immediately solving problems (source: interviewhwtorker and board
member. D. 42)
* Maintaining trucks and vehicles cleanly and in petfcondition (general
assembly, 2008. D. 140)
* Maintaining certifications and acquiring a new dexation on industrial
security (interview with the director. D.43)
» Stressing the entrepreneurial dimension of GREENtha booklet
presenting the GREEN convention for 15 years oividiets (booklet
D.31 and interview with the director. D. 10)
| stressed the organization in order to get thetified regarding industrial security before our
convention..it was so important to get the cedifibecause it gives an image of professional
structures..this is much more important than otHeesause this is the less taken for granted. (der
with the director. D. 43)
On the other hand, GREEN also deployed several signto stakeholders
embedded in the welfare logic in order to resttsddgitimacy and to make clear the

consistency between their expectations and thgarozational goals and identity.
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In 2010 GREEN set up a new social board commit@emmisione
Sociale), involving the new director, some volunée@and the social area
manager. Irrespective of the substantial activibesried out by the
board, this formal board conveys a message of @gaonal
commitment toward social issues (Board of dire¢tbr988);

The new president of GREEN, elected at the end (ff92 is also
president of the national board of one of the twastimportant social
enterprise networks in Italy and he symbolicallypresents the
commitment of the organization toward social issbgsvirtue of his
personal legitimacy (Suchman, 1995). (interview hwitinternal
stakeholders. D.13; D.11)

GREEN has several volunteers involved in its dayivities and in the
Board of Directors: some of them have importantvoeeks with political
institutions, others with religious ones or withheols and the local
communities. According to the specific social steder GREEN wants
to work with in order to carry out a specific prcjeor a partnership,
different volunteers act as representatives of GREEthe face-to-face
and political relationships. This allows the orgation to adapt its
image to the specific beliefs and values of théedint stakeholders it
deals with.(interview with the director: D.43 anditlw external
stakeholder. D.15).

In selecting disadvantaged people to integrate hewan resources,
ceteris paribus, GREEN gives a sort of prioritydisadvantaged people
coming from the districts where GREEN works. Irstivay, GREEN not
only satisfies its mission and human resources)dad it also sends a
highly visible symbolic message of care for the kviotegration needs of
the political institutions it works with. (interwewith the director. D.43
and with quality manager. D.44).

Following a substantial implementation of the sba&countability
process inside the organization, Social Report 2046 framed in order
to symbolically convey a message of commitment tdwahe local

community’s needs and of alignment with the ideaaoparticipative
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social enterprise which prevails in the Italian teom (Kerlin, 2005)
(Social Report 2010. D.143).

Starting from those premises, social enterpris@slired in the social accounting process have wugte
the social report following some shared guidelinégally we have decided to reinterpret our actej
pointing out the way in which the five constitutprnciples of community social enterprises haverbe
concretely applied (Introduction to the social rep2010. D. 143)

In the restructuring phase, GREEN sent several sliimmessages to different
stakeholders in order to restore its organizatidegltimacy, usually adopting and
adapting symbols to convey a different image adogrdo the institutional logics to
which its stakeholders belonged. However, GREENr&a®r completely concealed its
hybrid dimensions: thus commercial partners haveagds been aware of the social
mission of GREEN (external stakeholder #1 D. 16;3#44) and social ones have been
informed of the managerial challenges GREEN facedrder to survive over time. In
this way, GREEN has been able to convey its perntgnbybrid identity towards its
key stakeholders. In this sense, the most powssfuibol it has adopted has been the
convention organised at the end of 2010 to celelB®REEN’s 15th anniversary.

During this convention, several symbols were adbpte convey GREEN'’s

hybrid identity towards all the organizational sth&lders:

. First, the title of the conference (Glynn and Allgu2002; Glynn and Marquis, 2004),
was selected to convey the double identity of tlgawization (*“GREEN 15 years of work and
solidarity”) (GREEN booklet. D. 31)

. Second, the location was the congress hall of Kierhetro Rosso”, which is the most
important technology centre within the districtBérgamo, and is also recognised as one of the
top 10 places for innovation in Italy (Censis Rép2009). With this location GREEN wanted
to associate its image with the ideas of innovatigfficiency and effectiveness cognitively
embedded in the “Km Rosso” centre. (interview witle director. D.10 and with internal
stakeholders. D.12. D44)

. Third, during the convention all the area manageesented their activities and results;
behind the intrinsic goal of presenting organizagioachievements, there was also the aim of
symbolically representing GREEN as a well-organiseterprise where the decision-making

process is participative in nature interview whie tlirector D.43).
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. Finally, during the conference, social and comnar@chievements were
presented. Quite interestingly and surprisinglyaksholders belonging to the
commercial logic were impressed, in particular, the social goals of GREEN
(interview with commercial stakeholder 2. D.144)jil stakeholders belonging to the
welfare logic were impressed by the economic adments of the organization

(interview with external stakeholder. D. 15).
5.4 Conclusions

Since GREEN recognized that it had fallen in atliegicy gap with welfare
stakeholders, it has carried out a series of gfiedeto restore its organizational
legitimacy. Accordingly, the case gives four indgghfrom the literature on
organizational institutional theory, symbolic maeagent, and hybrid organizations

First, the case empirically grounds a range of tsuihlsye and symbolic actions
deployed by a hybrid organization such as GREEM$tore its legitimacy in different
institutional environments; thus, the study furtidewvelops the available literature on
symbolic management (Zott and Huy, 2007; Trice Beger, 1984; 1993).

Second, literature on legitimacy theory points thdt organizations seek to
acquire legitimacy by trying to appear consisteithvioroadly accepted social norms,
values, and expectations (Dowling and Pfeffer, J9itbthis sense, Meyer and Rowan
(1977) and Rao (1994) suggest that symbolic cordae with external expectations
should suffice to acquire legitimacy because itoval organizations to portray
themselves as compatible with broadly accepted sand expectations. Data from
this study, however, challenged these assumptibmsstitutional theory. This study’s
findings suggest that symbolic actions, completelgcoupled from their real
implementation, did not suffice to guarantee orgatonal legitimacy to GREEN,
neither with social nor with commercial stakehofddt seems that at the micro level
and in daily activities, decoupling does not su#fibecause the social enterprise is
exposed to great external pressure and scrutinytidermine the legitimizing value of
decoupled strategies (Stevens et al., 2005; Beebak, forthcoming).

Third, institutional theory suggests that when oigations are embedded in
heterogeneous and conflicting institutional fielded should adapt to pluralistic
legitimacy claims, they may decouple certain pcagiin order to portray themselves as

merely coherent with societal believes and normsgri(d 2006; Meyer and Rowan,
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1977; Kostova and Zaheer, 1999; Wesphal and Zdja64; 1998). In particular,
organizations are expected to satisfy those isomorpressures that contrast with
organizational goals and motivations symbolicallye@ver et al., 1999; Westphal and
Shortell, 2010; Westphal and Zajac, 2001), andatoyoout initiatives substantially that
are coherent with their dominant system of beliéfewever, during the conflicting
phase and during the time when the former direets extremely powerful inside the
organization, GREEN sent symbolic messages botsotital stakeholders — the less
powerful inside the organization - and to profiteoted ones, despite the fact that
commercial logic was the dominant force inside dhganization. Moreover, as pointed
out in the previous section, findings suggest thatng the conflicting phase, not only
the former director but also other internal stakééis supporting the social logic were
willing to introduce symbolic actions into the onggation. Accordingly, in several
circumstances, volunteers and the new directoolgdnizational decoupling. In their
perspective, however, the aim was not only to deplasymbol of congruence with
external isomorphic expectations, but also maiolyntroduce those practices in the
daily activities, even if in a merely symbolical yalovanovic and Wood (2007)
analyzed how a decoupled code of ethics led itptad® to enter in a previously
unintended sense-making process regarding the ngeahithe code. GREEN'’s case
further developed Jovanovic and Wood’s findingspbynting out that “true believers”
inside the organization can consciously lead thebsfic adoption of certain practices
in order to spark discussion regarding those prestand, in this way, to introduce a
symbol, which could produce a new belief, and a®m@sequence, new organizational
practices (Feldman and March, 1981). Accordingly,seéems that some internal
stakeholders of GREEN not only accepted but alddHe adoption of some decoupled
practices with the aim to introduce a symbol otwal (Greenwood and Hinings, 1996)
and institutional change (Hargadon and Douglas128@che and Santos, 2010) in the
organization. This could eventually have allowed thcumbent welfare logic to stand
out and redefine GREEN's identity (Glynn, 2000; @ock and Salancik, 1996)

Fourth, institutional theory suggests that “decowplis not simply a binary
choice (i.e., say, vs. do) but can be more nuan@féd$ and Zajac, 2006, p. 1187), and
that “symbolic and substantive actions are actualymplementary instead of

alternative” (Berrone et al., forthcoming, p. 2Qur findings confirm and further
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develop the qualities of decoupling predicted bgsth authors, since GREEN had to
manage a complex legitimating process in ordeestore its legitimacy. This dynamic
process has continuously led the organization teerfoom symbolic to substantive
actions and vice-versa. In particular, given thabeigh symbolic actions alone GREEN
had failed to restore its lost legitimacy, GREEN Babstantially adopted those actions,
which has allowed it to answer concretely both gwmrctial and welfare stakeholders
claims. Accordingly, in order to restore its legiicy, GREEN has continued to send
the symbolic messages but it has also begun toledpm with substantive practices,
thus moving from "decoupling” to "loosely couplingand finally, to "coupling”.
Afterwards, GREEN deployed a number of meta-symlalging to highlight that its
symbolic actions were coupled with relevant suldstaractions.

Finally, our findings suggest that hybrid organiaas manage symbols not only
to convey a message of commitment to values andféelf particular constituencies,
but also to make them aware of the hybrid iderditgl of the multiple cores of the
organization (Kraatz and Block. 2008; Pratt andaBla 1997; Reay and Hinings,
2009; Glynn, 2000). In particular, in the earlygsaof its legitimacy restoring process,
GREEN adopted and used symbols to convey i) a rmgessh commitment toward
economic efficiency, performance awareness, and ageral capabilities to
commercial stakeholders and ii) an organizatiodahiity based on social commitment,
democratic stake holding, and participative manaaggrto welfare stakeholders. In this
way, symbols have been managed by GREEN to appaaorphic and consistent with
external expectations and claims (DiMaggio, 198®)wever, GREEN began to deploy
symbols to introduce a new institutional logic rgyols representing the deployment of
commercial logic to welfare stakeholders, and andther hand, symbols representing
the deployment of social goals to commercial staldgrs. Instead of sending symbolic
messages to provide links of coherence with thetuti®nal field of its constituencies,
GREEN used symbols to highlight its identity diaces and its role to impose
divergent institutional change. In other words,sttstrategy allowed GREEN to
introduce institutional change (Lounsbury 2007) tire two fields in which it is
embedded, thus allowing the organization to leg#enand institutionalize its
permanently hybrid identity (Glynn and LousbourB05, Thorton et al, 2005) with all

stakeholders.
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6.1 Brief overview

RED is work integration social enterprise foundedrrento (in the North of Italy)
in the legal form of a Social Cooperative (undatidin law n. 31, 1991) in 1990 with
the aim of providing job coaching for disadvantagedng people living in the city of
Trento. In particular RED was found by:

* a high school teacher who at the end of 80s resedrthat some of her students
with learning difficulties were unable to contintieir school careers, but at the
same time they did not even have the requestedmamiskills to successfully
enter the job market;

« the “Agenzia del Lavoro della Provincia di Trentevhich is the local agency
for employment in the district of Trento;

* a Not for Profit Organization (NPO) called Comitatitaliano per |l
Reinserimento Sociale — CIRS — (ltalian Committee $ocial Integration),
which provides care services, in particular to nraiigzed young people with

the aim of re-integrating them into society.

As described in the first article of its “articles association”, the mission of RED is to promot®ple’s
well-being and the social and working integratioh marginalized people, thus contributing to the
common good of society. In order to achieve thissioh RED works as a subcontractor, providing for-
profit organizations with assembly and manufactyrervices.

Given its mission, RED is permanently embeddedvim apparently conflicting
institutional logics. On the one hand, it has tmpete in the highly competitive market
of subcontractors of manufacturing services, theisrming to a commercial logic. On
the other hand, RED is also embedded in the weltagie (Pache and Santos, 2010;
Battilana and Dorado, 2010), since assembly andufaaturing services are the means
towards the end of providing marginalized youngpeavith technical and relational
skills in order to enter the job market and to lmeavorkmen or women in a normal
factory.

RED offers a three to five years career as workoreamomen in the cooperative

to marginalized workers, providing them with coaxhi psychological and care
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services; as soon as the workers are ready to tr@emormal market, it drives them
towards normal jobs as workmen or women (sourceiaboeport 2010. D:43). As a

consequence, the primary goal of RED has never teegcrease its market share or its
size; instead RED considers its mission achievegénwla disadvantaged person is

employed on a stable basis in the ordinary labcanket:

The mission of our social enterprise is to drivgygoutside; nobody spends all his career in REDag
never happened, our mission consists in placing guyhe market and allowing them to keep a jaist(fi
interview with the Social area manager, D.3)

Given its features, RED has never reached big arghonal dimensions or
great market share, even if in the last years & significantly increased both its
turnover (from €0.8M in 2006 to €1.5M in 2010) a&hd number of people employed as
marginalized workers and social workers (from 69layees in 2004, to 82 in 2010) ,
thus significantly overtaking the average sizetalian WISES:

Given its hybrid identity, RED works in a heterogens institutional field, and
has stakeholders with completely different needsaams.

On the one hand, RED is embedded in the welfarie,ladiose stakeholders ask
for democratic stakeholding, addressing social seadd participative managerial
practices. With respect to RED, the main represeetof this logic are:

* Public bodies: the local Agenzia del Lavoro (loegkency service), local high
schools, social assistants and psychologists actbrdofrom the local social
services;

» other Not for Profit Organizations: RED is a memhsr Consolida, the
consortium of social enterprises working in Treatimnd since 2008, RED’s
director has also been president of the consortMareover, RED is the leader
of a joint venture of more than 20 social enteggignd NPOs to which it
provides services and new work opportunities.

On the other hand, RED has to satisfy the claimtsafommercial stakeholders:
these actors are mainly interested in the quaditigctiveness and efficiency of RED’s
products and services. In particular, from a conuméperspective, since its foundation

RED has entered the assembly niche and it has alwayked almost exclusively with

® Actually, average work integration social entespsi turnover is around 600.000€, and hire aro@nd 2
employees, 12 of whom are “social employees”
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for-profit organizations and in particular with glalised companies, thus developing a
strong entrepreneurial approach to its activities.

RED does not work with public bodies, therefore R always been used to being customer oriented.
When you work with public entities it is differetite partnership is political in nature, and not ket

oriented and based on bargaining relationships gsekinterview with the Director D. 2)

Its entrepreneurial approach has allowed RED tereint market partnerships
with four of the biggest corporations having fasterin the district of Trento. These
four corporations are responsible for almost 90%tlef €1.5M turnover of RED
(source: Financial Report, 2010. D.47). They are:

e Zobele Group, a worldwide manufacturing companyelas Trento and founded by
the Zobele family. Since 2006 the Zobele Groupheen owned by Doughty Hanson, a
leading European private equity company. Nowadagbele Group’s turnover is
€257M; it has almost 4.000 employees worldwide laasl production plants and offices
set up in Europe, Asia, Mexico and Brazil,

« Watts Industries, which is the European divisionitts Water Technologies Inc., a
worldwide leading manufacturer of products in theeaa of water for domestic,
commercial and industrial applications. Watts Iridas has three production plants in
Italy, one of which is in Trento,

* Saint Gobain Italia, which is the Italian divisiohSaint Gobain Group, a multinational
listed company (turnover 2010 €40M), working in éduntries and a leader in the
construction and packaging markets;

« Wiirth Italia, which is the Italian division of th&lrth Group, the world market leader

in the connecting and fastening materials trad#) aitotal turnover in 2010 of €8.6M

Table 17: Total revenues of RED by customers (FY 20)

It is worth saying that working as a subcontragtothe manufacturing sector
and having international corporations as primargnts - which are little interested in

RED’s social mission and strongly leverage theirghming power — RED is under
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particular commercial stakeholder pressure, sitke&ompetitive advantage is mainly
based on production flexibility and price reducti@s the following statement points
out.

Our partnership with for-profit organizations isskd exclusively on market
logic. We have a number of job orders but they havalifficulties to call us and shut
down their orders if needed...this happens witloatl clients, the relationship with our
customers is, how can | say, as the one betweesntapreneur and an employee.
There isn't any particular attention because wekwior the social sector, on the
contrary. If we, as a social enterprise, do nowig® services as requested, customers
shut down the partnership immediately. (secondwmdes with production manager D.
9).

Despite these commercial pressures and being adhyED has always been
extremely careful in balancing its commercial andial dimensions in accordance with
its values of “solidarity, mutuality, equity andwliprium between the entrepreneurial
and social dimension” (Source: Social Report RED1® D43). Accordingly, the
governance, organizational and managerial feawfréED have been set up with the
aim of achieving both commercial and social goatha same time and in a sustainable
way.

First, RED’s governance is democratic in nature¢etcooperative members have
equal voting rights (one member, one vote) @&bple serving as representatives on the
Board of Directors are accountable to the membpr@iiere are 29 RED members, 11
of whom are employees, 12 volunteers and 6 fundiieyadays the president of RED
is a worker, given the recognised need of havipgesident with good managerial and
entrepreneurial skills to successfully deal with thcreased size and complexity of the
organization (Source: Board of Directors 21.11.20D783). However, volunteers have
always had a central role both in the governanakiarthe management of RED in
order to prevent the organization from enteringsmis drift (Battilana and Dorado,
2010) and to guarantee the ethical and social comenit of the organization given that
their motivations are based on ethics and altruestimer than self-interest (Browen and
Shrader, 2000). Until 2008 the president was anteler and volunteers have always
been represented on the Board of Directors by 4 lmeesn Volunteers on the Board are

not only committed to RED’s mission, they also hadigh personal legitimacy in
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society by virtue of their good networks and reagsgd professional capabilities (fifth
interview with the director, D.11 and interview fwgocial stakeholder #4, D.111).

Second, the organizational chart of RED has alwasen structured in three
main areas: the social, the administrative and gheduction area, each with a
specialised area manager in order to allow REDetdolsused both on its commercial
and its social goals.

Third, since 2001 RED has been certified with rdgarthe quality of the social
integration process (almost the first social entsepin the district of Trento) and since
2005 it has published a social report that disdatsesocial and economic performances
to its main stakeholders and to society.

Finally, In 2005 RED also entered into a reorgamra process of its
commercial area, introducing a new management aticgu system and a new
industrial quality control system, with the aimin€reasing its economic efficiency and
technical effectiveness.

These strategies have allowed RED to negotiateatitite same time achieve its
social and commercial goals; therefore RED is neawsognised as a reliable and
effective partner, by both its commercial and welfastakeholders, as the following
statements point out:

They have all the characteristics of a real manteing firm: when you give them work you are sure

with respect to the quality and punctuality of therk. | mean, you are sure their production cost is
justified. (interview with commercial stakeholde5D)

In the partnership with RED | particularly appreeiagheir professionalism,
because they are pretty good in defining the ptdpeen the beginning, in analysing
marginalized workers’ needs and understandingely thre able to answer their needs. |
think this is important (interview with welfare kgholder #1 D.112)

Moreover, both intellectuals and those working @&searchers on social
enterprises in Italy positively endorse RED, préisgnit as a best practice case during
courses for students and practitioners (D116), ibyer of its capacity to negotiate its
double identity:

Social and economic results legitimise RED. Justhalook to their results in
terms of the quality of the work integration proses they carry out and to their

numbers: you can’'t do anything other than say #reyable to do what they were born
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for, they are definitely good at achieving theirssion. (Source: interview with

president of the European Research Center on Saaialprises D. 117)

6.2 The legitimacy challenge suffered by RED

Nowadays, RED could be considered to be a totalfytimate organization,
being perceived by both commercial and welfareedtalders as consistent with their
shared systems of norms and values (Oliver, 199#pmonstrated by:

e the positive endorsement it has received by key ncernial and social

stakeholders (Pfeffer and Salancik, 1978; D’Aunnale 1991);

« the positive endorsement it has received by irdelids: i.e. “by those who have

collective authority over what is acceptable théd&eyer and Scott, 1983);

» the existing strategic partnerships with prestigiasommercial stakeholders

(Galaskiewicz,1985, Oliver, 2001) and interlockitigectorships (Dacin et al.,

2007; Higgins and Gulati, 2003, 2006) with orgatimas from the welfare

environment.

« the prominence of the members of its Board of Doex(Sing et al., 1985).

However, six years ago RED was under a strongimeady challenge which
could eventually have undermined its survival, leeaits commercial strategy,
organizational features and overall image were afiggied and incoherent with
emerging institutional standards of appropriaten@avis et al., 1994; ) for work
integration social enterprises — WISEs - (Borzauyhfazzi, 2010).

In Italy, WISESs originate from the welfare sectie(lin, 2006); therefore in the
start-up phase of this organizational field, andparticular during the 80s and 90s,
WISEs were strongly embedded in the welfare institial logic (Fazzi and Borzaga,
2000). However, the crisis of the Italian welfatats of the end of 90s plus the financial
turmoil and increased international competitiontted beginning of this Century have
led Italian WISEs to shift towards a more commeridgic than ever before (Borzaga
and Galera, 2009).

Coherently with the institutional processes of ttadian welfare logic, during
the 90s RED’s strategy was to remain a small engerpstrongly focused on its social
dimension, with only a few marginalized workerstldi investment in new machinery

and only a balanced budget but with no earnings &dix (Source: Report to the general
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assembly 2005, D33; Social report 2010, D43). Feoosommercial perspective, RED
was strategically focused on small job orders, nagmg public grants to acquire those
assembly activities which were not economicallytansible for normal subcontractors.
Moreover, RED was used to working with family firneveraging entrepreneurs’ social
commitment and long-standing personal relationships

Moreover, at that time RED’s communication strategs planned and carried
out with the aim of conveying a message of provecfor marginalized workers and
identifying the organization more as a social wodin rather than a real enterprise.
During the 90s this image was the one best fitdngial expectations with regards to
social enterprises and NPOs.

Also from a symbolic perspective we looked like ary sheltering social
workroom — even if we were an enterprise — we sl image with flowers in the
windows. Our previous two “factories” were housashvarched windows, well-kept,
with flowers on the windowsill...there was the id#aalancing out unlucky lives with
a nice workplace (fourth interview with director D1)

As described, however, at the beginning of thist@enthe leading values that
constituted the organizational field of Italian VIS progressively changed and RED
was not fast enough to match this changing envisrinand to align its practices,
structures and image with emerging institutionalsgures (Davis, 1994).

Since illegitimacy is defined as a mis-match betwtn firm’s self-concept and
the categories to which others thought it belon@@&dckerman, 1998), illegitimacy
could emerge for several reasons. It could resafhforganizational initiatives - when
an organization carries out some illegitimate anxgjoor when it enters into a strategy
shift which is perceived as inconsistent with bitgaatcepted norms and values - but it
could also result from changes in the institutioeavironment, so that an unchanged
organization is no longer perceived as coherertt @iternal expectations (Glynn and
Marquis, 2004)

In the context of ever smaller financial resourfmsthe welfare state (Borzaga
and Fazzi, 2010), at the beginning of this CentBfyD was forced to depend mainly on
the free market for its survival since local pubbodies were no longer able to
guarantee its economic sustainability through gradbwever, at the beginning of the
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Century the financial turmoil and the greater in&#tonal competition caused by
globalisation had dramatically increased the cortipetin the manufacturing sector.

On the one hand, RED needed to strengthen itsrexisbmmercial partnerships
and to acquire new clients in the for-profit market the other hand, for-profit
organizations were asking for greater cost effeci@ss, quality of services and
flexibility that RED was not able to guarantee,amivits small size. As a consequence,
RED was perceived by its commercial partners asigoainable to meet their
performance expectations and needs (Ashforth abts11990). Put simply, RED was
perceived as technically and organizationally ieetive by commercial stakeholders
and unable to satisfy their needs (Suchman, 198%)ordingly, RED was perceived as
illegitimate by its commercial stakeholders, exaethen it was particularly important
for RED to be endorsed by them.

In particular, between 2002 and 2004 RED receivedumber of signals,
alarming the organization regarding a possible ratsm between its strategies and
image and stakeholders’ needs and perceptions:

in 2002 RED suffered an important operating loss -§9,000.00) that
undermined most of the organization’s accumulatagplss (Source: Financial report
2003, D. 118, Board of directors 26.4.2004. D. B@urth interview with the director.
D. 11):

In 2002 we had an important operating loss; thatswihe first driver allowing us to understand we
believed to have something, we didn't really hg#eurth interview with director: D. 11)

during 2003, and mainly during 2004, the organaratfound it difficult to
acquire new job orders (Board of Directors 26.2£20D. 51 and General Assembly
2004. D. 119);

Some external key stakeholders were sending messafjelissatisfaction
regarding RED’s standard of performance and teahmaied organizational skills:

2003 was an incredibly alarming year for us; we tamted a number of customers in order to acquire
new job orders, and at a certain point some of ttieamd the courage to tell us we were too small and
unorganised for their needs” (fourth interview wittirector, D.11)

Moreover, remembering the period between 2003 &f@#,2the production

manger pointed out that:

We were located in a small, yellow building, thatswour “factory”. If we would have stayed there we
could not have handled our clients’ needs: thers wa space, the overall structure was missing rtteio
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to give us job orders clients were asking for mgpace, a material store to work in a certain way an
structure (second interview with production manade®)

A key commercial stakeholder, which had guaranteedt of RED’s job orders
since its foundation (Zobele Group) explained taDREdirector the need for RED to
change its structures and increase its size inramwéecome a “real enterprise”.
According to this key stakeholder, greater size aetter organizational structures
should allow RED not only to satisfy commercial kefaolders’ needs in terms of
efficiency and effectiveness, but also to conveypusiness-oriented image to key
stakeholders (Source: Fifth interview with the diog, D11, interview with key
commercial stakeholder, D. 50; and social repod52®@. 39).

In 2003, during a promotional meeting with an imjaot commercial partner - Giovanni Zobele of
Zobele Group, one of our historical clients - wargd the need to give a new impetus to RED thr@augh
new headquarters in order to increase our prodwectiower (social Report 2005, D. 39)

Moreover remembering the period between 2003 aid,2bDe director pointed
out that:

A commercial partner told us to that we needededlifferent to achieve our mission. He told ussée
you with a different dress”...when you see that ykey commercial parther — Zobele — tells you, you
need to become a real factory and that what youreme is not enough - and he was right - this forces
you to think about it (sixth interview with direct®. 12).

This legitimacy challenge was clearly understoodrigrnal key stakeholders,
as demonstrated by some Board meetings (26.2.2D0451; 26.4.2004, D. 53;
6.5.2004, D. 54) and General Assembly discussiGené¢ral Assembly 2004, D. 119).
Put simply, it was pretty clear to internal stakeleos that there was a need to change
firstly the organizational structures and then R&age in order to deal with the new
institutional pressures RED had to face.

One of the reasons which increased the complexéyhad to manage was this
environmental shift: our new role, financial turmn@nd decreased public grants.
Nowadays our environment is less steady than esfard We could remain coherent
with an old social enterprise identity, closely exdtded in the social logic, based on a
strong voluntary commitment. We have chosen to adogovernance model and a
structure much closer to those of a real enterprsal to convey an image of a reliable
organization...we have chosen to balance the maide we have to face, giving a
more contemporary image to our activities (secomerview with the director: D. 2).
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Quite interestingly, however, all the key interatkeholders — namely, director,
president, the three area managers and voluntéehe oard of Directors — clearly
understood that RED was running the risk of beiagcgived as illegitimate, not only
by its commercial stakeholders but also by thoseesided in the welfare logic. Put
simply, RED was aware that only by restoring itgitiemacy in the commercial
institutional field, would RED also have been aldesuccessfully achieve its social
goals. This point is well explained by the presiterspeech during the General
Assembly in 2004:

The number of disadvantaged employees has increfsedrders are becoming always less constant
and less clearly planned. Spaces do not fit oudaed cause organizational inconvenience, sowlat
are experiencing time wasting and difficulties fiearginalized people to work. Nowadays it is diffi¢ca
define our activities as real work, spaces are i@gate. And our commitment is meaningful only if in
our workrooms we are able to reproduce the featwesormal work carried out in a real enterprise
(speech of the president during the General AsseribD4 D. 119).

Moreover:

At that time we had to choose whether to die osuovive...whether to become “adult” presenting
ourselves to the market as a reliable partner, @bleffer good services in terms of product quadityl
price reduction, or continue to be a small workrowith few marginalized workers, limiting ourselves”
(interview with volunteer and Board member. D. 49).

Finally, when asked to assess the more entrepra@hepproach adopted by
RED to restore its legitima8yan important welfare stakeholder of RED (namely a

psychologist from the social services) told us:

| do not remember worrying about their growth anéager products supply...we were already aware it
was important for them to close the gap with thenwad job market. We immediately appreciated their
restructuring choices: this was a need we had"dimtew with social stakeholder; D. 112).

6.3 RED'’s strategy to restore its legitimacy
6.3.1  The legitimizing strategy with commercial stakeholders

As we have seen, changes in the institutional dield which RED was
embedded de-legitimised the organization, partibulaith respect to its commercial
key stakeholders. At the beginning of the CentiiD’s survival was based on its
capacity to restore its legitimacy with key stakeleos and to appear more effective and

reliable in terms of product capacity and organaret! restructuring.

® On this point see the next paragraph

104



SECONDCASE STUDY: COOPERATIVERED

After almost one year of internal discussions (Boafr Directors 26.4.2004, D.
53; 6.5.2004, D. 54; 22.9.2004 D.57), in 2004 REBDered a new phase of
organizational restructuring acquiring a new arghbr factory.

Given the size of the investment (around €1.2MYafation to the 2004 net
assets (€ 583,483) and turnover (€535,000) of Risdcbuld be consider an important
turning point in the entire life of the organizatibecause it completely changed its
dimensions, perspective and organizational featureparticular, the new factory of
more than 1,000 square meters was an importanistimesnt for the organization
because it increased its productivity, allowing tirganization to acquire new orders
and to change its operational structure, thus begpmore business oriented.

According to interviews and archival data gather@bard of Directors
26.2.2004; D.51; 26.4.2004. D. 53) it seems thatl#ading motivations behind this
important investment were mainly competitive inurat(Fiss and Zajac, 2006; Delmans
and Montes Socho, 2010), because organizationattekeholders were, in particular,
concerned to increase organizational performanoeypetitiveness, efficiency and

effectiveness (Bansal and Roth, 2000)

The new factory was a must because before we weeeriice location, a nice building but it was
unsuitable for our work...spaces were too small atsd from a logistics point of view, the factoigrdt
work at all. For instance, when we had importarii firders, we had to re-arrange all the spaces ngsi
a lot of time...we were forced to find a new spacerahve could work in better conditions (second
interview with the president, D. 10).

Moreover

Without the new factory now we wouldn't be here. Wéildn’'t be here because the market had
dramatically changed; the previous structure wampéetely unsuitable...we were not able to deal with
our customers because we had no space (secongigvewith production manager. D. 9).

Even if the competitive motive was probably the miagportant driver which
led RED to invest in a new building, this was rieg bnly one. Data suggest that behind
the competitive driver there was also a strongil®gzing goal which led the choice of
RED:

We had experienced that when you say social emsergou are already fighting with a bad perception,
that you are dreamers, story tellers. When yourent¢his building, you immediately realise we ane
enterprise. (sixth interview with the director. I2).

In particular, according to our data it seems tbgitimizing motives reinforced

and supported competitiveness ones, so that thebngeling was used as a legitimizing
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symbol even before RED was actually able to sassiikeholders’ claims and needs in

terms of professional structures (Meyer and RowWaii/; Zott and Huy, 2007).

We said we were buying a new building already dytime first negotiation phase, and then we made
advertisements because when you are presentinggibas an assembly social enterprise, people think
you are a small workroom (third interview with theesident. D. 48).

From a symbolic management perspective (Zott angl B007) RED deployed
the new plant in order to convey a meaningful dedrcmessage of being a professional
organization which went beyond the plant's intenglue (related to the opportunity to
manage a bigger number and many more job ordeuskifply, thanks to the new and
bigger plant, RED aimed to convey a message ofgbainprofessional structure
(Suchman, 1995) thus legitimizing the organizat{Scott, 1992). In particular, RED
aimed to be perceived by for-profit organizatiossisomorphic with their system of
norms and values (Wesphal and Zajac, 1994; WegphAl 2007; Glynn and Marquis,
2004), and as capable of achieving the standardsality and effectiveness demanded
by the assembly market (Asforth and Glynn, 1990prédver, through this message
RED also wanted to challenge prevailing myths réigar social enterprises (Pratt and

Rafaeli, 1997) as ethically committed but ineffeetorganizations.

With this building we wanted to send a messagddoprofit word”; | mean, we are here, we are alite
do what you ask us (interview with volunteer andrdanember. D: 49).

RED’s key employees were extremely aware of theb®fim message they
could convey to their stakeholders through the rmwding in terms of business
identity. In particular they were aware that thevngant could impress commercial
stakeholders, thus challenging their behaviors roigg a social enterprise’s

entrepreneurial skills.

When somebody came to our factory, the idea ofakeciterprise is definitely crowded-out (second
interview with director. D. 2).

As a consequence, RED didn’t use the plant asrthesymbol of organizational
achievement; instead it tried to reinforce its polwg conveying several other linked
symbols. Some of these symbols were conveyed tireomyths and values embedded
in the commercial environment, while others werepaed to challenge existing beliefs
regarding the way in which commercial goals coudachieved. In particular, having

acquired legitimacy from commercial stakeholder&DRhas always adopted symbolic
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messages to make commercial stakeholders awaits gbcial mission, thus making
commercial stakeholders aware of the hybrid idgfitRED.

For instance, in order to appear consistent wighrtbrms and values embedded
in commercial logic, RED informed its commerciablgtholders of the amount of
financial investment for the new plant only whee tontract was signed and always
without omitting to say that organizational membdrad directly financed the

acquisition (source: letter to new financing mersbér. 27).

We signed the deed in 2005 but we paid the firposit already in 2004, thereafter we informed our
customers, asking them to invest in our busin#gs.has been important because if you believehatw
you are doing you convey a message of trustworskiaad people think “if they have put in their own
money...".People understood we really believed intwira were doing (third interview with president.
D.48).

Moreover:

We formally informed society of these revolutionenganges of the plant with the social report in 200
The successful choice was to communicate the bugrby after the payment. This has been a sucdessfu
crowding-out choice because we led people to tHimkould never have believed that RED could have
been able to buy a new plant”. That's why we cominatad the buy-out only after having signed the
preliminary deed (second interview with director2p

In this way, behind the intrinsic dimension of fiténg their enterprise, RED
members were also able to convey a symbolic messkhgersonal commitment and
entrepreneurs’ credibility (Zott and Huy, 2007)it® stakeholders, thus reinforcing its
commercial identity and acquiring legitimacy witeykcommercial stakeholders and

resource holders:

When they acquired the new building they told neg thut their own money into the plant, financing th
investment. This positively impressed me, becabsa whe entrepreneur himself puts his money in the
business...it means he really believes in it. (inésv with commercial key stakeholder. D. 50).

Second, having acquired the new building, RED tmedifferent ways to inform
its stakeholders of the new investment. Accordingd®eD sent several advertising
booklets (Source: advertising booklet 2004. D. @6its potential customers to inform
them of the new space and machinery RED could use.

Third, RED strategically invited commercial partséo visit the new building as

the following statement of a key commercial stakééopoints out:

When they acquired the new factory | went thertheir invitation to have a look. They asked medo g
several times...l think they were pleased to shovhomethey were structured and organised. It was a
fairly informal tour: | had a look at the buildinigut | was mainly interested in understanding ttfeiork

107



SECONDCASE STUDY: COOPERATIVERED

approach” and | positively discovered a real maruaitaing firm. | didn't see a workroom with four
tables. This definitely impressed me because immg a social enterprise is a lab with four chaansd a
table. There was a positive crowding-out effediefiview with key commercial stakeholder. D. 14).

The aim of those visits was not only to show the s&ucture, but also to show
commercial stakeholders the whole production pmdest simply, in order to convey a
message of business organization, RED didn’t onbmsthe building per se, instead it
strategically showed also the number of people imgrias foremen and marginalized
workers, thus trying to reinforce the message ghanizational achievement embedded
in the building (Zott and Huy, 2007).

| always try to show the factory to all our custeméecause it strikes them from an entrepreneurial
perspective...they understand we are more a snmidirgrise rather than a social enterprise therefore
they are impressed by our entrepreneurial approdicst interview with production manager. D. 4).

Inviting commercial partners to visit the new builgl has been useful not only
to convey a message of being a business-oriengghization but also to make them
aware that RED was able to achieve commercial geaiploying disadvantaged
workers (first interview with production manage#dn.thus making RED’s commercial
stakeholders aware of its social mission.

In order to make its commercial stakeholders awarets hybrid identity,
moreover, RED has sent other symbols:

e since 2008 a number of advertising fliers have beent to customers,
explaining the social mission of RED (interview lwitolunteer D. 144 and fliers
D. 121-123)

» as far as it is possible RED tries to manage sahejders directly inside the
clients’ factories.

* In order to celebrate alternatively the new plaogusition (2008), RED
organised a convention where key stakeholderseofwio institutional logics in
which RED is embedded were invited. Behind theinstc dimension of
celebrating an important step for the organizatitranks to the convention,
RED was also able to portray itself as a multi-steder organization, making
commercial stakeholders aware of the social impABED’s activity.

Through these activities RED advertised its agésgitand managed job orders
with great efficiency and reduced logistics codtwever, behind their intrinsic

dimensions, the described actions also have a dignbeeaning: namely to make
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commercial stakeholders aware of the social missioRED and to challenge their
beliefs regarding the way in which commercial gaas be achieved.

As we have seen, the new plant acquisition was fits¢ symbolic and
substantive action RED adopted to restore its ilegity with its commercial
stakeholders. However, restoring organizational itiegcy with commercial
stakeholders was not the only driver that led R&Ddge the new factory as a symbol of
being a professional organization.

Behind the symbolic meaning given to the plandeggms that for RED there was
also a need to redefine its organizational identitg more commercial way (Pratt and
Foreman, 2000; Glynn, 2000). Put simply, interney ktakeholders also perceived the
new building as a symbol of the incumbent and rmdtgoning institutional change
(Lousbury, 2007; Kraatz and Block, 2008) which inté and external stakeholders

should be aware of.

The new building had further sharpened our self4f@mass...Since it was much more clear to us who we
should be, it was also easier to communicate thsur stakeholders...Historically, RED has alwageh
much more aware of its social identity rather ththe economic one; however, the new building has led
the organization to move towards a stronger comimkiogic with the aim of further improving our
mission” (second interview with the director. D. 2)

As a consequence, the symbolic message of the ihew was followed by
important organizational changes. In particulaiseems that RED used the symbolic
message embedded in the new building as a powstifialilus to force the organization
to introduce new practices and structures intdaiy activities which it needed in order
to increase organizational effectiveness and efiicy and to actually comply with the
new entrepreneurial image it had sent to its comialestakeholders.

In particular, immediately after the new buildingqaisition, RED started
redefining internal organizational rules and mamagy@ractices. Namely it introduced
its first management control system (Board of Diwmex 26.4.2004, D. 53), it started a
process of quality certification regarding the proiibn process (Board of Directors:
27.2.2008. D. 85), and it started restructuring pheduction area, clearly identifying
roles and responsibilities of the area managemesten and foremen (Board of
Directors: 26.2.2004 D. 51; 21.7.2005 D. 65; 2202 D. 57).

The restructuring process - that is still in progse- started immediately after the new building
acquisition because we needed to be much moréeetfiove had many more job order opportunities so
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we were forced to have many more foremen. We dtéhie restructuring in 2005, defining a production
manager, then a production department with threplegees. (Third interview with the president. D).48

Accordingly, RED adopted the new plant as a symbok only to appear
consistent with commercial expectations without llyeachanging organizational
features, practices and structures (Delmas and édo8bchos. 2010; Christmann and
Taylor, 2006; Westphal and Graebner, 2010). Orctimtrary, the symbolic message of
organizational achievement conveyed by the new tplaas followed by a real
restructuring; thus moving from decoupling to ldgseoupling and then to coupling
(Kraatz and Block. 2008).

Moreover, RED was also skilful in reinforcing thegitimizing value of these
substantive strategies by deploying a series obsysrto its commercial stakeholders in
order to appear consistent with values and belefdbedded in the commercial
institutional logic (Meyer and Rowan, 1977; D’Aunabal., 1991). In particular, RED
was extremely skilful in the interaction betweerbstantive and symbolic actions in
order to convey messages of organizational achiemgnand stakeholder relationship
quality (Zott and Huy, 2007).

In order to convey a message of customer commitrmaedtcommercial skills,
RED deployed the following symbolic messages:

* Providing exceptionally flexible and fast custonsmrvices and immediately
solving problems (source: first interview with prmtion manager. D. 4).

* Providing products and services of a very high itpdevel (source: first
interview with production manager D. 4 and with ecoercial stakeholder. D.
50).

Moreover, RED also sent a series of partially ced@ymbols. Namely:

* RED introduced a management accounting systemdgiren2004 (Board of
Directors: 26.4.2004, D. 53) in order to increasgaaizational efficiency (i.e.
for competitive motives in the definition of Bansald Roth, 1995). This is not
yet completely integrated in daily activities (thimterview with president. D.
48), but it is symbolically adopted by RED to copva “loosely coupled”
(Kraatz and Block, 2008) message of organizatianhlevement (Zott and Huy,
2007) and to reinforce the business-oriented agproARED (Middleton Stone
and Greer Brush, 1996).
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We have understood that it could be useful to comiate to our partners our management control
system, because when you start talking about “cestre”, “
moving away from the idea we are completely findnbg public grants. The first driver was an
organizational need, but we have immediately gimecommunications dimension, because when you
start talking of “net margin”, even without deployj numbers, people understand you are
professionalized: if you were financed by publidies, you didn't have any “cost centres” (Second

interview with president. D. 10)

resource allocation”, you are immediately

* RED already became certified for the quality ofittsecial area in 2001. From
2004 it started introducing new procedures to dscome certified for the
production phase, given the increased complexithefprocesses it had to deal
with. Even though RED has not yet acquired thidifceate of quality, since
2004 it has strategically omitted to specify whiihd of certificate it had to
convey a message of effectiveness to commercietlstdders (fourth interview
with director D. 11 and third interview with presitt D.48).

The restructuring of the production area started 2604, driven by
competiveness motives (Bansal and Roth, 1995); hewmvethis process is still in
progress despite RED’s commitment to this goal (Smusecond interview with
production manager D.9; first interview with socaka manager D.3; and Board of
Directors 27.2.2008. D. 85). However, immediatdtgrahaving acquired the new plant,
RED tried to convey a message of a clear orgaomzatichart towards commercial

stakeholders:

With regards to the organizational chart, nowadakere is greater rigour than before but we are
conveying a clarity that still doesn’t really exigfourth interview with director D.11).

Towards commercial stakeholders we have to convegrarigorous and clear
message; we try not to mix responsibilities as bapg in the past. Previously, when
we were working with Zobele Group, |, as socialaanganager called them. Now there
is the production manager. In this way we convemessage of the well-defined
organizational chart we are moving towards (Souficst interview with social area
manager D.3)

This message has allowed RED to acquire legitimacth commercial

stakeholders because they recognised that:

RED has a managerial approach to the business; thaye an organizational chart, they have
competencies and area managers. When | have heahtact them | have always seen a well-organised
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organization, a production manager - they didn'tvhathat in the past. As a real enterprise, | mean
(Source: interview with commercial stakeholder B).1

As we have seen in the last three years, RED haseged a number of
symbolic messages to commercial stakeholders Iposelpled from their real
implementation. This is consistent with most recketature on institutional theory
(Fiss and Zajac 2006; Kraatz and Block, 2008), ating to which “decoupling is not
simply a binary choice (i.e., say, vs. do) but tenmore nuanced” (Fiss and Zajac,
2006, p. 1187), and that “symbolic and substardisteons are actually complementary
instead of alternative” (Berrone et al., 2010, ). 2

Moreover, it seems that in RED’s case symbolic mgss have not been sent to
stakeholders whose claims were contradicting omgaioinal goals as suggested by
institutional theory (Weaver et al., 1999; Westpaat Shortell, 1997; Westphal and
Zajac, 2001). In our case it seems that RED haptadsymbols to force itself to carry
out some practices and to make them evident to agiah stakeholders.

We have never been in the situation to convey &agesof organizational restructuring without having
entered into it. | could say we have sent messag@sstimulus to concretely adopt declared changés.
foresee something could be useful, we start adgptifut we don’t wait until it is ready to sendeth
message because we know it takes time, so we zei\@s in trouble to force ourselves to really mhe.
(Fourth interview with director. D.11).

Moreover,

We informed external stakeholders immediately twefoourselves to start the process. We didn't
communicate it as something ready, rather as sanmetive were doing (Second interview with
production manager D. 9).

6.3.2 The legitimizing strategy with welfare stakeholders

RED’s new building and the strategic choices thateh followed plant
acquisition, have allowed RED to move towards aarmrsiness-oriented identity and
to restore its legitimacy with commercial partnexs pointed out by:

e The positive endorsement RED received by commekenalstakeholders

e The increased turnover of RED (€ 700,000 in 200806,000 in 2005 and
around € 1,000,000 in 2006)
However, the described shift towards a more maokietated logic has led RED

to run the risk of losing its legitimacy with soréits welfare stakeholders, because
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some of them have discussed RED's new strateggiag tbo business-oriented, at the
expense of the organization’s social purpose. iPaplg, between 2005 and 2006 some
welfare stakeholders were concerned that the ineatntommercial logic could prevail
over the social one, thus causing a mission dBfattlana and Dorado, 2010;
Copestake, 2007). This potential legitimacy chakers proved by:

* Some volunteers questioned RED’s new strategy (BoaDirectors 21.7.2005.
D. 39 and Social Report 2005. D39).

* Some volunteers and a social worker left RED, eimgling the new commercial
approach of the organization (Board of Directors7ZI005; D.65; and second
interview with director. D2).

* Some welfare stakeholders questioned the “new aéalie organization, asking
themselves if it would cause a decreased commitrt@mards marginalized
workers’ needs, in favour of greater commerciagetieness.

I am wondering if the team has maintained its starision and commitment in a bigger and

more strongly product-oriented structure such as tme (social stakeholder interview reported

in the RED social report 2005. D. 39).

RED’s internal key stakeholders were aware of tagtimacy challenge they
were suffering and in particular of the risk of nmay too much towards a business-
oriented approach, regardless of RED’s social mmssAs a consequence, immediately
after the new plant acquisition, they decided toycaut a series of substantive actions
with the aim of reconciling the incumbent commerdeanension with the social one,
thus maintaining a strong commitment to its sooigsion. Therefore, between 2005
and 2006 and thereafter, RED:

* has carried out and strongly integrated into itdydactivities the quality
certificate it acquired in 2001, with the aim of groving the quality of the
integrating process of marginalized employees (SnuBoard of Directors:
26.4.2004 D 53 and 28.2.2007. D. 76).

* has increased the number of marginalized workegdarad in the organization,
and has maintained the same type of disabilitiess @sget group to enter in the
organization. Accordingly, RED has never askedaa®rvices to send workers

with milder disabilities in order to increase igbbur productivity (Source:
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social report 2005 D.29; 2006 D. 30 and 2007 Ds iaterview with welfare
stakeholder #2 D.113).

e has entered into a stronger and more proactive Ind@kmgue than ever before
with welfare stakeholders (first interview with eator. D.1) in order to define
with them shared goals and solutions to social ethétal issues (Scherer and
Palazzo, 2007). This dialectical approach is typadaNPOs in general and of
social enterprises in particular (Borzaga and Defpu2001; Frumkin, 2002;
Pache and Santos, 2010).

* between 2006 and 2008 introduced new volunteemseasbers of the Board of
Directors and has given them a greater role indéeision making process
regarding long term strategies (Source: intervieith vboard member. D49:
Board of Directors 7.5.2008. D. 89). Even if sonigh@se members had good
interlocking networks in society (Higgins and Gulé&003), RED have not
employed Board members because of their symbolicevdAbzug and
Galaziecicz, 2001). On the contrary, Board memlherge been selected by
virtue of their ethical commitment and usefulnesgiacision-makers, involving

them in the decision-making process.

My role as a volunteer is linked to my professiobatkground as a lawyer...I have these skills as a
lawyer so | keep these skills, plus my ethical citmemt... At the beginning our role was very

little...nowadays our role as volunteers is impofttéecause | dislike a Board with only employees as
members which is dangerous because they coulditeadyreater commercialisation, or be committed to
economic sustainability. (Source: Volunteer and idddember. D. 49).

At the core of these substantive actions that RBB darried out, there is not
only the need to restore legitimacy with highlywtorising stakeholders (Stevens et al.,
2005), but also a real commitment of internal kégksholders towards the social
mission of RED (Source: second - D.2 - and thircb-Dinterview with the director). In
particular, RED’s leaders have always aimed atnuittggy the commercial and social
logics embedded in RED, thus preserving the hylehtity of the organization,
(Battilana and Dorado, 2010; Pache and Santos, )20dfthout allowing the

commercial identity to dominate over the social ongice-versa.
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Market and welfare logic should be combined andardy negotiated: these two goals and the means to
achieve them should be mixed in a third way ca#ledial enterprise or community enterprise, that
cannot be simply a median between them. It hag toimething different (Source: Second interview wit
director D.2).

That’s why, when external environmental isomorghices drove RED to adopt
a more market-oriented approach, internal key sialkiers were extremely aware of
avoiding allowing the commercial identity to dontieahe social one.

The Board of Directors points out that last persodhoices are increasing the
social enterprise’s market- oriented approach hatithere is the need to be focused on
maintaining a strong equilibrium between the conuia¢iand social dimensions (Board
of Directors 11.4.2005. D. 63).

Our data suggest that RED has also been skilfugimforcing the legitimizing
value of these strategies by deploying a seriesymibols to its welfare stakeholders in
order to appear consistent with myths and belidisyer and Rowan, 1977; D’Aunno et
al., 1991) embedded in the welfare logic. In paftéc, the aim of this strategy has been
to appear consistent with the expected behavioenairganization which continues to
be socially-oriented despite the greater commeseaitbn process it has entered. For
instance:

* in two circumstances RED’s Board of Directors askled founder and first
president of the organization to remain as a Baaeinber (2004 and 2008)
despite her willingness to resign from the rolbeTirst president of RED is a
charismatic and well-recognised figure in the welfastitutional environment
(Source: official document Cooperatives Associatioh Trentino, D.120)
because of her ethical commitment and outstandiegsults as a social
entrepreneur: the founder of RED has great perstagalimacy (Suchman,
1995) with welfare key stakeholders. Accordingly,doth the circumstances,
the former president of RED was asked to remainthenBoard because, in
addition to the intrinsic value of her competengciske also symbolises the
ethical commitment of the organization both extd#ynand internally (source:
fifth interview — D. 11 - with Director and thirchterview — D. 48 - with
president), being perceived as the safest sporigbealignment of RED with

its social mission
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* one year after having acquired the new plant, REBliphed several articles in
local printed newspapers and official magazines utbthe cooperative
movement (Source D.21). Moreover, in 2005 RED higld a very well done
social report, which has been defined by intermal external stakeholders, as
the best social report published by RED (sourcecoB8@ interview with
president. D.10; fourth interview with director, B, interview with president of
the European Research Center on Social EnterpisEl/). The aim of these
articles and of the social report was not only etkenwelfare stakeholders aware
of RED’s activities and social impact (Nicholls,0&) but also to symbolically
frame (Fiss and Zajac, 2006; Westphal and Grael2@41Q) the acquisition of
the new plant as a strategic choice undertakewmlgtfor financial reasons, but

also and mainly

to have more integrating opportunities for margimatl workers....with the new building RED can eitplo
much more free space which allows disabled peoplé social workers to work together without
problems, thus enabling teamwork, which is extrgrimeportant for workers with mental illness (Source
article in the press magazine “Cooperazione TreaitjiD. 21).

« Given that in the welfare sector having a dialettiapproach with key
stakeholders and being extremely transparent angortant features that
guarantee greater legitimacy (Pache and Santo§, Pl&Erman and Renz, 2008),
RED strategically adopted a pro-active and diatettiapproach with key
welfare stakeholders (Source: interview with keylfare stakeholder #1 D.
112), in order to define goals with them, analysgults and share difficulties
during the integration process of marginalized veosk(Source: Interview with
social area manager, D.8). Behind the intrinsiciweobf analyzing problems
and defining solutions, the symbolic aim of thigattgy is to stress
organizational commitment towards welfare staketi@dd needs (fourth
interview with director D.7, and interview with keyelfare stakeholder #3
D.115). Moreover, RED used to portray itself aseatraordinarily transparent
organization; to this end it allows external visitdree access to all its offices
(source: interview with volunteer and with welfastakeholder #2 D. 113).
Accounting and reports provided to welfare stakeéérd are precise, clear and
detailed (Source: second interview with presideni®@and welfare stakeholder
#4 D.111).
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» Before the restructuring there was a little bitcohfusion regarding roles and
responsibilities (source: sixth interview with diter D.12 and second interview
with social area manager D.8 ); nowadays in itdydaelationships with
stakeholders embedded in the social logic, RED ydwaortrays the same
employees as front office figures, namely those momre embedded in the
social logic, such as the social area manager ladlitector. In this way RED
tries to convey a message of being a professi@thbsganization, which is very
focused on its social mission (Source: interviewhvdocial area manager and
with welfare stakeholders #2, D.113; and #4, D.)111

* RED strategically hires marginalized workers widhrrpanent contracts even if it
could employ them with fixed terms contracts. Behtine intrinsic dimension of
providing a long-term work opportunity to disadveged people, this choice
also conveys a powerful symbolic message of rdiigland trustworthiness not
only to marginalized people, but also to welfarksholders such as the social
services and local public bodies (Source: firsteiview with social area

manager D. 3 and second interview with presideritOp

All these strategies have allowed RED to achieveatgtegitimacy with key
welfare stakeholders, since they unanimously reeegRED as a transparent and
reliable organization (Source: Interview with weHfastakeholder #1; D.112; #2 D. 113;
#3 D.115).

However, RED has not sent symbolic messages onljotwey an image of
alignment with shared norms and needs in the seetbr; instead it has used symbolic
messages to also challenge existing beliefs regguts identity and the way in which it
should achieve its social goals. In particular, REE¥s sent a number of symbols to
welfare stakeholders to make them aware of the itapoe of the commercial
dimension to achieve the organization’s social missFor instance, social services’

employees and relatives of marginalized people baea invited to visit RED.
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We always try to invite welfare stakeholders hereneke them aware of the working environment of our
guys. It would be extremely important that sociaistants and doctors have a look at the structure
where the guys they have in their charge worky.thbvays see him in their office... For us it is
important they see the structure so that they wtded this is a real job and not a place where they
spend their time such as a workroom (source: Tinterview with president. D. 48).

Moreover, across 2008 and 2009 several article® weblished in the local
press (Source: “Vita Trentina”, D. 22) and magazioé the cooperative movement
(Source: magazine “Cooperazione Trentina”. D. 2fBfining RED not only as a
socially oriented organization but as a real emigep even if with a social goal. In this
way, RED has framed its identity through storiesysbury and Glynn, 2001) and
names (Glynn and Marquis, 2004) in order not oalgppear coherent with the existing
values and social norms of the welfare institutioeavironment as suggested by
institutional theory, but also to challenge thegisteng beliefs and to introduce a new
institutional logic into the field (Lounsbury 2003uddaby and Greenwood, 2005). In
particular, RED has used some symbols to make reefimkeholders aware of the need
to increase the entrepreneurial commitment of tlgarization to achieve its social
mission. Accordingly, RED has sent symbols with @ima of pointing out and stressing
the importance of acquiring greater effectivenas$ eompetitiveness in the business
sector. According to RED, greater size and grdatisiness opportunities do not mean
less commitment toward marginalized people. On dbetrary, they mean greater
coherence with the organizational mission becaussy tallow RED to provide
marginalized workers with more training opportugstiand, as a consequence, greater
opportunities for them to achieve independenceesmer the job market as real workers
and society as integrated citizens (Source: timterview with president. D. 48; second

interview with production manager, D. 9 and sixtterview with director, D. 12).

Thanks to the new plant our commercial partners’'tdeee us as just a social organization for
disadvantaged people but as a real enterprise..ithege could have a positive impact with welfare
stakeholders as well, even if probably not withrglvedy. | think it has a positive impact on thoseial
services which are aware of RED’s mission, namelyching marginalized workers to allow them to
enter a real enterprise...these social services $ayRED the guy is already in an enterprise, he wbe’
impressed by big machinery, badges, and schedbleguse he is having the same experiences in RED
too” (second interview with the president of RED10).
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6.4 Conclusions

In order to restore its legitimacy firstly with comercial stakeholders, and then
with welfare stakeholders, RED has skillfully maedga series of substantive and
symbolic practices and the interplay between th&oeordingly, this case study gives at
least four insights into the literature of orgati@aal institutional theory (Scott, 1995),
symbolic management (Zott and Huy, 2007) and hylorganizations (Lounsbury,
2007).

First, our findings give a novel contribution tcsitutional theory (Meyer and
Rowan, 1977; Wesphal and Zajac, 2001, 2004) antinegy theory (Suchman, 1995;
Deephouse and Suchman, 2008). To date these te@arcbsstreams have explained that
usually organizations decouple certain practicesiftheir real implementation in order
to appear aligned with external expectations winey are not willing to really adopt
such practices (Wesphal and Shortell, 2010; Madeard Behnam, 2010), considering
them as ineffective (Meyer and Rowan, 1977), incehiewith organizational values
and identity (Kellogg 2009; Rao, Monin, and Durar&#f03) or inconsistent with
internal key stakeholders goals (Wesphal and Z&j868, 2001, 2004). RED's case
shows instead an example of temporal decoupliradegly (firstly symbolic and lately
substantive). Accordingly, internal key stakehoddeir RED have strategically deployed
symbolic actions to ignite external stakeholderigpextations and create internal
pressure to boost the internal organizational cesnddelman, 1992) necessary to
address the promises/messages launched in regatbetsymbolic actions. This
dynamic has led RED to always couple symbolic astiwvith substantive ones after a
short time, thus rapidly moving from "decoupling' floosely coupling” and then to
"coupling” (Dobbin and Sutton, 2008; Fiss and Zapfi06).

In other words, RED’s internal key stakeholdersehéed the organization to
adopt symbolic decoupling not as a long term sisatevith the aim of restoring
legitimacy by concealing illegitimate practices pedicted by institutional theory
(Wesphal and Shortell, 2010; Macleand and Behnadi0R Instead, internal key
stakeholders have strategically driven RED to sylioblly adopt some practices in
order to expose the organization to external gresteutiny, with the aim of boosting
RED to redefine its identity (Glynn, 2000; Goodrimid Salancik, 1996), to carry out in

a substantive way internal divergent changes (Batiet al., 2009; Battilana, 2006;
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Greenwood and Hinings, 1996) and to introduce a mestitutional logic in the
organization.

Second, the case study gives interesting insightsder to better understand the
existing relationship between symbolic and substardctions (Berrone et al., 2009;
Fiss and Zajac, 2006). In particular, we have disoed that in the dynamic interplay
between symbolic and substantive actions, RED heen bparticularly skilful in
leveraging the different symbolic meaning givenspgcific cultures and contexts with
the same actions (Rafaeli and Vinai-Yavetz, 2004 particular, the RED case study
gives a novel contribution to symbolic manageméatdture (Zott and Huy, 2007) by
pointing out that the relationship between symbahd substantive actions could be not
isomorphic in nature as predicted by previous s&idAbzug and Galazievicz, 2001;
Higgins and Gulati, 2003; Hargadon and Douglas 1200

Namely, previous studies have identified a uniqgral®lic message related to a
single substantive action; however, our data paitsthat RED has been able to give
more than one symbolic meaning to the same subggmiactice. In other words, given
that the meaning assigned to a symbol dependseopattiicular social milieu in which
the symbol itself is embedded (Zott and Huy, 2006@jng a hybrid RED has
strategically exploited the different values antidie embedded in the two institutional
logics it belongs to in order to give different dyofic meanings to the same substantive
practices. For instance, after having acquired ribe/ building, RED invited both
commercial and welfare stakeholders to visit itthis way through the same action,
RED has been able to convey a symbolic messagesoidss orientation to commercial
stakeholders and of marginalized workers’ commitménm welfare stakeholders.
Moreover, RED has always been extremely open tlogli@ with its stakeholders; in
this way, through the same action RED has beentaldgmbolize towards commercial
stakeholders a message of flexibility and custoaremtation, while towards welfare
stakeholders an image of participative management.

Third, our findings give a novel contribution toetHiterature on hybrid
organizations (Pache and Santos, 2010; Kraatz dodkB2008) and institutional
entrepreneurship (Battilana et al., 2009; Batti|&t¥6; Greenwood and Hinings, 1996)
by explaining how symbols could be adopted in goredicted way by organizations in

order to introduce a divergent change in an instial field and to avoid conflicts
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between different institutional logics to triggeuto To date, research on hybrid
organizations has shown a series of strategiethahizations permanently embedded
in different institutional logics could adopt to nage different pressures (Pache and
Santos, 2010; Battilana and Dorado, 2010; Glyni®02@’Aunno, Sutton and Price,
1991) but it has analysed the role of symbolicaamdito acquire legitimacy and to
manage institutional pluralism only partially (Glyn2000; Pache and Santos, 2010b).
In this sense, the RED case study suggests thdiaddgnmessages could be a powerful
instrument for hybrid organizations to legitimisbemselves as multiple identity
organizations, by firstly aligning themselves wattakeholders ethical expectations and
then introducing the institutional fields in whidfelongs a divergent change, i.e., a
change that breaks the institutionalised templatieinva given context (Battilana et al.,
2009). Namely, our data suggests that RED has sgedbols not only to align its
identity with stakeholder’s values and beliefs, alsb to challenge them, thus causing a
crowding-out effect which has reinforced its legiéicy acquisition. More in detail, in
the early stage of its legitimacy restoring procd®ED has firstly used symbols to
convey to its commercial and welfare stakeholdeessages of alignment with their
moral and pragmatic expectations. In this way REA> lbeen able to restore its
legitimacy by appearing isomorphic and consisterth s stakeholder's expectations
and claims (DiMaggio, 1988; Oliver, 1995). Howevas, soon as RED has restored its
legitimacy alternatively with commercial and we#astakeholders, it sent them new
symbols to introduce divergent changes in bothinkgtutional fields (Battilana et al.,
2009; Battilana, 2006).

Finally, the RED case study gives a meaningful wouation to further develop
recent findings of institutional theory, accordity which symbolic and substantive
actions are actually complementary instead of radiiere (Berrone et al., 2009, p. 27).
In particular, our data suggests that RED hasegjiedlly moved from "decoupling” to
"loosely coupling”, and finally, to "coupling”, bbt with welfare and commercial
stakeholders. Moreover, as soon as symbolic pexcticere coupled with substantive
ones, RED sent a series of meta-symbolic messagesdtakeholders to highlight that
there was a strong interlocking relationship betwedat RED declared to carry out
and what it really accomplished, thus reinforcihg tegitimizing effect of previously

coupled actions.
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7 THIRD CASE STUDY: COOPERATIVE WHITE

7.1 Brief overview

This section provides a brief overview of WHITE'sam features in order to allow
the reader to better understand the organizatioterumnvestigation (Yin, 1994).
Therefore we firstly present WHITE's history, m@si vision and main financial data;
thereafter we point out the two institutional lagiehich hybridise WHITE and the
strategic choices it has had to deal with them.

7.1.1 history, mission and main data

WHITE is one of the oldest Work Integration Sodtalterprises in the North of Italy
since it was founded in 1987 by:

e agroup of eleven volunteers and

« AP.AS. (Associazione Provinciale Aiuto Socialehiglh means District
Association for Social Aid), a not-for-profit orgaation founded in 1985 with the
mission of providing former prison inmates with plsglogical and professional skills
in order to allow them to acquire the status ohmarworkers and reintegrated citizens.

WHITE was first established in the legal form ofNarkers’ Cooperative, acquiring
the legal status of a Social Cooperative only i®3Ll@under Italian law n. 31 1991).
Since its foundation, however, WHITE has tried thiave the goal of providing job
placement opportunities to disadvantaged peopl naanly to former prison inmates,
inmates on probation and drug and alcohol addicts.

The mission of WHITE has always been to promote pleesonal, social and
relational growth of marginalized workers and tintegrate them into society (fifth
interview with director, D.125; and first articld articles of association D.9). As a
consequence, WHITE has based its activity on thedihg values of the co-
responsibility of the workers involved in the orgaation, the central importance of the
human being, democratic stake-holding and soligé8bcial Report, 2007 D.9).
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WHITE considers its mission to have been achievéénvmarginalized workers
acquire the technical and personal skills thatvaltbem to enter into the normal job
market as workmen or women (interview with emplo}eD.6). Accordingly, WHITE
has always followed a transitive strategy rathanthn inclusive one: working in the
social enterprise is intended to be an instrumedtaatransitory step of three years that
should allow marginalized workers to enter the rarjob market.

As a consequence, the primary goal of WHITE hagnbeen to increase its market

share or its size, thus remaining a small orgaiozat

Table 18: White main data

Year 2006 2007 2008 2009 2010
Total Staff 42 47 45 45 44
Disadvantaged Employees 22 25 23 23 21
Marginalized introduced 7 5 2 3 2
Profit (€) 77,000€ 198,000€ -6,000€ 20,000€ -63,000
Revenues (M€) 1.5 M€ 1.4 M€ 1.6 M€ 1.7 M€ 1,6M€

In order to achieve its mission, WHITE works maimhth public entities, such as
several municipalities in the North of Italy. Hoveev more than 80% of the
cooperative’s income comes from sales in the freeket and only 15% from public
contributions or grants (Sources Social report 2@L0112; and fifth interview with
director D. 125).

From a commercial perspective, WHITE is not onlyolved in simple services of
waste management, assembly and maintenance of GR&EN areas and forests like
most of the Italian WISES; on the contrary, it niyaworks in the carpentry and joinery
sectors. Accordingly, from a commercial perspe¢tiv®ITE could be considered to be
a small carpentry enterprise. More precisely, WHIpivides its clients with the
following three types of service, which are alse #ctivity areas of the organization:

* “GREEN?", that consists of the maintenance of urGREEN areas and forests;

* “Games” and “small buildings”: that consists ¢fetdesign, implementation and
maintenance of municipals playgrounds in publikpand schoolyards;

e “Carpentry”: this consists of the building of assories and small constructions in

metal and wood.
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7.1.2  The hybrid identity of WHITE

Given its features, WHITE could be defined as arialybrganization (Battilana and
Dorado, 2010, Pache and Santos, 2010) since ielimgnently embedded in two
apparently conflicting institutional environmentthe welfare environment and the
commercial one. On the one hand, the social emserfirelongs to the social welfare
logic (Pache and Santos, 2010b), since it aimsatiging marginalized workers with
care services. On the other hand, WHITE also baldaghe commercial logic (Pache
and Santos, 2010b, Friedland and Alford, 1991)esincompetes in the free markets of
manufacturing and GREEN management.

Being embedded in two different social milieus, WHI needs to manage
relationships with stakeholders (Freeman, 19844)18&presenting completely different
needs and claims.

On the one hand, WHITE has to satisfy commercaledtolders’ needs for product
quality, economic sustainability, efficiency andeetiveness of services. WHITE works
mainly with several municipalities in the Northltdly, which guarantee almost 70% of
WHITE's revenues. Moreover WHITE also has a markédtionship with some local
SMEs and cooperatives: together they provide ali®@% of WHITE’s revenues.

Given its small size, WHITE could not leverage emores of scale to enter into
price competition, but it has to compete mainlytb@ high quality of its products and
services, as the following statement points out:

For us it is much more difficult to compete in fhee market because, for instance, when we work wit
iron (we build some small items with it) for usist much more expensive than for companies that
purchase it in China. Other companies can buy tteets of irons to a fraction of the cost in Chioa,
wood in Romania. Accordingly (...) we cannot eniéo a price competition with our competitors; we
can only build our competitive advantage on theliggpiaf our products, or working on demand (Source
first interview with the former president, D.1).

In order to satisfy its commercial stakeholderspentations, WHITE has
structured its organization chart into three areash with a specialised area manager in
order to be focused on the quality of the prodpctsrided to clients. Moreover, since
2008 WHITE has a management control system ance teestificates of quality
regarding the production phase, namely: maintenaricplaygrounds (since 2004),

internal machine shop (since 2008) and carpenimngg<2009).
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Despite the strong market pressures WHITE has @l déth, its mission
consists of taking care of marginalized workersréffiore it is also embedded in the
social welfare logic, which usually requires denabicr governance, participative
management and addressing social needs (Frumiig).20

WHITE’s most important welfare stakeholders are:

. Local agencies such as the local SER.T agency (dddiction service), the
local SIL (labour integration agency) and social rkess and doctors at the
penitentiarys.

. other not-for-profit organizations: WHITE foundeahd is now a member of,
Consolida, the consortium of social enterprises kimgr in Trentino and it has
partnerships with A.P.A.S.

. the local Labour Agency, which provides social gmiises with public funds.

In order to address social stakeholders’ expectati®VHITE has carried out a
series of strategies, namely:
v since 2001 it has been certified regarding the ityuaf the social integration
process;
v since 2004 (almost the first social enterpriseha district of Trento) it has
published a social report that discloses its saua economic performance to its main
stakeholders;
v governance is democratic in nature, since the keoirprise’s members have
equal voting rights (one member, one vote) and leesgrving as representatives on the
Board of Directors are accountable to the membgyshi
v there are some volunteers (around 10) representéueoBoard of Directors and
serving as consultants for the organization,
4 there is a social department with the departmemtager also being the director
of the cooperative. The social department has titygetd manage the integration process

of disadvantaged employees.
7.2 The legitimacy challenge suffered by WHITE

In Italy, WISEs arise from the welfare sector (KerR006). In accordance with
the values and norms of the Third Sector, durirgy 83s and 90s WISEs aimed at

achieving social goals irrespective of their finmh@utonomy from public funding
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(Fazzi and Borzaga, 2000). This means that duha@0s, Italian WISEs were financed
by public bodies through contracting-out and opegatlosses were eventually
recovered by extra grants (Borzaga and Fazzi, 2@k@prdingly, WISEs’ dependence
on public bodies, both from a financial and a styat perspective, was significant.

In accordance with the above-mentioned logic, hisadly, WHITE only
partially entered into market relationships withivate clients. On the contrary, it has
always based its survival on multi-year, out-of-kedr contracts with some
municipalities and on grants provided by the ldeklour agency. It follows that the
economic sustainability of WHITE has always beenrendased on political
relationships with public bodies rather than orea market orientation (Source, social
report 2007, D. 9; interview with expert of therthBector #1, D. 123 D. and with social
worker #1 D.7).

The social enterprise pursues its goals by progddifferent work activities. Historically its most
important clients have been the Municipality of ffice other smaller municipalities in the district o
Trento and the Province of Trento. Behind theseermdbtained through tenders, we have also several
spot contracts with public bodies and some servigits private clients (Source Social Report 2007:
D.9).

However, the crisis of the Italian Welfare Statelet end of the 90s, plus the
financial turmoil at the beginning of this Centurlave suddenly changed the
environmental conditions in which WISEs were wogk{©ngaro, Villotti, 2008). From
the beginning of the Century onwards, the financedources transferred to local
authorities by the central government have stogpeding and the amount of funding
that local bodies could spend to sustain NPOs atebEd/has progressively decreased.
Contracts between WISEs and public authorities camée based on competitive
tenders. Grants provided by public bodies signifisareduced the amount of cost
covered. Finally, both private and public bodieduaed the amount of new recruits.

In this context, Italian WISEs have been forcedetder into stronger market
competition and have started experiencing diffiesltin reintroducing marginalized
workers into the normal job market (Fazzi and LangB09). In this context, WHITE’s
small size and strong dependence on public fundiogsted its difficulties. As a

consequence, since 2006 WHITE has started:
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. Experiencing strong financial constraints and diffiies in obtaining tenders
with local public bodies (Source: interview withretitor and official business plan
presented to Local Labour Agency, 2007).

. Having difficulties in integrating marginalized wars into the normal job
market at the end of a three year project insideotiganization (Source: Social Report
2010, D.112; and sixth interview with director, I25).

Given these difficulties, since 2006 welfare stakdars have started
challenging the legitimacy of WHITE (Davis and Thason, 1994, Zuckerman, 1999)
about its reintegration process and commercialegiya

Regarding its commercial strategies, WHITE was @esd to be relying too
much on public grants for sustaining its activifiis is well explained by the following
sentence:

WHITE is not able to enter into and maintain netkgomwith other Social Enterprises. They are
completely alone and this happens because theyteelynuch on public grants. Other WISEs do not
share this approach. Accordingly they suffer atietacy gap with other local social enterprises a@hdy
have difficulties in entering into networks witteth (interview with expert #1, D.125).

Regarding its strategy with disadvantaged work&&HITE started to be
challenged in 2008, in particular by labour unidnscause since 2007 it started firing
some of its disadvantaged workers at the end of theee years’ project, despite the
fact that they were employed with a permanent eafftr
We are informed that the Cooperative WHITE emplpgenanent workers by taking advantage of
substantial government grants for a period of thyears. After three years - note that contributideost
three years - it seems that Cooperative WHITE fiitss workers or encourages them to leave.
(Cobastrentino on line press, 3/3/2008. D.18).

Even if some external observers of the social welfagic did not approve of
the way in which labour unions attacked WHITE, mostthem shared the reasons
underlying their actions. Important sources of tieghcy (Deephouse and Suchman,
2008; Scott and Ruef, 1998) in the Welfare sestach as experts on the sector (D. 125;

" As defined by Italian law 381/1991 and local nd3811999 (the so called “Azione 9”), every
WISE is allowed to receive a public contributiomrfr the local Labour Agency in order to cover a
percentage of its disadvantaged employees' saffaries period of three years. At the end of thisigue
the WISE is no longer financed by the Labour Ageridye rationale of this funding strategy is to help
WISEs in training disadvantaged employees: afteeethyears these disadvantaged employees are
expected to have acquired technical skills whicbousth allow them to be as productive as a normal
worker, thus no longer needing funding to coveirtlosv-productivity.
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D. 126) and of funding public bodies (D. 104), mived WHITE as illegitimate,
considering its difficulties in fulfilling the pugses it was expected to achieve (i.e. to
drive marginalized workers towards normal jobs askmen or women) and for which
it asked support (Aldrich and Fiol, 1994).

They are not able to drive marginalized workerssalée because this means to be able to guarantee the
to enter a normal job, to follow them in this preselntroducing marginalized workers into normabgo

is the real problem of their entrepreneurial mod@lISEs have invented this new social technology of
developing a personalised project on marginalizeatkers, with skilled people who manage it. The
project consists of employing a person who is n@tified to be a normal worker and giving him dlet
tools to become one. WHITE is missing this fingp sinterview with expert #1. D. 125).

To key welfare stakeholders it seemed that WHITE wanning the risk of
entering a serious mission drift (source: intervigith expert #1, D. 125 and expert #2,
D. 126). Namely, it seemed that reintegrating mraaiized workers wasn't the real
objective of WHITE and the funding it received frgmablic bodies a means towards
this end, buvice versginterview with expert #2., D. 126).

What has happened with labour unions because sttfiled marginalized workers is, as usual in these
situations, a little bit pretextual and it reveads oversimplified approach to the problem and the
ignorance of labour unions. However, the pointti there: if you take care of a person with thddeds

of problems, you understand he is not able to vaoeviously and not at the end of the funding peribd
he is not able to acquire the status of a workeerafhree years, he is not able also before thiadde
line...the strike is a bubble that burst becausa bfd feeling caused by certain behaviours. Strie
always a bit specious, however they point out kiviel of behaviour: “until I am financed by public
grants | do my job, thereafter | no more do it". Aslabour economist | strongly disagree with this

strategy, | don't get it, it is opportunistic in tuge. (Source: interview with expert #1, D.125).

Moreover, according to the local Labour Agency nugmaresponsible for

financing WISEs:

If we want to criticise them, they are a little ldtaconian in firing their marginalized employees
immediately at the end of the financed project;elam they are quite persistent in this strategglom’t
share this strategy even if on the other side ligétunderstand their difficulties: they are lesded by
the Labour Agency than in the past, they are noemable to drive workers into the normal job
market...The best thing for them would be to bedoigger because when you are structured in a bigger
organization you could also retain workers for leng. WHITE has always been scared by this idea of
keeping marginalized workers for a long period ahé is a limitation, | told them (interview with

Labour Agency manager. D. 104).
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Accordingly, between 2006 and 2008 WHITE was pe&extias an illegitimate
organization and this was undermining its survhedause its commercial approach and
its strategy of re-integrating disadvantaged wakeere both perceived as incoherent
with emerging standards of appropriateness for WIfBavis and Thompson, 1994;
Glynn and Marquis, 2004).

Institutional theory literature (Ruef and Scott 989 suggests that illegitimacy
could be caused by two events:

)] an unexpected and unaccepted organizational sgrataff (Ni Sullivan et al.,
2007; Zuckerman, 1999);
i) an organizational incapacity to adopt new behasidaralign it self-image with

the emerging behaviours and norms of an institatisat (Glynn and Marquis, 2004).

In the case of WHITE, it seems that the organinag&perienced both the described
situations, reinforcing each other and causing dhganization to be perceived as

illegitimate.

Table 19: legitimacy challenges of WHITE

Cause of illegitimacy Case study

an unexpected and unaccepted organizatiphdHITE defines a new firing strategy with
strategic change marginalized workers unable to acquire the status
of normal workers

The organization is unable to align itself witlGiven the increased market approach of the Italian
emerging behaviours and norms of an institutign@hird Sector, WHITE is perceived as dependjng
set too much on public funding to survive

7.3 WHITE’s strategy to restore its legitimacy

To date, several messages alarming the organizaggarding a possible
mismatch between its strategies and its key std#fets) needs and expectations, has
occurred. Namely:

. In 2007 WHITE found it difficult to find new jobsna revenues decreased for
the first time in its history (-8%, from 1.5M€ ta4M€) (Source, Board of Directors
12.12.2007, D. 52; Financial Report 2007; D. 2007)

. In 2008 WHITE was challenged by internal voluntebesause of its firing

strategy with marginalized workers. (source BodrBicectors, D. 19.3.2008. D. 56)
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. Since 2007 there have been five actions organigdddmur unions and a strike

(source archival data: D 20-28)

. In 2008 WHITE experienced an 8.000€ net loss (Sotirancial report 2008.
D. 109)
. After two years of internal discussion, at the eid2010, the president and

founder of the social enterprise resigned fromrbie, because of the difficulties in
managing the conflicts with marginalized employéssurce: Board of Directors, D.
94).

These signals were clearly understood by interagldtakeholders - in particular
by the current director, several volunteers, somwkers and members of the
organization. The need to become more financiallp@omous from public grants and
the need to identify new strategies to manage maliged workers were discussed in a
number of Board of Directors’ meetings (D.29; D; 87 55; D.88). Moreover, these
challenges were also presented to external statkefsohnd the local Labour Agency in
a number of official documents such as the SocegddR 2007 (D.9), the Social Report
2008 (D.10) and the business plan presented thaheur Agency for the years 2007
(D.114) and 2008 (D.115).

In particular, for key internal stakeholders it vadsar that the behaviour and the
mission of WHITE risked being perceived as illepiite by external constituents, given
that:

Facing this situation is extremely costly and weorgy in particular because labour union claims are

causing dangerous concerns with external stakehsld®econd interview with director; D. 5).
Moreover the organization understood that:

Reduced human resources turnover of these lassyisasomething we feel problematic. We feel to be
alone with public services, they are letting us ddimterview with social worker #2; D.6).

In order to restore its legitimacy, WHITE carriedt@ series of legitimizing
strategies, both in terms of substantive and symmbamitions (Ashforth and Gibbs,
1990). However, our findings suggest that WHITE wad particularly skilful in
adopting the right symbolic and substantive actiand in strategically leveraging the
interplay between them to restore its legitimacy.

In the following sub-sections we will explain thedifficulties. Firstly, we will

point out the substantive and symbolic actions {&gh and Gibbs, 1990; Berrone et
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al., 2009) WHITE adopted to restore its legitimdugy conforming with the emergent
institutionalised practices (Suddaby and Greenw@@@5) of the social welfare logic
and those it has avoided adopting. Then we willosgpthe symbolic and substantive
actions WHITE adopted to manipulate the social arelfogic. Finally, we will indicate
a number of mistakes WHITE made regarding the egrat interplay between
substantive and symbolic actions, thus failingdmforce through symbols and meta-

symbols the legitimizing substantive actions itrieal out.

7.3.1 The substantive and symbolic strategies carried out by WHITE to conform with social
welfare logic
Between the end of 2006 and the beginning of 2BI8|TE was questioned by
key welfare stakeholders because of its funding faimd) strategy. In order to answer
these legitimacy challenges, WHITE adopted a nundfesubstantive and symbolic
strategies with the aim of conforming with institutalised practices (Meyer and

Rowan, 1977) and to restore its legitimacy (Suchrii885).

7.3.1.1 Substantive practices to conform with welfare ¢ogi

In order to conform with welfare expectatioph$HITE started a strategic change
(Fiss and Zajac, 2006; Rajagopalan and Spreitz@9,/)1 trying to become more
market-oriented and committed toward marginalizedkers’ needs and claims.

To sustain this strategic change, WHITE adoptedeast three substantive
actions, since it:

1) integrated its certificates of quality into dailgtiaities;
2) carried out a number of training courses for malged workers;
3) introduced a management control system.

Hereinafter we give details of each of the abovetineed substantive
strategies.

First, since 2006 WHITE has begun to strongly imm@at the procedures
required by its certificates of quality into dailgctivities, in order to increase
organizational efficiency and effectiveness (Stevest al., 2005) regarding the
commercial and the social phases. In particula gibals WHITE wanted to achieve by

implementing its certificates of quality into dadgtivities were twofold:
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On the one hand it wanted to increase the effantis® and efficiency of the
production process, thus enabling the organizatiobecome much more autonomous
from public funding.

When we started working with our consultant we itiately understood this (the certificate of qudlity
could be a powerful instrument to change the orgatidn. He explained to us the skills we needesl, th
usefulness of the procedures...it has been quiteuliffo adapt this system to the organization and
integrate it into the organization. Even now, itsemetimes difficult to follow all the procedurdstioe
system; however, there has always been the coriedaverage the certificate to improve the quatify
our job (first interview with social area managés; 8).

On the other hand, certificates of quality havebéeth WHITE to increase the

quality of the care services provided to margiredizvorkers. Implementing the social
certificate of quality acquired in 2001 has allowHITE to develop the social
technology it needs in order to take care of maigied workers. Moreover, they have
also been used to do training with disadvantagexkeve and to help them to become
much more autonomous.
When you enter into a certification process, thisaldes marginalized workers to become more
autonomous and to organise themselves better. Byafty structuring their work, in a sense you also
organise their lives. Usually they are muddled aod organised people; therefore, this becomes algoo
training for their life, in a sense (Source secamgrview with president, D. 3).

Second, until 2009 WHITE carried out internal cesren carpentry, joinery and
so on for marginalized workers (source: social regé07, D.9; and social report 2008,
D. 10). The aim of these courses was to increagginaized workers’ technical and
working skills.

The internal courses we provide are useful becdlusg allow people to go outside to work being more
technically ready (...), moreover we must give thikese opportunities that help them to enter it t
normal job market...those skills that enable themhave a competitive advantage (Source: third
interview with the director, D. 4).

These courses were a powerful legitimizing instratier WHITE because they
allowed the social enterprise to be perceived asgbable to define organizational
procedures (Suchman, 1995) that allowed the eigergo achieve both economic
efficiency and marginalized workers’ professionafian. Despite the importance of
these courses, from 2008 (when the crisis blew WHJTE has progressively reduced
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and then stopped doing training for its marginalizeorkers, given the scarcity of the

resources it could rely on.

In the past there was a number of courses, nowadayisave no more because of the financial crigis...
have less money to invest, less time. In the pasirganised courses for marginalized workers. We pa
for them completely by ourselves but they wereresipe: when there were those courses our laboratory
should be closed all day long and so on. To usai @0 expensive. In those years we were havind goo
profits and we could support these expenses; noygtias is much more difficult (Interview with saci

employee #2, D.6).

Since WHITE stopped organising these courses fogimalized workers it has
lost the legitimacy it acquired by virtue of theifhis changed feeling of welfare
stakeholders is well explained by the followingtesice:

In the past they did some training courses forrthearginalized workers; we also financed them, they
were about gardening and carpentry. They were tigetb some training with workers and to help them
to enter the job market. This is why this sociakgprise has been established. Nowadays, howewey, t
do not organise courses anymore, because of thts @®l the type of marginalized workers. It is
something | dislike (Interview with Labour Agencgmager. D. 104).

Finally, in 2008 WHITE introduced a management oangystem into its daily
activities (Source: Board of Directors 29.10.20@864) to control efficiency and
effectiveness.

It is two or three years that we have a manageroentrol system and it has been useful. In the past,
analysis was much more sketchy; however, when soe & profit you don'’t really ask yourself what is
working and what isn't. In these years we have haedmnouble; therefore, we have decided to measure

our costs a little bit better, to understand whére/as possible to cut something (Source: fiftkeiview
with director. D. 124).

Table 20: Substantive actions carried out by Il WHTE to conform with
institutional logic

2006 2007 2008 2009 2010

Management control
system ‘/ ‘/ ‘/

Certificates of quality f f \/ \/ \/

Training Courses f \/ \/

Despite the above-mentioned substantive actions|TWHhas not been able to

restore legitimacy by substantially conforming withe standards of performance
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requested by the social welfare logic (Suchmanb12%forth and Gibbs, 1990). The
reason lies in the difficulty of WHITE getting tbd core of the legitimacy gap it was

suffering. Namely, WHITE:

has never really tried to increase its market shatfe private clients, relying on
public bodies as the first and most important miar&evhich to sell its products
and services (first interview with president, D.aBd fourth interview with
director, D. 122).

We have never really tried to work with privateeolis. In a sense this is another weakness; we

are not skilful in these kinds of things. We shautatk much more with private clients (Source:

interview with social employee # 2, D.6).

has continued to rely on public bodies as the finstncing source for sustaining
the training process of its marginalized workers,tle following statement
points out:

We do training for two and three years and publiciies sustain us. At the end of this period,
when the training is over and also its financindiatvcan we do? Do they really think they are
effective? If the worker doesn’t enter the job neafkecause there is no demand, | have to keep
him. If he is a good worker | do not claim he iByfdinanced, however if | have to keep him, |

can't hire other marginalized people and | havetlosy contribution (Source: fifth interview
with director, D.125).

has continued to fire its ineffective marginalizedrkers at the end of the
training period:

If a workman is here for five years, and he is abke to find a normal job, we are asked to
maintain him, in a situation where we are forceadtmnpete on the free market every day, where

if my price is higher than my competitors’, | lage client...in this situation | cannot keep this

worker without public funding; it is not sustainabl(fifth interview with director. D.125).

Even if the mission of WHITE should be to help maafjzed workers to enter
the normal job market, WHITE has never formalisestrategy or defined an
area manager to drive out its marginalized empleysel to help them to find a

long term job in a normal factory, leaving this ess to the personal network of

relationships of the marginalized and social wasker
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In order to drive marginalized workers outside we gbme activities, leveraging our personal
networks but we do not have any formalised prooesdructure (Source: interview with social

employee #1, D.7).

7.3.1.2. Symbolic actions adopted by WHITE to conform witile welfare logic

In order to restore its legitimacy with welfarekstholders, in the last four years
WHITE has not only adopted a series of substardistéons, it has also deployed a
number of symbols (Zott and Huy, 2007; Trice and/é@8g 1984). The aim was to
highlight the coherence between the strategic cdaaglopted (Fiss and Zajac, 2006)
and myths and beliefs (Meyer and Rowan, 1977; Difuat al., 1991) emerging in the
social welfare logic.

In particular, since 2007 WHITE has deployed thie maf a psychiatrist as a
meta-symbol of the coherence between their declacedhmitment towards
marginalized employees and the substantive practeeried out to manage them. In
particular, WHITE has stressed the role of a pramirpsychiatrist as a supervisor of
the effectiveness of the reintegrating process uheh aim of legitimizing its social
technology by indentifying itself with a promineartd legitimate actor from the welfare
sector (Source: social report 2007). Symbolicallommunicating to welfare
stakeholders the role of the external psycholdggst not only been useful for WHITE
to convey the message of an organization linketh aitprestigious stakeholder (Zott
and Huy, 2007; Pfeffer and Salancik, 1978) butlsbagives an idea of professional
processes (Suchman, 1995).

Moreover, since 2007 WHITE has also started sendiyigbols and meta-
symbols underlying the increased commercial appraaiopted by the organization.
Namely:

» since 2006 It has started inviting both welfare andhmercial stakeholders to
visit the building where the social enterprise lii@s carpentry and joinery
workshops. The aim of these visits was to predenentire working process of
the social enterprise and the stronger commeratadis it has started (third
interview with director and second interview wittepident).

To us it is important to invite external welfaraletholders to see the factory because this allbemstto

see not only what we do with marginalized workeus,also that we are a real enterprise (source.oset

interview with president, D. 3).
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* WHITE has used its courses and its commercial agthiscertificates as meta-
symbols to convey a message of acquired effectsgenad professionalization
not only towards commercial stakeholders but alswatds welfare ones
(interview with welfare stakeholders and secondriwiew with president).

To highlight our greater professionalization we shour certificate and the courses our employeeshav
done...those things are useful to demonstrate tivergrise works well and it has certain requirensent
which are touchable, tangible and demonstrablededdnterview with president, D.3).

e Since 2009 WHITE has developed a website and a evoiah brochure and in
2010 it organised an event to promote a new canp@nbduct with the aim of
communicating its products and services. Behinditiwnsic value of doing
advertising of its products for commercial stakeleo$, with this advertising
WHITE wanted to send a message of a strategic ehamgl more market-
oriented approach with its welfare stakeholderscdsd interview with
president, D.3).

Table 21: Symbolic actions carried out by WHITE

2006 2007 2008 2009 2010
P inent stakehold
relationships e v e (
Convention and website \/ \/
Certificat f lit
kel R A P A VA
Visits \/ \/ f \/ \/

7.3.2 The symbolic and substantive actions adopted by WHITE to manipulate the
environment

Given its difficulties in substantially conformingith the institutionalised
practices of the social welfare logic, WHITE tri¢dl solve the legitimacy gap by
manipulating its environment (Suchman, 1995; Zinmmar and Zeitz, 2002), i.e. trying
to tailor the shared system of norms and valuegetfare stakeholders to its distinctive
needs and behaviours (Aldrich and Fiol, 1992).

To this end, WHITE mainly adopted two substantieticms (Berrone et al.,
2009). Namely, it entered into a strong lobbyingvity with other local WISEs and
public bodies (Suchman, 1995; Miles, 1982; Ashfaatid Gibbs, 1990; Bloom and
Chatterji, 2009) and changed its employment styatétpreover, WHITE deployed a
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series of excuses and justifications (Ashforth &ibbs, 1990; Suchman, 1995) with
welfare stakeholders for its difficulties in reimttucing marginalized workers and
maintaining financial autonomy from public fundirginally, it sent a series of meta-
symbols to underline the coherence of its substaractions with its mission (Battilana
and Dorado, 2010) and organizational identity (Afltend Whetten, 1985; Goodrick
and Salancik, 1996, Rao et al., 2000).

7.3.2.1 The substantive actions adopted by WHITE to maaieuthe environment

In order to manipulate its environment (Miles, 1982hforth and Gibbs, 1990;
Bloom and Chatterji, 2009), from 2007 WHITE entenetb a strong lobbying activity
with other WISEs and the local Labour Agency. Tim af this strategy was to make
public bodies and the local consortium of the WISk&re of its financial difficulties
and to ask for more flexible norms on funding ahd employment of marginalized
workers:

In the last years we have always organised a mgetipear with public bodies and the Labour Agemcy t
discuss our problems. This is a useful instrumemiscuss the problems we are living. | personadliged
for this meeting with the aim of highlighting theenl to face our financial problems (fourth intewie
with director, D. 122).

Moreover, since 2007 WHITE has started formalisargl strengthening the
hiring strategy of marginalized workers. The aintho$ strategic change was twofold:

* to reduce the risk of employing marginalized woskeith a level of disabilities
that could undermine the possibility of reintegrgtthem as normal workers

In the last years the social enterprise has inceghthe requested level of ability and professional

skills. Personally | do care about the social dirsien of our job, however we cannot be blind. We

work mostly with public bodies but with competittemders and we need to be effective and job

orders have to be done in time. (Interview withigloemployee #2, D.6).

* to reduce the internal conflict caused by some maliged workers (namely
drug addicts) (Source social report 2008, D.10Board of directors, D.60).

7.3.2.2 Justifications and excuses adopted by WHITE to madaie the environment

In order to reinforce the legitimizing power of ggbstantive actions, since 2007
WHITE has started sending messages in order tifyjastd excuse its difficulties in re-

integrating marginalized employees. In this seNgEl|TE adopted a twofold strategy.
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On the one hand it carried out a communicationtejsato deal with the specific

legitimacy issue — the firing strategy — posed iy labour unions. On the other hand it

deployed a number of symbols to justify and excitsedifficulties in managing

marginalized workers and publicising its increaaatbnomy from public funding.

In order to deal with the labour unions’ attacksHWE tried to manipulate

stakeholders’ perceptions by changing the meaninth® acts and strategies it has

carried out (Zimmerman and Zeitz, 2002). To thisd eit differentiated its

communication strategy according to the welfarkedtalders’ knowledge of the issue.

With those stakeholders more familiar with the oigation and with its troubles
with trade unionS WHITE tried to justify (Ashforth and Gibbs, 199@s

strategy by undermining the legitimacy of the labaunion issues and at the
same time highlighting the effectiveness of theaargation’s practices (source:

second interview with the president and secondvr@® with the director).

The ongoing labour dispute seems aimed at denhi@@ducational model we adopt to
face the difficulties of placing disadvantaged geointo the work market (...) The national
contract lacks flexibility and does not consideke ttraining needed to allow disadvantaged
people to acquire the status of workers (...). Ustrbe emphasised that the entry salary is an
important educational tool for social enterpriseghich is based on years of experience and it is
used to encourage and reward the growth of disathged workers towards the status of

normal workers. (source: business plan presentdddal government, 2010. D. 117).

With less prominent stakeholders, WHITE has alwagsl to conceal (Ashforth
and Gibbs, 1990) information regarding labour usioactions (Source:
interviews with area manager and president). The @ this strategy was to
suppress information that could have underminecaroegtional legitimacy
(Ashforth an Gibbs, 1990). (Source: third intervievith director, D. 4 and
interview with social employee #2, D.6)

We did not defend ourselves (from the labour urtiacks); we did nothing. We should have
filed a lawsuit, | think, because they said lieat Be decided to do nothing: it would have been
expensive in time and money and we decided totimvesher activities. However, we didn’t
communicate the situation well nor defend the doerderprise; we just concealed the story,

without pointing out our reasons, our numbers, @sults (interview with social employee #2,
D.6).

8 These stakeholders are mainly the local LaboumAgethe local consortium of social enterprises and
social workers involved in long term relationshipish WHITE
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Finally, in order to deal with stakeholders’ ovéralticism regarding its funding
strategy and difficulties in re-integrating mardinad employees, WHITE has
historically used excuses and justification as pryrsymbolic strategies. This emerges
from several interviews with internal (Source: thand fourth interviews with director
and interview with Labour Agency manager) and exkstakeholders (interview with
Labour Agency manager, D. 104 and with sector exfierD.125).

Historically they are inclined, | think, to streskeir need to be financial by the local agencyt..fo
instance...they are used to stressing they areongdr subsidised by the Labour Agency...during the

years they have always pointed out the decreased & funding of their costs. (interview with Laipo

Agency manager, D. 104).

7.3.2.3 Symbols deployed by WHITE to manipulate the emvinent

In order to reinforce the legitimizing value of isanipulating strategies, since
2007 WHITE has started adopting symbols and matabeis to underline the
difficulties it was facing. In particular, WHITE:

» Has historically sent greetings cards to welfarel(@mmercial) stakeholders to
celebrate religious festivals. Since 2006 WHITE hstarted using these
greetings cards not only to celebrate the festivals also to symbolically
highlight the social mission of the organizatioohiaved results and difficulties
(fifth interview with director, D,125 and interviewith commercial stakeholder,
D. 123).

The meaning of the greetings cards we send isitkato not sell only a product...when we come
to our partners with presents and wishes we carcgle, a bottle of wine, but we also want to adéal
where we do not give simply our best wishes. liccalso be enough, it is a signal of attention, tvattry

to give some insights to drive people to think d@bowr mission, our results and difficulties (fifth
interview with the director, D.124).

» Has used its social report and the official busnglan presented to the local
Labour Agency as symbols offering a series of easuto attribute the
difficulties in achieving its mission to externalcauncontrollable causes and in
particular to the financial crisis (Source Sociap@rt 2007, D. 9 and official
business plan 2010, D. 112).

The official business plan is used, in particularcommunicate to our members but it is also anthipa

with the local Labour Agency...to the agency we rieeahswer the law but it is also useful to hightigh
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our difficulties, to point out our needs and diffities with the crisis. We use it to have a dialegoot
only to be accountable regarding their claims, bigo to make them aware of our claims and needs

(second interview with director. D.2).

Table 22: Substantive and Symbolic actions carriedut by Il WHITE to manipulate the
environment

2006 2007 2008 2009 2010
Justification firing strategy / \/ / \/
Concealment firing f \/ f
Hiring strategy / \/ / \/
Excuse funding \/ \/ f
Lobbying with consortium f \/ f
Lobbying with labour agency \/ f \/
Greetings f \/ f \/ f
Social report f \/ f \/
Business plan f \/ f \/

7.3.3 the interplay between symbolic and substantive actions carried out by WHITE

Even if WHITE has carried out a series of subst@nénd symbolic actions to
restore its legitimacy with welfare stakeholderbeyt have failed to allow the
organization to achieve its legitimacy goal foteatst two reasons.

First, WHITE has not been skilful in recognisingthhe institutional logic it
was proposing with its manipulation strategy wascewed as outdated by welfare
stakeholders, therefore symbols deployed to retefdhe legitimisation value of this
strategy have had an opposite and de-legitimizifege

These difficulties suffered by WHITE in deployingetright symbols have been
perceived by external key stakeholders, thus acelg the de-legitimatisation process
of its manipulation strategy, as the following staent points out:

The drama of WHITE is that they are too strongbdtio their original idea. In this way they have
betrayed their mission, because in the meantimeetivironment has changed. This is also why their
messages have been perceived as inconsistentheignivironment and stakeholders’ expectations. They
have reinforced the inconsistency of organizatiometions (Source: interview with welfare stakeholde
#2. D126)

Second, in several cases WHITE has not been skiffubising symbolic
management both in terms of reflexivity — i.e. tagability to consider organizational

constraints and abilities when deploying symbolaned enactment — the concrete
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adoption of symbolic actions (Zott and Huy, 200F9r instance, given the financial
constraints WHITE was suffering, it had few resasrevith which to enact symbols,
such as the social report and the business plarit d&rag been not able to manage this

challenge well (reflexivity):

At the beginning we spent time and resources writip our social report; nowadays we are getting
worse but the idea is always the same; to invesiuinsocial report to communicate. Last year we did
some handicraft work by ourselves: We don't haeerésources and fantasy others may have (first
interview with director. D,1).

Moreover WHITE has had difficulties in traducingetbonceptual understanding
of the potential symbolic meaning of certain action concrete and well-customised
symbols (enactment). For instance:

Sometimes it is a little bit paradoxical, because ave aware of the need to
communicate but on the other hand we do not. Wensaghould do something but we
do not know how to convey our message, therefoee wiebsite is almost dead
(interview with social employee #1. D.7).

These difficulties suffered by WHITE in enacting gymbolic actions have been
understood by external key stakeholders, thus umderg their legitimizing value, as
the following statement points out:

The business plan and social reports of WHITE amnéegaccurate, | mean, they could do a better
job...there are works which are better. If | hagehink about best practices | do not think of WEITE
case (interview with Labour Agency manager. D. 104)

142



THIRD CASE STUDY: COOPERATIVEWHITE

Table 23: Timetable of the organizational threats ad difficulties of the last 5 years
Substantive and symbolic action to

Year Events o
restore legitimacy
« First signals of financial crisis: « Courses for marginalized workers (D.
revenues decreased (D.28)) 9)
2006 ° First difficulties in managing « Difficulties in managing marginalized
disadvantaged workers (D.37; D. 39) workers firstly reported in the social

- Disadvantaged workers integrated as report (D.9)
normal workers: 7 (D.113; D124) New website (D. 37)

e Signals of financial crisis and e Lobbying with consortium (D. 45; D. 3)
difficulties with commercial partners WHITE justifies its funding strategy
(D. (D. 45.)

2007 « Organization questioned by labor WHITE declares it has changed the

union (D. marginalized employment practices (D.

« Disadvantaged workers integrated as 45)
normal workers: 5

» The financial crisis blow up: first

Lobbying with public bodies (D. 60)

operating loss (D. 109) » Social report and official business plan
< Organization questioned by labor used to excuse the organization for its
union (D. 60) and external key employment and commercial
2008 stakeholders (D. 67) difficulties (D. 3; D. 115; D.10)
« Increased difficulties in introducing » Strengthened the employment
workers in the job market (some of procedure (D. 10)
them fired) (D. 126). * Introduced a management control
« Disadvantaged workers integrated as system (D. 129)
normal workers: 2 (D. 126)
« Organization questioned by labor * Reduced number of courses for
union with strikes and articles on the marginalized workers (D. 11)
web (D. 21-D-29) * New advertising brochures (D. 14. D.
e The president inform the board he 4))
2009 wants to resign from his role (D. 69) « New certificate of quality on carpentry
- Disadvantaged workers integrated as (D. 126; D.130)
normal workers: 3 (D. 126) « It points out reduced funding from
e Economic difficulties (D. 76) public bodies (D. 116)
» Firing of marginalized employees (D.
77)
» Former president and founder resigns ¢« No more training courses for
from his role (D. 101) marginalized workers
* Operating loss of more than 60,000€ <« Organizational restructuring (D. 89)
2010 (D. 112) « Business plan to justify firing strategy
« Trade unions questioning the with public bodies (D. 117)
organization (D.20) e Convention to present new products (D.

- Disadvantaged workers integrated as 15)
normal workers: 2 (D.126)

7.4 Conclusions

To develop conclusions regarding the WHITE casdystue follow Eisenhardt’s
(1989) cross-cases strategy of analysis. We contpar&dVHITE case study with the
GREEN one, since both the organizations were perdelas pursuing illegitimate

(Zuckerman, 1999) strategies by stakeholders endoedu the social welfare logic.
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However, while WHITE has been ineffective in degliith its welfare stakeholders’
claims, GREEN has been able to restore its leggyn{&uchman, 1995) with them and
to ignite a divergent change (Battilana, 2006)hHa social welfare logic. Comparing
these two cases is useful to gain a better undhelisigr of how symbolic and substantive
actions (Ashforth and Gibbs, 1990) interplay whemganizations face legitimacy
challenges (Suchman, 1995) with welfare stakehsldad when they are willing to
introduce a divergent change in an institutionaldfi (Battilana et al., 2009).
Accordingly, we obtain interesting insights to tHierature on organizational
institutionalism (Scott, 1995; Meyer and Rowan, 219 &ymbolic management (Zott
and Huy, 2007) and institutional entrepreneursiBattjlana, 2006; Greenwood and
Hinings, 1996).

Confronting GREEN and WHITE gives insights to helpderstand the role of
symbols and meta-symbols in speeding up and reimigrthe success or failure of an
institutionalisation process (Etzion and Ferrar@l@ Lousbury and Glynn, 2001). In
particular, the comparison of GREEN and WHITE shawat symbols and meta-
symbols produce an accelerating effect in the ilegation or de-legitimisation
trajectory undertaken by an organization. WHITEdusgmbols to convey and force an
old institutional logic that was not accepted amyrenby other stakeholders. So, instead
of boosting a new change and forcing the returrthef old institutional logic, the
symbolic actions of WHITE increased and acceleratesl legitimacy gap of the
organization.

On the other hand, GREEN adopted symbols and nyethals associated with
an institutional logic that was progressively adedpby stakeholders. So, symbols and
meta-symbols supported a real change in the emaeah and even supported an
increase of the legitimacy of the organization whias identified as an innovator.

These results also provide a policy contribution doganizations which suffer
legitimacy gaps: Symbols boost and accelerate &dng in both positive and negative
directions..

The above results make an interesting contributionthe literature on
institutional theory (Scott, 1995; Meyer and Row&877), since this research stream
has only partially investigated the interplay beswesubstantive and symbolic actions

(Berrone et al., 2009; Fiss and Zajact, 2006) &mdlynamic when organizations have
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to deal with completely new standards of appropnass in an institutional setting
(Davis and Thompson, 1994, Glynn and Marquis, 2004)

Moreover, the findings also enrich the literatureimstitutional entrepreneurship
(Battilana et al., 2009; Greenwood and Hinings, 6)99This research stream has
identified a number of environmental conditions €&in and Lee, 2002) and strategic
drivers allowing organizations to introduce divergehanges both at organizational and
environmental levels (Etzion and Ferraro, 2010;tiBata, 2006; Hargadon and
Douglas, 2001), but they have undermined the rélsymbols in accelerating the
legitimisation or de-legitimisation process of digent changes.
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8 FOURTH CASE StuDY : COOPERATIVE BLACK

8.1 Brief overview

This section provides a brief overview of BLACK’sain features. It presents
BLACK'’s history, mission, vision and main financidata; thereafter it describes the
two institutional logics which hybridise WHITE's ganizational and strategic

behaviour.
8.1.1 1.1 History, mission and main data

BLACK is a Work Integration Social Enterprise whighas founded in the legal
form of a Social Cooperative (under Italian law 31 1991) in 1991 in Albino
(Bergamo, Northern Italy), by a group of 14 volwerte with the mission to provide
marginalized people with work integration opportigd and to participate in the
common good of the local community (third articfdloe Articles of Association).

In the last years almost all of the founders vadend have progressively left the
organizations, and nowadays the only representativbat group is the director and
vice-president of the cooperatiyewho is the most charismatic leader of the
organization, as several internal and externalestakiers pointed out:

In BLACK there is a strong leadership (...) we h&vdeep in mind that since its foundation BLACK is
strongly tied to her. (interview with external sthiolders 2. D. 103).

BLACK started its activity working in a small assieiyn workroom and having
people with psychological diseases as target gojuparginalized workers. However
after a few years it adopted a stronger marketntede approach by entering in the
sweeping market and employing inmates, inmategaogbion and former inmates.

Nowadays BLACK works mainly with inmates and in f@activity areas, which are:

. Assembly: this is the oldest area of activity oé thrganization. Nowadays it

cover almost 6% of total revenues.

° The director of the cooperative is also the viesjatent. Between 2003-2007 she was president of the
organization since there were another director mgiagathe social enterprise. For clarity, In theecas
study actual director and vice president will al&#e cited as vice-president.
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. Information systems: at the beginning of the centBLACK started a
collaboration with the hospital of Bergamo to mamdge computerization of all its
medical records. In 2010 the sector covered 7%taf tevenues but the incomes of this
area are rapidly decreasing and the area is nonggdoibe closed.

. Sweeping: it is the core business of the orgartmasince it covers almost 80%
of total organizational revenues and it guaranteest of the organizational net income.
. Photovoltaic sector: BLACK has started working mstsector in 2010 in order
to differentiate its activities and to enter in are profitable market. Nowadays this are
cover almost 5% of total revenues (Source finarrepbrt 2010. D.95).

Historically public bodies have been the most ingatr clients of the
cooperative and they have always guaranteed at &% of total organizational
revenues. In particular BLACK works mainly with ¢er municipalities in the North of
Italy: Bergamo, Albino and Clusone. Other 50% of A&IK revenues are divided
between for profit organizations (20%), and othepperatives and not for profit
organizations (30%). Finally, public grants havstdrically covered almost 5% of total

incomes.

Table 24: BLACK main data

Year 2004 2005 2006 2007 2008 2009 2010
Total Staff 88 77 79 90 97 101 97
Disadvantaged

30 27 22 28 33 32 34
Employees
Revenues (M€) 1.0 1.1 1.3 1.4 1.4 1.5 15
Grants 74,500 27,656 28,204 62,314 6,816 89,550 7983,
Profit (€) -39,939 1,589 25,149 90,588 69,227 -2,736 24,775

8.1.2 The hybrid identity of BLACK

Given its features, BLACK could be defined as arld/brganization (Battilana and
Dorado, 2010, Pache and Santos, 2010) since ielismgnently embedded in two
apparently conflicting institutional environmentbe social and the commercial ones.
BLACK belongs to the social logic (Pache and Sgnf8x¥0b), since its mission is
socially oriented and it aims at providing marginadl workers with care services and at

reintegrating them in society. However, BLACK alselongs to the commercial logic
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(Pache and Santos, 2010b, Friedland and Alford1)18fhce it competes in the free
markets of sweeping and assembly, which is baseal stnong price competition with
other social enterprises and for profit SMEs (Seufourth interview with vice-
president, D. 99 and financial report 2009. D.88).

Being embedded in two different institutional lagiBLACK should comply with
different and apparently conflicting values, bediehd myths and it has also to balance
the conflicting expectations of stakeholders (Fraeni984, 1994) belonging to the two
logics.

Stakeholders of the social milieus ask for demacrstakeholding, participative
management, addressing social needs and sociat eadation (Frumkin, 2002). In
particular main social stakeholders of BLACK are tbllowing:

. Local agencies such as the local SER.T agency (dddliction service), the
local S.I.L. (labour integration agency), and sbamorkers and doctors at the
penitentiary. These stakeholders usually ask fgi levels of care services provided to
marginalized workers.
. other not-for-profit organizations, which ask BLAG& collaborate with them in
advocacy and socially oriented initiatives. Fortamee BLACK promotes initiatives at
the local penitentiary with “Comitato Carcere e riterio”, and it works with
“L’orizzonte” in advocacy initiatives in favour gfeople with psycological disease.
. Other social enterprises: BLACK is member of a nambf consortiums of
social enterprises such as Il Sol.Co del Serio,f@mperative ad CGM finance and it
has strategic partnership with other local sociEmprises such as “Della Comunita”,
“Il Cantiere Verde” and “Arete”. These stakeholdask BLACK to be consistent with
cooperatives values and to enter in strategic pestips and not in competition with
them.

In order to address sociall stakeholders’ expemtatiBLACK has carried out a
series of strategies, namely:
. since 2004 it has been publishing a social regut tiscloses its social and
economic performance to its main stakeholders.eS2@07 social report is requested by

Lombardia Region to provide social enterprises wirthncial grants.
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. governance is democratic in nature, since the keaoigrprise’s members have
equal voting rights (one member, one vote) and leesgrving as representatives on the
Board of Directors are accountable to the membgrshi

. there is a social department with the departmemager also being the director
of the cooperative. Moreover since 2007 there pargtime psycologist who helps the
social area manager in dealing with marginalizeapfeediseases.

. Despite according to Italian law, the minimum petege of marginalized
workers employed by a WISE should be only 30%, BKAGas always had a
percentage of around 40% of marginalized workerthertotal number of employees.

. BLACK is involved in several networking activitiegth local NPOs and other
social enterprises. In particular it has a leadme in the local consortium of
Cooperatives called Il Sol.co del Serio.

. The assembly area is intended by the organizatioreras a social workroom
rather than a real productivity area: the aim ¢f Hrea is not to increase organizational
net income but to keep busy people with strong Ipsipgical diseases.

BLACK is also embedded in the commercial logic, ethiis based on price
competition, efficiency, product quality and hiedfaical control. These are also the
expectations commercial stakeholders have wheneh&sr in strategic or commercial
partnerships with BLACK. In particular, Commercsdhkeholders of BLACK are:

. clients (both for profit companies and public b&jljevhich ask for product and
service quality, cost reduction and clear contreeffsciency and effectiveness.
. suppliers, which are mainly small and medium s@epirofit organizations and
they ask for payment guaranteed, clear contradfgiiemcy and effectiveness of
services.
. funders, and financial partners which ask for feiah and economic
sustainability.

In order to answer commercial stakeholders’ expiects, BLACK has carried
out a series of strategies, namely:
. At the beginning of the Century it adopted two ifiedtes of quality.
. Since 2004 BLACK has a management controlo system.
. Organizational chart is well structured in orgatimaal areas and roles and

responsibilities are clearly defined.
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. Since 2002 BLACK has a website to promote its potgland services.
8.2 The legitimacy challenge suffered by BLACK

In Italy, WISEs arise from the Third Sector (Kerl2006). Coherently with the
social logic which was dominant in the Third Secbthe end of 90s, at the beginning
of the Century BLACK'’s strategy was strongly oriethttowards social value creation:
marginalized workers needs were at the core ofrizgfional efforts and concerns,
almost irrespectively of economic efficiency andhaficial sustainability. BLACK
strategy was to maintain balanced budget but wotkarnings after tax, and it leveraged
social value created to justify its prices and caroial partnerships with public bodies.

In order to persuade public bodies to pay an highece we were used to say them: “we have
here this guy, and since he has started working herhas never bothered you, or asked you for méney
work with him. You need my work. | work here, witivens of your district, so pay me for my skills”
(Source first interview with vice.president. D.96)

However, the crisis of the ltalian welfare statetbé end of 90s plus the
financial turmoil and increased international cofitme of the beginning of this
Century have led Italian WISEs to shift towardsighbr market approach than ever
before (Borzaga and Fazzi, 2011). In 90s publiagémdutsourced sweeping services to
social enterprises like BLACK even if they were mumore expensive than private
firms by virtue of the social valued they createthtroducing marginalized workers.
However, financial constrains caused by the cridighe beginning of the Century
forced public bodies to take into account mainlicgreduction and effectiveness to
entrust sweeping services to an enterprise. Acaglyli a strong commercial logic

started hybridizing all Italian WISEs and BLACK asl|.
Since 2000, -after the thrust of 90s with the giréinancial support of public bodies - we have

had to acquire financial self-sustainability. Acdorgly we have been involved in the generalized

commercialization of the sector (first interviewthwice-president D-96)
In particular between 2003 and 2004 BLACK startedirfg an increased

competition in its core business — sweeping seswidgecause public bodies started
asking for greater quality of services, cost renunst and effectiveness, irrespectively of

the social value created by social enterprises.
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Nowadays the most important thing is to be theefsive can in doing the job. Moreover the service
provided has to be perfect, but fast. This is tlestrimportant variable both with for profit firmsd with
public bodies (source interview with marketing mgera D.100).

Moreover, given reduced fundings guaranteed byiplloidies, at the beginning
of 2003 BLACK started trying to acquire job ordeiso with private firms. BLACK
thus entered a market where social value creatdd’'tdguarantee any competitive
advantage and sometimes was a disadvantage, guatim@ preconceptions regarding
marginalized workers efficiency and effectivenessufce interview with marketing
area manager. D.100).

In this context at the beginning of 2004 BLACK expaced some economic
difficulties, because it was not fast enough tgralts practices, structures and strategies
with emerging pressures coming from commercialedtalders and to align its identity
with emerging institutionalized values and beliefs the commercial environment
(Davis, 1994). Namely BLACK was not fast enough donvey a message of
organizational and structural capability to commedrstakeholders. As a consequence,
BLACK was perceived by external key commercial stalders as being unable to
meet their performance expectations and needs ¢ibhfnd Gibbs, 1990), because of
its technical and organizational ineffectivenessc{nan, 1995) (source social report
2004 and 2005 D.89-90; and financial report 200852[@.82-83).

They problems were caused by a lack of manageaatral (...). Sometimes this could also be not a
problem with public bodies because for them cowddubeful to have a commercial partner that never
bother them with costs. However this doesn’t ajow to enter in partnership with private clientsdain
new markets (Source interview with external staldgrs. D.103)

Moreover, BLACK based its communication strategyitsrdistinctive ethically
oriented mission: underlying the social value a@datwas BLACK’s leading
legitimating strategy with public bodies. Howevkistcommunication strategy and this
socially oriented identity was ineffective to laegiize the organization with commercial
stakeholders (source Social Report 2004. D.89;abébeport 2005. D.90), since they
were unable to convey the image of BLACK as a ntadkgented and effective

enterprise.
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The value added produced by our social enterpgsthé reintegration of marginalized workers and we
achieve this with our work, this has never beerogeized by public bodies, except by some of them.
(third interview with vice-presindent. D. 98)

As a consequence between 2003 and 2004 BLACK redea&v number of
signals, alarming the organization regarding a iptssnismatch between its strategies
and image and stakeholders’ needs and perceptiopsiticular, several public bodies
shot down contracts with BLACK, and it was not atdecompensate them with new
commercial partnerships with private clients orestpublic bodies.

This situation was discussed in several meetingshef Board of Directors,
where economic constrains caused by external catopet(Board of Directors
31.3.2003. D. 3; Board of Directors 15.12.2003. ID.Board of Directors, 8.4.2004.
D.16) and the difficulties to be perceived as tdka partners by commercial
stakeholders (Board of Directors 29.9.2004. D.B®&ard of Directors 8.4.2004. D.16)
were pointed out.

These signals of delegitimation were not only dssed during the mentioned
Board of Directors’ meeting but they were also dieaummarized in the Letter of the
President of the Cooperative annexed to the fimhmeport 2004 (D.82) and presented
to the general assembly. The Letter pointed outith2004:

» Organization suffered for strong financial constsaand operating loss (around
40.000€) that undermined most of the BLACK' accuatedl surplus (from
56.000€ in 2003 to 17118€ in 2004)

« The cooperative was forced to fire people and desh from some projects
because it was no more able to acquire or renewrjdérs

» the laundry project, on which BLACK relied to renéw business, did not work
and this caused more costs than revenues.

Summarizing, at the beginning of the Century BLAK#Y internal stakeholders
clearly understood the organization was runningrigieto be perceived as illegitimate
by commercial stakeholders, because:

BLACK had difficulties to sell its project in theht way. This is my feeling. | felt BLACK was not

recognized sufficiently. (third interview with vipeesident. D.98).
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8.3 The BLACK strategy to restore its legitimacy

In order to restore its legitimacy with commercéhkeholders and to align its
behaviours with changing values and beliefs of t@mmercial institutional
environment in which it started to be embeddedwbeenh 2003 and 2004 BLACK
carried out several substantive and symbolic ast{&shforth and Gibbs, 1990), and it
also tried to strategically leverage the interpkstween them (Berrone et al, 2010).
However, our findings suggest that BLACK was nottipalarly skilful in managing
these strategies and this casued BLACK to be perdeis illegitimate by key
commercial stakeholders and therefore to rely amas@nvironmental logic to acquire
those resources it needed to survive (Glynn, 2000).

In the next paragraphs we present the legitimasingtegies adopted between
2004 and 2007 and then the actions carried oreitat years. We have identified these
two phases, because in the period between 2002@0d BLACK employed a new
director with commercial responsibilities, who trieto substantially change
organizational practices and structures in ordejite a stronger commercial identity to
BLACK. This director resigned from his role in 2QQafter a short conflict with the
vice-president. Since 2008 BLACK have progressivglyen up its commercial
identity, relying again on its social value creatto legitimate itself.

8.3.1 The legitimizing strategy in the period 2004-2007

Between 2003 and 2004 many lItalian social enterprauffered for organizational
lacks, as a consequence some consortiums orgacaedes and projects to provide
them with those managerial skills which could hiékpm to reorganize themselves.

As pointed out in the last paragraph in that peatsb BLACK was facing some
difficulties in dealing with commercial stakeholdebecause of its perceived
organizational ineffectiveness. Forced by competitess motives and isomorphic
pressures (Bansal and Roth, 2000), BLACK startegbeganization process in order to
acquire efficiency and effectiveness. In particutarseems that the vice-president
recognized the need for BLACK to adopt some ins&mt® and practices to increase
organizational effectiveness and efficiency antklied on taken for granted practices
and imitation to concretely identify them (Oliva991).
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On the one side between 2003 and 2004 BLACK adoptezttificate of quality and
restructured the organization following local conismn suggestions because it
completely trusted the consortium.

Our consortium pushed us towards certificate ofligyathere was a boom in that years. | followéé t
consortium because | understood we needed a mganaed structure and | understood certificates of
quality could help us in this process (Source thintdrview with vice president)... the idea camenfro
our consortium. | definitely trust the consortiuhetefore we did it (first interview with vice-prdent.
D.96)

On the other side in 2004 BLACK employed a newaoecoming from the for
profit sector in order to introduce a more marke¢rted approach in the organization.
It seems that BLACK recognized the need to hybedits identity, introducing a
stronger commercial logic in the organization butemployed the new director
following a mimetic logic and imitating what otheuccessful social enterprises had
already done (Oliver, 1991).

....regarding the director in that period many attsecial enterprises employed managers coming from
the profit sector. | did the same. (source fourtteiview with vice-president. D.97).

Once the new director was employed it started weiiring the organization by
identifying new roles, responsibilities and instemts in order to increase
organizational effectiveness and becoming isomerghth commercial needs, values
and beliefs. As a consequence between 2003 andtB807ew director started carrying
out a number of substantive actions to restrucfuiie organization. Namely, BLACK:

e introduced a management control system, a wellnddfiand precise costs
analysis and a budgetary system in order to betem costs, revenues and
profitability of every business area (Interview hviexternal stakeholder #1.
D.102; Board of Directors 15.2.2004. D.13).

* Clearly defined roles and responsibilities of thegamizational managers,
assigning the management of the commercial ard@etaew director and of the
social area to the vice president (second Interwath vice-president. D.97;
Board of Directors 17.11.2003. D.10)

« Employed two secretaries in order to support direanhd vice-president in the
daily, low value added activities and in particuiarmanaging little problems

with employees, which were historically managedtby vice-president. In this
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way she was free to deal with strategic and palitissues (second interview
with director. D. 97). Yet, given financial diffities of BLACK at the end of
2005 two secretaries were fired.

e Tried to share responsibilities across the strectislentifying an area manager
for each of the business activities in which BLAG¥Kas involved (Source
second interview with director. D.97. Board of @it@rs 20.12.2005. D. 30)
These organizational changes (Kraatz and Bloxk8P68used by certificates of

quality and new directors didn’t regard only thencoercial area of BLACK. Instead
they involved all the organization, so that BLACKgoyed a part-time psychiatrist to
increase the effectiveness and professionalizationarginalized workers reintegration
process.

Since 2003 we have also another social worker:yalpslogist who helps me with these guys. | was used
to do everything and sometimes this risked to awwdto follow in the right way marginalized workers

accordingly me and the director decided to invesiinew employee committed to the marginalized

workers reintegration process (source fourth intevwwith vice-president. D.99)

Table 25: Substantive actions carried out by BLACKin the period 2004-2007

2004 2005 2006 2007
Management control
system ‘/ \/
New director f \/ »/ \/
o] izational
restructuring { { /
New secretaries \/ \/
Certificates of quality \/ \/ \/ \/
New psychologist \/ \/ \/ \/

The important stimulus of the new director to nestwre the organization in
order to acquire all the features of a real enigeps pointed out by several interviews
(external stakeholder 1, D.102. administrative aneaager. D. 101).

The director entered in the organization exactlyewlwe was restructuring ourselves according to the
guidelines of our certificate of quality. The presehad already started. Accordingly he helped &s: h
restructured the organization well. He said we haddo a number of changes: a secretary, area
managers, and we did many other changes, we algboged two people and gave responsibilities to
employees we already had. He carried on also ounagament control system. He organized us much
more like a real for profit enterprise. This unthe end of 2006(source third interview with vice
president. D. 98).
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This changes helped the organization to be perdeyekey stakeholders as
much more consistent with values and norms domimatiie commercial logic and thus
to partially restore organizational legitimacy wikby commercial stakeholders.

Along with the former director, they (Black) tri¢d adopt a stronger entrepreneurial approach, in a

sense there was a fundamental reorganization psobetween 2004-2005 that helped them in facing

difficult years (source interview with externalllstholders #2).
These new and positive acknowledgments were rezedriiy BLACK:

Our commercial partners positively understood wevedofrom a voluntaristic cooperatives toward
greater commercialization (Source first intervievthaice-president. D.96)

However the legitimating value of these substantsteategies had been
undermined by the difficulties of BLACK to reinfarcthem with coherent symbols.
These difficulties were caused by at least fouraldes.

* In daily activities BLACK was not able to identifgnd enact the symbolic

meaning that could rely behind some actions andiaes (Zott and Huy, 2007).

For instance BLACK has never used its managed cbaystem to convey a

message of professional processes (Feldman anchME#81; Suchman, 1995,)

and to reinforce its business-oriented approachddMion Stone and Greer

Brush, 1996,

We had been unable to sell our image (to commestékeholders) because we had been unable to show
our economic results, our numbers...our managememiol system was effective but we were not able t
show it to public bodies because we didn't haveritpat instrument, | think (source first interviemith
vice-president. D, 96).
« Moreover, BLACK had not been able to shift achiewvegianizational efficiency
in greater flexibility in providing sweeping sereg to its clients because of the
persistent difficulties in dealing with marginalizevorkers and the willingness
to prioritize the stability of work for marginalide people rather than
successfully answering clients needs and claims.

A for profit organization could acquire certain jalyders we are not able to deal with. We tried to

guarantee a certain quality but we rarely work aght (...) these are job orders we have never taken

% On the contrary Red, the other social enterprisectwfaced a legitimacy gap with commercial
stakeholders, was extremely skilfull in living syofic meaning to its acquire organziational
effectiveness, for instance using management dosyatem as powerful symbol to convey a message of
professional processes and flexibility in managjog-orders to convey a message of organizational
achievement.
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becasue we work with women, who have always behianhily, childs. (Source sixth interview with vice
president. D. 106)

* Finally BLACK has only partially used the reorgaatibn process and the new
director to convey a message of professional strest(Meyer and Rowan,

1977; Suchman, 1995). Accordingly, BLACK continuedbe identified with

the vice-president both with commercial and soatkeholders as clearly

emerged in internal discussions of the Board oe&uors (Board 8.3.2006. D.

34) and as pointed out both by internal and extestakeholders (source

interview external stakeholder #1. D.102)..

Even with former director BLACK was still indereii with Rosa Lucia because the Director had a more
internal role, he was committed to internal prob&mvhile Rosalucia was our front-woman, she was
deputy to manage relationships with external stakiddrs (Source interview with social area manager.
D. 108)

Some actions carried out by BLACK to restore igitlenacy were ineffective
since they lacked complementarity with other sgige (Zott and Huy, 2007). For
instance during 2006 the director tried to pub&cachieved sweeping services and
achieved organizational effectiveness with morefgasionalized fliers and letters to
commercial stakeholders, but they were ineffectime increasing organizational
legitimacy because they were not supported by @teertising initiatives (source sixth
interview with vice-president. D.106)

Communication strategy adopted by BLACK continuedbé¢ centred firstly and
foremost on the social impact of the organizatrather than on the achieved economic
and organizational efficiency and effectiveness.ohder to convey a message of
professional organization (Zott and Huy, 2007),wesin 2004 and 2006 BLACK
symbolically portrayed the new social worker it éayed. Moreover, in 2007 the
former director sent a series of advertising lsttes prospective clients trying to
leverage the social value created by BLACK in ortteincrease the organizational
portfolio of clients.

Nobody answered advertising letters we sent, priybladcause the former director didn’t know anything
about our social mission. In the letters we presdnmtur commercial services together with our social

output. Nobody got them. We understood the lettave been unsuccessful (source fifth interview with

vice-president. D. 105).
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Tabella 26: Symbolicactions carried out by BLACK inthe period 2004-2008

2004 2005 2006 2007

New social worker \/ f f

New director f \/ \/

Advertising \/
Advertising social

impact \/

Social report \/ f f f
Vi ident as —
front ofce figure / / / /

As a consequence BLACK restored only partially fegitimacy with
commercial stakeholder, and namely it restoredtgtimacy with those public bodies
which had a greater ethical commitment and undedstine social impact behind
BLACK sweeping services. On the contrary BLACK wast able to restore its
legitimacy with those commercial stakeholders whiare not really interested in the
social impact embedded in its activities and irtipalar with for profit organizations.
Our social approach has undermined our growth, $ore, because social skills are not legitimizing
instrument. You don’t have any positive mark onrgiirt if you work with marginalized workers. & i

difficult. This is a context which doesn’t rewarttkse resources. (source second interview with vice-
president. D. 97)

Table 27: Timetable of susbtantive and symbolicaatns carried out by BLACK

Year Substantive actions Symbolic actions
* New director » Social Report
2004 » New certificates of quality » New social worker

* New social worker

o )  Social report
» Organizational restructuring
o * Ineffectifve commercial advertising
2005 + Organizational chart _
. * New director
» Secretariat

» Management accouting system « Ineffective social advertising
2006 » Secretariat fired for financial * Vice president as front-office figure
difficulties
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8.3.2 The legitimizing strategy in the period 2008-2010

BLACK efforts to become much more market orientadsed an internal conflict
between the vice president, which was sustainiegstitial logic, and the director, the
champion of the commercial logic. This conflictléaved a dynamic which is quite
common in hybrid organizations when a new logicllenged the incumbent one
(Glynn, 2000; Goodrick and Salancik, 1996).

This conflict blew up between 2006 and 2007 (solncard of directors 8.3.2006.
18.12.2006. 26.3.2007). On the one side the directmllenged the managerial
approach of the vice president: according to hiendbcial enterprise was still managed
as a family firms with no hierarchical control aady clear definition of roles and
responsibilities and this was undermining orgamiretl growth (Source board of
directors 8.3.2006. D. 35; and interview with extdrstakeholder #1. D. 102). On the
other side the vice-president challenged the diregtanagerial style to be too much
expensive in a period of financial resource comsdraand mostly to be too much
inflexible for a social enterprise (Source firdD-96 - and fourth —D.99- interview with
vice-president).

At the end of 2007 the ongoing conflict betweendirector and the vice president
run out because the latter resigned from his redeirce board of directors 1.10.2007.
D.53): the conflict between competing social anchewrcial institutional logics was
therefore solved by eliminating one of them (OIljVE391; Glynn, 2000).

According to our data, the vice president won tbeflect for at least three reasons.
First she was much more committed to the orgamimatian the director (source fifth
interview with vice-president. D.105); second, sloelld rely on a strong charismatic
leadership, in particular with marginalized workéssurce sixth interview with vice
president. D.106); third middle management and maliged workers suffered for the
formal and hierarchical managerial approach impdsgedhe director (interview with
external stakeholder #2. D.103).

Immediately after the director’s resignation, theevpresident started managing
BLACK prioritizing values and norms embedded in tisecial logic, almost
irrespectively of the norms and values of the comnciak one. As a consequence,
BLACK have progressively given up previously acledvsubstantive organizational
changes in terms of management control systemargtacal control, organizational
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restructuring and certificates of quality. For arste, regarding the real implementation
of the management control system, during an int@nthe vice president admitted that:
At the moment we lack precision in certain thingsr instance we don’t have a monthly management
control system, and activity based costing anymioaen not able, nor the new president, We analyze o

financial balance sheet every three months with auditor (source fifth interview with vice-presiden
D.105)

Moreover, the commercial area manager pointedhaut t

At an organizational level, in these years the dtiee has changed, which means that we have tded t
formalize area managers, but it doesn’t work so mwt the end everything is up to the vice prediden
(interview with marketing area manager. D.100).

The case study under investigation points out soate of the reasons leading
organizations to adopt certain practices merelyl®jivally (Deephouse and Suchman
2008) also drive them to shift from substantiveicd to decoupling. In particular
BLACK decided to decouple certificate of qualityorfin their real implementation
considering them as too much expensive (first uiter with vice president) (Meyer
and Rowan, 1977), and it decoupled the organizaktiahart considering it as
inconsistent with organizational goals and valu&®dver et al., 1999; Westphal and
Shortell, 2010; Westphal and Zajac, 2001) embeddetthe participative managerial
approach of a social enterprise (interview with adstrative area manager). Finally, in
some circumstances decoupling was not a delibesatategy adopted by the
organization but an unintended effect of restoreciad identity. For instance, despite
existing conflicts with former director, the viceegident was aware of the importance
of a management control system therefore when itieetdr resigned, she immediately
employed a new responsible. However she also wantedoid any risk to hybridize
the organization with a too strong commercial lo@ource sixth interview with vice-
president. D.106). Accordingly, BLACK employed ammoyee coming from another
social enterprise who had a strong social commitnber only little skills regarding
financial and costs accounting (source sixth inéswvwith vice president D.106).
Accordingly, since 2007 anybody has no more beeallyreable to deploy the
management control system, which has been progedgsiompartmentalized (Source

interview with psychologist D.108; and sixth intexw with vice-president D.106) .
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However, decoupling strategy adopted by BLACK cduse organization to
lose its partially restructured legitimacy becaukey were clearly discovered by
external commercial stakeholders for at least theasons.

e Stakeholders providing BLACK with financial consanty discovered that

BLACK has patrtially dismissed its management cdrgystem:

Nowadays they have a cost analysis which is ng@irsoise as the one they had until 2007 with

the removed director, with break even analysis,keaanalysis and so on.. Moreover, now they
lack a working budget (source interview with exédrstakeholder #1. D.1002 )

e Former director, was used to precisely check thaitguof sweeping services
provided by marginalized workers. These controlargateed high quality, thus
legitimizing BLACK with clients. However they wewdisliked by marginalized
workers, thus they have been no more done whenebigned. This has
undermined performances and quality of servicegs thndermining BLACK
legitimacy with clients (Asforth and gibbs, 1998h(rce interview with
psychologist D.108).

* BLACK found it difficult to respect rules and corenhs of achieved certificates
of quality, therefore in 2008 it definitively disssied them, being forced to
communicate it to commercial stakeholders (Souewersth interview with vice-
president. D.107).

Table 28: Decoupling process in the period 2008-201

2008 2009 2010
Management control system ( / /
Certificates of quality f 11
Organizational restructuring j \/ \/

Legitimacy challenges caused by decoupled strategere perceived by the
organization as pointed out in several board okdlors discussions (Board of
Directors: 16.6.2008; 22.1.2009; 29.101.2009). &mtipular in one of the board of
Director the president pointed out that

Probably a greater effectiveness is needed. Puddiies, such as for profit organizations, are

decreasing costs and probably they are not sergdth@ cooperative should do, maybe controllingeet

11n 2008 bLACK was forced to inform commercial sthklders it dismesse its certificates of quality.
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the quality of our services, without waiting forstomers complaints and enabling them to feel our
commitment.(Source Board of Director, 22.1.200968).

This feeling has been pointed out also by somenime with internal
stakeholders, in particular the vice-president toeadmit that:

In 2007 the director moved away and we progresgidedmissed the rigidity he introduced. This didn’t
undermine our efficiency, but our image. Perhapaasof our stakeholders noticed these organizational
changes, disliking them (source second intervietlv vice president D.97).

As a consequence, BLACK started sending a seriegrbols and with the aim
to restore its legitimacy with commercial stakeleotd However being unable and
unwilling to send symbols reinforcing the coheremdeits substantive actions with
myths and values embedded in the commercial logibas started sent symbols
reinforcing its commitment and coherence with tloeia one (Kraatz and Block,
2008),.

BLACK was unwilling to send symbols reinforcing isarket oriented identity
because as a reaction of the internal conflictytbe-president was willing to underline
firstly and foremost those socially oriented chéeec which she considers as central,
distinctive and enduring for the organization (Atband Whetten, 1985; Kraatz and
Block, 200).
| dislike to be perceived just as a normal entesgriwith eventually a social mission. This is naiugh,

I don't like this “just”, neither this “eventually” If i wanted to have a normal enterprises i didiotind a
social enterprise (source, fifth interview withedpresident D.105)

Moreover having entered in decoupling process ckagr those practices
legitimating with commercial stakeholders, BLACK shdeen unable to use meta-
symbols to highlight that declared commercial cotmment was coupled with coherent
substantive actions.

They can only leverage on their social impact, thithe only instrument they have that for prdfink
does not. But at the moment, with this crisis, thialso very weak (interview with external stakdbho
#2. D.103)

As a consequence, in order to restore its legityniEcACK has started sending
symbols reinforcing its social dimension and acéeé\socially oriented outcomes.
Accordingly, since 2007 BLACK has:
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« continued to strongly leverage on the vice presidenthe only front office
figure, (source interview with psychologist D.108lamarketing area manager.
D. 100).

e organized and taken part to many conferences amihaes at local level in
order to explain and discuss its approach to wot&gration of drug addicted
and former inmates (source third and sixth intemwieith vice-president D. 98
and D.106)

* acquired advertising on local newsstudys, to prentatmmercial skills of the
organization but also highlighting its social m@ssi(source second interview
with vice-president D.97)

* acquired a new and bigger headquarter (in 2009. hdadquarter has any real
substantial usefulness for BLACK, but it is in tbgy centred (source sixth
interview vice-president D.106) and:

Here you see our guys taking the bus, walkingy ttisabilities...now people know there is this sdlgi
oriented organization, while before we were hidddy.goal was to be in a place that everybody can se

| would have acquired a bigger and more centralcpldf it was possible, but it wasn’t. (second ixiew

with vice-president D.97)

» used symbolically the “assembly area” to leverdge docial value created by

BLACK to strength its commercial relationships withblic bodies,

BLACK uses the assembly area to strength the osighiip with public bodies, to help them BLACK takes
people with disabilities. To me this is the versggen. BLACK does them this favor, taking these Ipeop
who would cost 100€ per day if they live in thergecommunities. Instead BLACK employees them,
giving public bodies a tangible advantage. On ttieeo side Calimero asks job orders with them (seurc

interview with external stakeholder #2. D.103)

Tabella 29: Symbolic actions in the period 2008-201

2008 2009 2010
Conferences \/ f f
Vice president as representative of front-woman \/ f f
Advertising f \/
New headquarter \/ \/
Assembly area \/ f f

However these legitimizing strategies based onasa@ilue creation have been

unsuccessful because they were perceived by cornahstakeholders as peripheral

with respect to the reasons at the core of theihegty gap suffered by BLACK.
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According to our data it seems that BLACK has bperceived as relying too
much on its social identity to restore its legitoyawith commercial stakeholders,
without having previously sent messages of coheranth dominant values and beliefs
embedded in the commercial logic.

BLACK socially oriented approach does not allow tinganization to be really entrepreneurial (Source
interview with external stakeholder #1.D.102)

In particular BLACK has tried to restore its legiaicy symbolically portray
itself as consistent with its socially oriented eovalues, thus trying to acquire
legitimacy with commercial stakeholders by levenggwhat Kraatz and Block (2008)
call “second order evaluative criterfa” However according to our data these messages
of consistency and coherence have not been enaullyitimate BLACK, since they
have not been used to reinforce previously semviacing isomorphic messages, but as
the only legitimacy strategy.

Social impact could be a reinforcement, when yau@mtracting with public bodies maybe you can ask
an extra price of 10 cents because you are aldmgedomething else, so that these 10 cents atdifas
However a successful social enterprise is thataaterprise which does not use its social comeritm

as the only driver but as a reinforcing driver.LACK deficiency is that it uses this driver as timdy one
(Source, external stakeholder #2. D.103)

Table 30: Timetable of the Symbolic and dcoupled sitegies adopted between 2008 and
2010 by Black

Decoupled actions Symbols sent

» Conferences

* Assembly area
< Advertising

» Vice —president

2008 » Decoupled cerfificates of quality

» Conferences
e Loosely coupled management control ¢ New headquarter
2009 system « Assembly area
» Loosely coupled organizational chart « Advertising
« Vice —president
¢ Loosely coupled management control ¢ New headquarter
2010 system e Assembly area
» Decoupled organizational chart * Vice —president

12 Following Frankfurt (1971) and Selznick, (1957Yakitz and Block (2008) define first order evaluativ
criteria in assessing legitimacy those relying be tonsistency of the legitimacy seeking orgarizati
with norms and values of legitimacy holders, whikeond order evacuative criteria those relyinghen t
commitment, coherence and trustworthiness and naitrariness with organizationalentity .
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8.4 Conclusions

To develop conclusions regarding BLACK case study fallow Eisenhardt’s
(1989) cross-cases strategy of analysis and we a@mpLACK with Red since both
the organizations suffereed for legitimacy gapshwitommercial stakeholders
(Suchman, 1995, Oliver, 1991).

Confronting Red and BLACK case studies gives insigh better understand the
role of symbolic and substantive actions in legitimg organziations (Ashforth and
Gibbs, 1990), the drivers leading the interplayniaeten them (Berrone et al, 2010) and
their role in allowing hybrid organization to mamatheir multiple identies (Battilana
and Dorado, 2010; Block and Kratz, 2008).

To date, research on hybrid organizations has steweries of strategies that
organizations permanently embedded in differentitutgonal logics could adopt to
manage different pressures (Pache and Santos, BHtfitana and Dorado, 2010;
Glynn, 2000; D’Aunno, Sutton and Price, 1991) lbdtas analysed the role of symbolic
actions to acquire legitimacy and to manage insbimal pluralism only partially
(Glynn, 2000; Pache and Santos, 2010b). In thisesecomparing BLACK and Red
symbolic strategies could give important insighthie research stream studying hybrid
organizations (Pratt and Foreman, 2000; Glynn, 2000

On the one side, Red has been able to reinfordegimacy with commercial
stakeholders because it has been extremely abldirdly send messages of
conformances with commercial stakeholders clainiMéggio, 1988; Oliver, 1995)
and then — when a minimum level of legitimacy waquared — to send messages of
dissonance with their values, thus making commkstékeholders aware of its hybrid
identity (Battilana and Dorado, Pache and Santd$0R This strategy allowed Red to
leverage a positive crowding-out effect.

In particular Red used symbols to make commertadeholders aware that it
was not only able to achieve claims and needs pteddy commercial stakeholders,
but also to satisfy competing demands coming fromiadl stakeholders, thus enabling
external stakeholders to understand that Red wasadition of identities” (Block and
Kratz, 2008).

On the other side BLACK has not been particulakyfid in managing the

interplay between symbolic and substantive acttonsonvey its hybrid identity with
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commercial stakeholders. Instead it has always ggetbols to communicate its social
identity rather than the commercial one, even wh®n new director substantially
introduced a more market oriented approach into dtganization, hybridizing it.
Namely BLACK has always used symbols to convey asage of coherence first and
foremost with believes embedded in the social tusbnal logic, thus trying to
underline its consistency and commitment with theakies which have historically
been at the core of its identity. In this way BLAQI&s tried to restore legitimacy by
virtue of second order evaluative criteria (BlockdaKratz, 2008). However our
findings suggest that symbolic messages leveragpognd order evaluative criteria are
ineffective in legitimizing BLACK as it has happehwith Red. While Red used them
to reinforce already restored legitimacy, BLACK hdeployed symbols of coherence
with its mission not as a reinforcing strategy, batthe only strategy. These findings
area important for the literature on hybrid orgatizns (Glynn, 2000; Pache and
Santos, 2010) because they point out that symeekrdging second order evaluative
criteria are effective in restoring legitimacy whtey are used to reinforce symbols
conveying a message of consistency with institaliaged values and belief, which
impact on first order evaluative criteria.

Moreover comparing Red and BLACK cases, we give algygestion to further
develop institutional theory (Meyer and Rowan, 1)9&7d legitimacy theory (Suchman,
1995; Deephosue and Suchman, 2008) because ispmihthe importance of symbols
and meta-symbols to reinforce the legitimizing rolesubstantial actions (Berrone et al,
2010) and to underline organizational changes (B Kratz, 2008).

With some important exceptions (Berrone et al.thimwming; Fiss and Zajac,
2006; Zott and Huy, 2007), institutional theory lmeposed symbolic and substantive
actions as dichotomic and per se sufficient stragedo legitimate organizations
(Ashforth and Gibbs, 1990; Stevens et al, 2005, &vieynd Rowan, 1977). Our findings
challenge these assumptions, pointing out the a@telg role of meta-symbols in
legitimating organizations and the importance oétegically managing the interplay
between symbols and substantive actions. In tis¢ finase of its legitimacy restoring
process, BLACK main troubles were caused by itficdiities in deploying the right
symbols to highlight the coherence of its orgamietl changes with commercial

stakeholders expectations. Instad, in the firstsphaf its legitimacy restoring process
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Red strategy has been successful because it hasabkenot only to use symbols and
meta-symbols to underline its substantial coherewidd commercial stakeholders

expectations but also to use meta-symbols to lyghlhe coherence of its decoupled
practices with commercial institutional logics @ ndecoupling has not been discovered

by external stakeholders).
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9 DISCUSSION: COMPARING THE FOUR ENTERPRISES

9.1 The legitimacy threats suffered by the WISEs

Previous literature has defined a legitimacy gapghasmisalignment between an
organizational self-concept and the categorieshmhvothers thinks it belongs (Davis
and Thompson, 1994; Zuckerman, 1999). A legitimgap is generally caused by an
unaccepted strategic shift (Ni Sullivan et al., 206iss and Zajac, 2006) or by the
organizational incapacity to align its behaviouighwihe emerging values and cultural
norms of an institutional environment (Glynn andriylas, 2004).

As a consequence of the changed environmental tbomsliof early 2000s, the four
social enterprises of this study experienced legity gaps alternatively within the
social and the commercial institutional environnrseMamely, Alpi and BLACK were
challenged by stakeholders belonging to the comiaderastitutional environment,
while GREEN and WHITE suffered for legitimacy thtgavithin the social institutional
field.

Data gathered suggest that Alpi was challengeduseci had been unable to align
its practices, structures and image with the rastiand beliefs of the new commercial
logic (Davis, 1994; Zuckerman, 1999; Glynn and Masg2004). This threat is vividly
illustrated by the following quote from our informtaof Alpi:

we looked like a very sheltering social workroomand at a certain point some of them [commercial
stakeholders] found the courage to tell us we weoesmall and unorganised for their needs (Intemvie
with the director of Alpi).

To the same token, Also BLACK was questioned by memtial partners
because it was unable to meet their expectatiostf¢ith and Gibbs, 1990), as the

following statement points out:

during 1990s we were an old style social enterprigth a voluntary and idealistic approach. The
commercialization of the sector of 2000s led uertter in a reorganization process... we understibead
our idea was not so consistent with what we weppagsed to offer (interview with the vice presideit
BLACK).

In the mid of 2000s WHITE and GREEN also suffereanf a legitimacy gap.

However, they were questioned within the socialitusonal environment because the
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strategy they adopted to address commercial pres$iad caused them to enter into a
dangerous mission drift. Namely, GREEN was chakehgecause of the hierarchical
management style of the technical director, who s'vilae only owner and leader”
(interview with the director of GREEN) of the orgaation, and for some unethical
behaviours the director himself had adopted to dmétier economic performances,
which were perceived as a sign of “a profit-orieh#g@proach, disregarding social value
creation” (volunteer, general assembly of GREEN)&O0

In the early 2000s, WHITE started increasing tlendard for the employment of
marginalized workers and firing them at the endhaf three-year funding period as a
strategy to address the financial constrains it faesg. This strategy exposed WHITE
to a legitimacy gap with social stakeholders sitley perceived the organization as
relying on public grants not to sustain the sopiaipose of reintegrating marginalized

workers, but vice versa.

they have this kind of behaviour so that they aseduto say: “until we are financed by public gramts
do our job, thereafter we no more do it". | stropglisagree with this strategy, | don't get it, thsés
opportunistic in nature (interview with an expefttioe sector)

9.2 The reparation process

Prior research has suggested that organizationegfdegitimacy threats should
adopt alternatively special symbolic and substantactions to “first address the
immediate disruption” (Suchman, 1995: 597), andtbenform with institutionalized
practices (Ashforth and Gibbs, 1990; Suchman, 1995)

Yet, our data point out that the classical symbalie substantive strategies are
ineffective in repairing organizational legitimaay environments characterized by
institutional complexity, and a strategy based wo different, complementary and
temporally related stages is presented. Namelygoas as the four social enterprises
recognized to be under legitimacy attack they tiedrestore a minimum level of
legitimacy by sending symbols of conformance witstitutionalized values and beliefs
(first stage); thereafter they tried to reinforheit legitimacy by exposing their capacity

to satisfy a more complex set of values (secorgksta
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Table 31: legitimacy gaps faced by the four WISEs

lllustration of Triangulation of data for the ident ification of the legitimacy gap

Org. Gap Internal Stakeholder External Stakeholder Archival Data
At that time we had to choose our commitment is meaningful
whether to die or to . .. only if we are able to reproduce the
) ; Alpi was strongly focused on its -
) survive..presenting ourselves to the ; : those characteristics of
Alpi Comm- . social purposes and it had to " :
p . market as a reliable partner, able to . . competitiveness such as in for
Logic . . gcquire a more entrepreneurial . .
offer good services in terms of produc profit enterprise. §peech of the
. : o . ““approach (expert of the sector) ; ,
quality and price reduction,(interview president during the General
with volunteer and Board member). Assembly 2004)
There are also some biases Their problems_ were caused_by & For the survival of the
) : ; lack of managerial control (..this SR .
regarding the social enterprises o . organization it is extraordinary
Calimero Comm. : didn’t allow them to enter in . ,
. movement..the lack of professional I X ; important increase our market
Logic T . L partnership with private clients
organizing (interview with vice . performances
, and in new markets (expert of the .
president) (social report 2006)
sector)
During 2007 the social enterprise
If we want to criticize them, they has been challenged by trade
are a little bit draconian in firing  unions...and this has created
Social . . : their marginalized employees several problems in the work
labor union claims are causing : : ) :
Gabbiano Loaic . immediately at the end of the integration process. One of the
g dangerous concerns with external . e . . -
. : S financed project; | mean, they are effect of this labour unions action
stakeholders (interview with director) ; . L )
quite persistent in this strategy...] has been a point of order to the
don’t get this (interview with social local Council and some inspections
stakeholder). by the Labour Agency. (social
report, 2007)
the problem of Ecosviluppo is that it
was perceived as a too strongly market We know we are not all angels  this situation is the result of a
Ecosviluppo Social oriented organization, and it was but at that time we risked to feel profit-oriented perspective,
Logic criticized because it paid little ashamed with Ecosviluppo, disregarding social value creation
attention to its social purposes ... (interview with social stakeholder) (Board meeting 2006. volunteer)

(interview with director)
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9.2.1 The first stage: conforming with institutionalized values and beliefs

In the first stage of their reparation process, thw® organizations that
successfully defended their legitimacy — Alpi anBEEN — adopted symbolic actions
decoupled from their implementations (Wesphal aa@d&, 1994) and gave a symbolic
meaning to substantial organizational changes (Zott Huy, 2007) with the aim to
provide an immediate, highly visible answer to tlegitimacy threats they faced.
Afterwards, these organizations entered in a sefiegganizational and technological
changes with the aim to tangibly improve their perfances and effectively fulfil
external expectations (Ashforth and Gibbs, 1990).

A good example is Alpi. As soon as Alpi realizedttit was under a legitimacy
challenge with commercial stakeholders, it cared a number of symbolic actions
with the aim of conveying an image of efficiencyfeetiveness and professional
organizing (Zott and Huy, 2007), because “when gay social enterprise you are
already fighting with a bad perception” (interviewith the director of Alpi).
Accordingly, the first strategic action that Algl@pted to restore its legitimacy was the
acquisition of a larger headquarters. Alpi needhedriew headquarter because “without
wide spaces it is impossible to manage big jobrstdewas an issue of effectiveness”
(interview with board member and volunteer of Alphlowever along with the
substantial value related to the opportunity to aggnmore and more complex job
orders, the new headquarters had also a clear sigmbwaning since it was
strategically deployed to symbolically convey arage of Alpi as a business-oriented

organization to commercial stakeholders:

With this building we wanted to send a messagéedfor-profit world”; | mean, we are here, we are
able to do what you ask us. (Interview with volentnd board member of Alpi).

Afterwards, Alpi tried to gain legitimacy with itsommercial stakeholders by
conveying an image of professional organizing (Zottl Huy, 2007): to this end, it
formalized a new organizational chart, it introddieemanagement control system and it
deceitful used its certificate of quality on the nwadntegration process to appear
organized also in regard to the production prodessally, these practices had merely a
symbolic value, since they were decoupled from tsuitive structures (Fiss and Zajac,
2006; McLean and Behnam, 2010):
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We decided to certify our work integration procesg& understood that having a certificate of qualit
was an important symbol that enterprises apprediatieus we used it, we were used to say that we wer
certified but without clarify on what...we were dge say that we had an headquarters, a lot ofisskil
even a certify of quality...We knew we plantedag.f{Interview with the director of Alpi).

Yet, very early on, Alpi integrated the managemeaontrol system and the
certificate of quality in its daily activities arslarted restructuring the production area,
with the aim of achieving greater efficiency andeefiveness as requested by the

market:

The restructuring process—which is still in progresstarted after the new building acquisition beeaus
we needed to be more efficient ... (Interview Withpresident of Alpi)

GREEN-the social enterprise that successfully solvedjaiteacy threat within
the social environmentaddressed legitimacy challenges following a pathilar to the
one of Alpi. Namely, GREEN first organized confezea to symbolize its socially
oriented purposes (Dowling and Pfeffer, 1975; Asdfoand Gibbs, 1990) and
established a social commission to symbolicallyveyna message of professional
structures (Zott and Huy, 2007; Meyer and Rowa,7)9Afterwards, GREEN entered
in a substantial organizational restructuring, themsupling previously deployed

symbols:

In the past we conveyed an outward image of sgc@ikented organization...nowadays a marginalized
worker is well followed... we have entered into tparships with public bodies, with the local
penitentiary, with social workers...partnershipstididn’t exist in the past. (Interview with a bdar
member of GREEN)

Data suggest that both Alpi and GREEN always caliplenbolic actions with
substantive ones and that they did not used syntibokbide only superficially by
institutional pressures and conceal nonconformitithwthem as predicted by
institutional theory (Weaver et al., 1999; Wesphatl Shortell, 2010; Macleand and
Behnam, 2010). This happened because these twal sdierprises believed that
practices and changes requested by their condstueould have been useful to
significantly improve organizational performancé&sus issue is vividly explained by

the following statement:
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Some years there was a director factotum who ledstitial enterprise, but we understood we need to
clarify our roles and responsibilities in order smccessfully and consistently address external ddma
(interview with member of the Board of director<<dREEN)

Accordingly, Alpi and GREEN adopted symbolic acgoas a first step of a
process aiming at substantially conforming withtitnonal pressures. Namely, these
social enterprises strategically deployed symboéctions to ignite external
stakeholders’ expectations and to artificially ¢eepressure to boost those internal
organizational changes that were needed to adtlregsromises launched in regard to

the symbolic actions. This statement clarifies thyeamic:

| would say we have sent messages as a stimukentetely adopt declared changes. We foresee that
something could be useful, so we start adoptitgitwe don’t wait until it is ready to send the sage
because we know it takes time, so we put oursévéouble to force ourselves to really change.
(Interview with the director of Alpi)

The described path allowed both Alpi and GREENe&iare a minimum level of
legitimacy: symbolic actions, which are by defioitioutward signs (Meyer and Rowan,
1977; Berrone et al., forthcoming), were used tovey a message of consistency with
expected behaviours, while substantive actiambkich require concrete changes in core
practices-allowed Alpi and GREEN to be perceived by key staltders as self-

consistent in the organizational stream of actions.

After the organizational restructuring they havectme more socially oriented. In the past the social
area was a subset of the commercial area.. they thrganized some conference, they did some
donations, at the beginning of their reorganizatigorocess they used these things to become more
conscious of their purposes, for sure, but, ydsve always seen a coherence of these initiativés w
their actions and strategies.. (expert of the seEREEN).

In contrast, BLACK and WHITE-the two organizations unable to successfully
address the legitimacy challenges they suffergskd alternatively mainly substantial
or symbolic actions to face legitimacy threats, d@nid undermined their reparation
process. BLACK hired a new technical director whavey a more entrepreneurial
structure to the WISE and adopted a number of anbat organizational changes that
enabled BLACK to partially restore its legitimacyitiv commercial stakeholders
because they recognized that “in a sense there avsmdamental reorganization
process... that helped BLACK to deal with difficykars” (interview with an external
stakeholder of BLACK). Yet, the legitimizing valuef BLACK's actions was

undermined by organizational difficulties in reirdmg them through the right symbols.
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BLACK performed few symbolic actions and with pakills in order to underline its
increased effectiveness and efficiency:
We didn't convey our image (to commercial staketrsldbecause we were unable to show our economic

results, our numbers... our management controlesysivas effective but we were not able to show it to
public bodies because we didn't have the rightrimaent, | think. (Interview with the vice-presiderfit

BLACK)

Table 32: Symbolic and substantive actions adoptdaly WISES in the first stage of their
legitimizing process

Legitimating Commercial logic Social logic
Actions Red BLACK GREEN WHITE
» Advertising of
the new L
headquarter » Social area Partn.ersh|p W'.th
. prominent social
* Management |+ Certificates of decoupled from
; . . . workers
Symbolic control system | quality implementation :
. - . . . communicated to
actions * Visits to the » business oriented * Social report social
of headquarters advertising * Socially stakeholders
conformance | + Certificates of oriented events| Justification
gl;::\rlgzl * donations . Excuse
organizational * Apologies
restructuring
v’ Effective Social
v’ Greater product v Oraanizational area
diversification 9 . v’ Effective social
; v’ Integration of restructuring accounting -
Substantive v Integration of the v Training Courses
: the system . o
actions management s v Quality certificate
management v’ Participative :
of control system on social process
control system | e management
conformance | v Effective Certificates of | Partnerships
T quality )
organizational . with other
. v New director )
restructuring nonprofit
organizations

Given these difficulties of BLACK to communicats iestructuring process, the
“perception from outside, no, it has not changte:.outward image of BLACK has
never changed...| know they entered in a restringyprocess just because | worked
with them as a consultant” (expert of the secttvABK).

Conversely, WHITE addressed the legitimacy gapuffesed mainly through
symbolic actions, because financial constrains anldck of professional processes
(Feldman and March, 1981) undermined

organizational practices in order to reintegratergmmalized workers. Accordingly,

its capaciy substantially change

WHITE defended its legitimacy by deploying classggmbols of denials, excuses and
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apologies (Ashforth and Gibbs, 1990; Lamin and 2ah2012). The described strategy
undermined WHITE'’s capacity to repair its legitingdzecause the WISE was perceived

by social stakeholders as unwilling to substartiatidress the threats it was facing:

What | get only partially is that historically theare inclined, | think, to stress their need tofimanced

by the local agency [to keep workers]... howevethdy are a work integration social enterprise, an
enterprise which reintegrates marginalized workemgy should become autonomous from public funds
(External stakeholder of WHITE)

9.2.2 The second stage: satisfying a more complex constellation of values and beliefs.

In the first stage of the reparation process alghbcial enterprises investigated
tried to conform with institutionalized practicesida beliefs of the institutional
environment in which they suffered for a legitimaygp. Conversely in the second stage
of their reparation process, WISEs strategicallglolged a new set of symbols with the
aim to highlight organizational dissonance with tredues and beliefs of the logic
previously targeted. The aim of the social entegwiwas to show their capacity to
embody multiple values and successfully deal withflicting institutional pressures
(Kraatz and Block, 2008).

A good example is GREEN. While in the first stadget® legitimizing process,
GREEN had strategically used symbolic and substamictions to conform with values
and routine embedded in the social logic, in thesd stage it organized a convention
for its anniversary with the aim of symbolizing k®mmercial dimension to social

stakeholders.

The conference had such a clear function of trattsrgi an image of GREEN as a real enterprise
because it is through our entrepreneurial dimensibat we achieve our mission of work integration
social enterprise, not vice versa (Interview whk tlirector of GREEN).

In order to associate GREEN with an image of intiowa efficiency and
effectiveness, the convention was organized in afnlhe most important technology
centres in the North of Italy, and during the cami@n a new certificate of quality was

presented.
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In the public opinion that's an important locati@md by doing the convention over there they [GREEN]
didn’t position themselves in the social sectorf u the commercial one (Interview with social
stakeholder of GREEN).

Similarly to GREEN, in the second stage of thepaieng process, the other
three WISEs of our sample also deployed symbolim@as of dissonance with cultural
values of the targeted institutional environmenbr fnstance, BLACK invited its
commercial partners to the conferences and cor@nit organized with the aim to
present its social impact; WHITE used a business pb show the entrepreneurial
approach of its organization to social stakeholdansl Alpi presented the social report
it published also to its commercial stakeholders.

Yet, Alpi and GREEN-that is, those WISEs that successfully defended the
legitimacy—followed a different temporal and strategic pathmpared to the one
followed by BLACK and WHITE, which have not repairthe legitimacy gap.

First, Alpi and GREEN deployed symbols of dissoreaanly when a minimum
level of legitimacy had been already restored hyuei of substantial and symbolic
actions used in the first stage of the repairiragpss. For instance, “Alpi tries always to
manage the social and the commercial dimensiorettieg..however the characteristics
of our business model are communicated only aftaving provided perfect
services...conveying our social purposes ex antédceven be counterproductive.”
(interview with the director of Alpi) because commgial partners “may also be
interested in the social mission, but at the ered thsk for efficiency, effectiveness,
price and quality of services” (interview with theoduction manager of Alpi).

Second, while sending symbols of dissonance, bighahd GREEN continued
to deploy normal symbols of consistency with sharemms and beliefs of the
institutional environment targeted, in order toHhhight their consistency with values
and beliefs of both the institutional logics thegre embedded in.

Third, both Alpi and GREEN deployed a series of Bgilm with the aim of
sending a message of trustworthiness, and nonabiss in the stream of decisions
taken over time (Kraatz and Block, 2008). We definese special symbols aslf-
consistency symbolsecause they aim to highlight that previously ssmhbols have
always been coupled with relevant substantive astid-or instance, when GREEN
completed its organizational restructuring procéssublished a social report projected

and written together with other two social entespsi and a not-for-profit organization.
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The purpose of this social report was to symbotisst GREEN had substantially
adopted a socially oriented mission:

This isn’t a social report as usual, rather it tsi¢o be a symbolic instrument to convey our comenitrio
the local community .... the social report writtém this way has been a powerful instrument to
communicate that we really walk the talk. (Intewiith the director of GREEN)

By the same token, Alpi also adopted a series lbiceasistency symbols over
time: for instance, in the second stage of itstiegzing process Alpi continued inviting
commercial partners to the headquarters. Whilaerfitst stage these visits were aimed
at conveying a message of a professional strudtutee second phase these visits were
useful to impress commercial partners by showirggnththat Alpi “has really become
more like a small enterprise rather than a notpffit organization” (interview with
production manager of Alpi). This strategy impressemmercial stakeholders, as the

following statement clarifies:

They asked me to go to visit the headquarter sétienas...l think they were pleased to show me how
they were structured and organised. It was a faimfprmal tour...and | positively discovered areetfve
organization. | didn't see a workroom with four teb. This definitely impressed me because in myg min
a social enterprise is a lab with four chairs andtable. There was a positive crowding-out effect,
discussing with the production manager and seemgstructure | had the idea to be in a competitive
manufactory firm (interview with commercial stakletes of Alpi).

Fourth, Alpi and GREEN were extremely skilful inafning symbols of
dissonance in order to make them consistent witbetad stakeholders’ cognitive
patterns. Accordingly, Alpi has always communicatedits commercial partners its
social purpose and the typology of workers it erpeth explaining that “job orders are
managed in a precise and perfect way because itherdeam of social workers and
employees that supports marginalized employeedsterfiew with the production
manager of Alpi). Along the same lines, when GRERMNsented its commercial
dimension to its social stakeholders, it alwaysssted that it was a means towards the
goal of achieving a socially oriented mission, hesea“in order to be an actor of social
change it is necessary to be a real enterpris&riiiew with the president of GREEN
for a local newsstudy).

Our data suggest that the legitimizing strategypsetb by Alpi and GREEN
allowed them to repair their legitimacy, becausg &mkeholders perceived these two
organizations as able to embody multiple values #&mdsuccessfully deal with

apparently conflicting demands and expectationss thuilding a bridge between
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apparently conflicting institutional logics (Sudgaland Greenwood, 2005). For
instance, at the end of its reparation processi W§s especially endorsed because it
had ‘all the characteristics of a real manufacirimm’ (commercial stakeholder of
Alpi), and it is able to ‘successfully manage jolders and at the same time to integrate
marginalized people’ (product manager of Alpi). Tfee same token, GREEN was
endorsed by its social stakeholders not only biugiof its restored consistency with
their cognitive patterns, but also for its capatityaddress demands and expectations of

organizational commercial stakeholders as theviollg statement vividly explains:

Strategic choices and ongoing investments in newhinaries and training confirm that GREEN is a
social enterprise that has always pursued the @néeeurial growth as a means to create new working
opportunities for marginalized people. A mix ofidatity and entrepreneurship which enable to create
social and economic value added (source federcativerit: GREEN, the social enterprise of the month
November, 2010)

On the contrary WHITE and BLACKthat is, the two WISEs unable to address
external threatswere not able to strategically combine symbols iss@hance with
symbols of consistency. For instance, WHITE trieddpair its legitimacy with social
stakeholders by symbolizing its entrepreneurialrepgh since it was unable to meet

their socially oriented expectations:

To highlight our greater professionalization we shour certificate and the courses our employeeshav
done ... those things are useful to demonstraté¢ tha enterprise works well and it has certain
requirements which are touchable, tangible and destrable. (Interview with president of WHITE)

BLACK, on the other hand, relied mainly on symbolslissonance, because in
the first stage of the legitimacy repairing procésgas unable to convey a message of
consistency with the institutionalized cultural mgr of the commercial environment.
Moreover, despite external pressures, BLACK’s mabrkey stakeholders were still
strongly tied to the incumbent social institutiot@ic and were unwilling to convey an
image of market-oriented organization, because tluislike to be perceived as a
normal enterprise witheventually-a social mission. This is not enough” (interview
with the vice-president of BLACK).

179



DiscussioN COMPARING THEFOUR ENTERPRISES

Table 33: Symbolic and substantive actions adoptday WISEs in the second stage of their
legitimizing process

e Commercial logic Social logic
Legitimating Alpi Calimer Ecosvilu Gabbia
Actions

0] pPpo no
» Social report
» Convention for
» Visits the anniversary
» Convention of the
Self-consistency| presenting Alpi None organization None
symbols results > Newsletter
» New president presenting the
employee social impact of
the social
enterprise
* Management » Donations
control system New president
Symbolic actions| e i :
y Cert!ﬂcate of None volunteer None
of conformance quality "
. * Certificate of
» Production area :
quality
manager
L New . |0 Location of the
headquarter in f
L the city centre conierence -
O Advertising t0 Show O Certificates of |0 Certificate of
social mission N quality on quality on
. marginalized X X
O Presenting the cople to production production
social purpose o peop ial process process
. . the organization commercia presented to O Business plan
Symbolic actions to commercial partners social O Justification
of dissonance stakeholders 0 Vice president stakeholders firing strategy
. conveying a .
O Social report socially O Booklet of the with
O Convention ; ; conference commercial
ting th oriented image stressing the needs
Presenting e 14 conferences g the.
mission of Alpi : entrepreneurial
presenting . .
. dimension of
social purposes Ecosvilupno
of Calimero bp

Summarizing, as well as GREEN and Alpi, also BLA@KHd WHITE deployed
symbols of dissonance to introduce a new logic ih® targeted institutional field.
However, these organizations conveyed a messag#isebnance from values and
routines of the institutional logic targeted beftwaving acquired a minimum level of
legitimacy within it and they were not able to &gically couple symbols of
dissonance with symbols of consistency. Thus, sysnbb dissonance deployed by
BLACK and WHITE widened the gap between conflictimgtitutional logics rather
than filling it. For instance, WHITE sent symbolmad at conveying its entrepreneurial

approach that “have been perceived as inconsistetit the environment and
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stakeholders’ demands, and they have reinforcednt@nsistency of organizational
behaviours with social stakeholders expectatiomstefnal stakeholder of WHITE).
Moreover, messages symbolizing the social commitrmnEBLACK were perceived by
key commercial stakeholders as “the only instrumértias that a for-profit firms
doesn’t, but it doesn’t suffice” (interview with axternal stakeholder of BLACK),
since “working with marginalized people it's no raa@nough to acquire job orders, we
should be really competitive on the free marketitdiview with vice-president of
BLACK).

Table 34: Evidence pertaining to evolution of thedgitimacy of the WISEs.
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10 CONTRIBUTIONS TO THE LITERATURE

This study provides at least five contributionghe literature.

First, this study extends current understandingogfanizational legitimacy
dynamics in environments characterized by insthal pluralism (Pache and Santos,
2010; Greenwood et al, 2011, Kraatz and Block, 20B8particular, this study shows
an unknown temporal dynamic adopted by organizatimnovercome the problems
associated with dual conflicting logics (Greenwostdal., 2011; Binder, 2007) that
emerge and affect legitimacy repairing processash®an, 1995; Ashforth and Gibbs,
1990; Glynn and Marquis, 2004).

Previous studies have showed that managing legifimi& environments
characterized by conflicting logics can be a denrandnd very difficult activity since
organizations are requested to align to heterogemesometimes contradictory,
demands and expectations (Pfeffer and Salancid@g;1Scott, 2001). In this context the
literature has theorized the need to adopt spestiategies such as accounts and
apologies whenever the organization fails to addthe expectations of some critical
stakeholders (Ashforth and Gibbs, 1990; Suchmaf5b)l9Recent studies show that
many symbolic strategies adopted by firms to rectegitimacy - e.g. denial, defiance,
silence and accommodation - result ineffective (lreamd Zaheer, 2012).

Our study instead presents a novel, two step, teampodistributed strategy to
successfully repair legitimacy in dual institutibnagics. During the first phase, an
organization develops new substantive and symbabttons aimed at reaching
consonance with the institutional logic that causezl original legitimacy failure. The
completion of the first phase is reached whenelerarganization perceives to have
achieved an expected minimum level of endorsemBuiting the second phase,
organizations reinforce and improve their legitimatatus by showing their concern in
addressing a much more complex constellation ofiesaland beliefs which can be
partially dissonant with the institutional logiceprously targeted but that include the

second one. In this context, organizations strasdlgireframe symbolic and substantive
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actions previously adopted to deal with one speddgic to create a new overarching
institutional logic that combines the two.

Our result confirm and extends recent studies wipidved that the higher the
level of an organization's legitimacy capital thgher its capability to deviate from
taken for granted believes and values (Kostova Aaldeer, 1999). Moreover, our
contribution clarifies that symbolic and substaatactions, which can be considered
deviant from an institutional logic, can be stradally leveraged whenever there is a
minimum legitimacy capital, to introduce a new ingional logic into the field and
further increase the legitimacy of the organization

This empirical contribution confirms Kraatz and 8t (2008) theoretical claim
asserting that “organizational legitimacy can bditave or even multiplicative rather
than zero-sum” (2008, p. 261). In other words, @sults contradict early formulations
of institutional theory (Zucker, 1987; Meyer andofc 1983, Oliver, 1991) which
framed organizational legitimacy as a zero-sum gafdeganizations confronting,
apparently incompatible institutional logics carastgically reframe them to reinforce
their legitimacy status and introduce a more compitestitutional logic and boost
divergent change.

The second insight of this study extends the liteeaon decoupling (Meyer and
Rowan, 1977; Wesphal and Zajac, 1994) and symbodoagement (Zott and Huy,
2007; Berrone et al, 2010) since it is associatéith Whe identification of a new
predictor of decoupling (Boxenbaum and Johnson8R00

Previous studies have identified in decouplinggitilmizing strategy that allows
an organization to convey an image of conformitshveiocially accepted norms in order
to reduce social pressure associated with the stqoé significant change in
organizational structure and practice (Meyer anged| 1991; Edelman, 1990; Fiss and
Zajac, 2006). In this sense, the literature hamtifled two critical decoupling
predictors, i.e. the practices demanded by ingiitat referents are deemed ineffective
(Meyer and Rowan, 1977) and social expectationsrax@herent with organizational
identity (Kellogg 2009; Rao, Monin, and Durand, 2p@r with organizational leaders'
goals and values (Wesphal and Zajac, 1998, 20@y; 2Cellog, 2009; Rao, Monin and
Durand, 2003). In these cases, substantive actimisventually follows the symbolic
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ones are considered unexpected results drivenrdipeanternal or external causes
(Edelman, 1990; Jovanovic and Wood, 2007; FissZajac, 2006; Scott, 2001).

This study shows instead that organizations categfically use symbolic actions
decoupled from their real implementation in orderignite, paradoxically, external
social pressure that in turn boosts internal ommional change. In other terms,
organizations use a symbolic action to captureas@ttention and artificially pressure
its workforce to implement the necessary substantietions, which in turns is a
strategic objective and not an unintended effectezibupling.

Third, this study introduces a temporal perspective the dynamic between
symbolic and substantive actions (Berrone et ab]l02 To date, the symbolic
management and decoupling literatures have prasegitabolic and substantive efforts
largely as dichotomous strategies (Stevens et @05;2Boxenbaum and Johnnson,
2008). However some recent researches suggestt#wupling is not simply a binary
choice (i.e., say, vs. do) but can be more nuan@féd$ and Zajac, 2006, p. 1187), and
that “symbolic and substantive actions are actualymplementary instead of
alternative” (Berrone et al., 2010).

This study shows that the distinction between cedi@nd decoupled initiatives
should not be constrained to a specific point mtime, but it should instead take into
consideration the interaction between symbolic suoistantive actions along the time.
In this sense this research identifies four possgdenarios, i.e. when the symbolic
action is intended to be followed by a substantigBon, when the symbolic action is
part of a traditional decoupling strategy over timéhen the organization plans to
launch the substantive action first and latelydailwith a related symbolic effort, and
finally, when the organization enacts substantis#oas without planning any related
symbolic activity over time.

The empirical evidence shows that the most suagessiporal strategies are
those which cyclically alternate symbolic and sah8te actions over time in order to
reinforce the effects associated with each actidns result confirms recent studies
(Berrone et al., 2010), which predicted the legiting and reinforcing effects of the
interaction between symbolic and substantive asticand shows that repetitive
interactions over time support consistent increasesrganizational legitimacy. This

confirms and extends recent studies (e.g. Berrared.e2010) which show that the
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combination of symbolic and substantive actiongosuplegitimacy improvements, but
that have failed to provide a longitudinal perspecof these interactions.

The temporal analysis of symbolic and substantiteractions has also allowed
the identification of a new construct, ie. self-smtency actions, which represents the
forth contribution of this study. As already dissed above, prior research suggests that
organizations use symbolic actions in order to egran image of coherence with social
norms and expectations without necessarily confagnaiith them (Ashforth and Gibbs,
1990;Wesphal and Zajac, 2001). However, strict isterscy between symbolic and
substantive actions can be considered, both idtgraad externally, as an important
legitimating factor associated with organizationaherence and accountability. In this
context, self-consistency symbols are meant to sthaivan organization has adopted
only strictly coupled symbolic actions. In other nas, the role of self-consistency
symbols is to show that previously sent symbolsewasstopted by the organization to
highlight real and tangible substantive actionsthis way, self-consistency symbols
reinforce and improve organizational legitimacy weying a message of
trustworthiness, and non-arbitrariness, in the astreof decisions taken by the
organization over time (Kraatz and Block, 2008).

Finally, in investigating the legitimizing strategi adopted by four Italian social
enterprises this study addresses the call for esuddopting an institutional theory
approach in contexts other than North America ($@#05; Greenwood, 2010) and it
contributes to a better understanding of the enmérgkenomena of social enterprises
and social entrepreneurial initiatives (Borzaga &wlourny, 2001; Mair and Marti,
2006), whose importance is rapidly spreading actiossworld (Terjesen et al., 2010;
EU, 2011; Kerlin, 2009). In particular, this stuslyggests that social enterprises which
are able to strategically frame symbolic and sutista actions can leverage their
double social and commercial purpose in order io gasurplus of legitimacy which
may, in turn, allow them to boost their impact ogisty.
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12 APPENDIX 1: LEGITIMACY MEASURES

RED Black
Nui Item 20C 20C 20¢ 20C 204 204 207 | | Nui Item 200 200 200 200 20q 20q 207
1 publicbodies-1 0 1 1 1 1 1 1 publicbodi-1 -1 -1 1 -1 0 -1
2 Exp.sector -1 1 1 1 1 1 1 2 Exp.sector-1 -1 1 -1 -1 -1 -1
3 keystakehol-1 -1 0 1 1 1 1 3 keystake n.d n.d nd nd nd nd nd
4 printedmedi0 0 1 ndl 1 1 4 printed me n.d nd nd nd nd nd nd
5 resources -1 1 -1 0 0 1 1 5 resources -1 -1 1 1 0 -1 1
6 internalconfl0 -1 -1 ndndl 1 7 confict 1 -1 -1 -1 1 1 -1
Total 4 0 1 3 4 6 6 totale 2 -4 0 0 -1 -1 -2
Index -0,60,0 0,20,7 0,8/1,0[1,0 indice -0,5-1,€ 0,00 0,0(-0,2 -0,2 -0,4
WHITE GREEN
Nun Item 200( 200" 200¢ 200¢ 201( | [Nun Item 2001 200 200i 200t 201
1 publicbodies 0 -1 0 -1 -1 1 publicbodes 0 0 -1 1 1
2 expertofthese-1 -1 -1 -1 -1 2 expertofthese-1 -1 -1 1 1
3  key stakeholder0 -1 -1 -1 -1 3 keystakeholder-1 -1 1 1 1
4 printedmedia nd nd nd 1 1 4 printed media nd nd 1 0 1
5  resources 1 -1 -1 0 -1 5  resources o -1 1 1 -1
6 internalconflict 0 -1 -1 1 -1 6 internalconflict -1 -1 -1 -1 1
Total 2 -5 -4 -1 -4 Total 3 4 0 3 4

Index

-0,4(-1,01 -0,8( -0,1 -0,6

Index -0,5-0,6 0,0C 0,423 0,51







13 APPENDIX 2: DATA GATHERED

Title S.E. Source Type of source
interview 1 Red Interview internal stakeholder
interview 2 Red Interview internal stakeholder
interview 3 Red Interview internal stakeholder
interview 4 Red Interview internal stakeholder
interview 5 Red Interview internal stakeholder
interview 6 Red Interview internal stakeholder
interview 7 Red Interview internal stakeholder
interview 8 Red Interview internal stakeholder
interview 9 Red Interview internal stakeholder
interview 10 Red Interview internal stakeholder
interview 11 Red Interview internal stakeholder
interview 12 Red Interview internal stakeholder
interview Red Interview external stakeholder
intrview 13 Red Interview external stakeholder
D|re§tor speech during Red public speech internal stakeholder
public conference
Storia di Sara: il lavoro
come strumento di Red Journal: Cooperazione sociale | public available data
integrazione
ILacci(r:gp sociale che batte Red L'adige, newsstudy public available data
illavoro diventa Red Cooperazione trentina public available data
capolavoro
prend? forma limpresa di Red Cooperazione trentina public available data
comunita
Dire, fare sognare Red Cooperazione trentina public available data
Nuova sede, nuova sfida | Red Cooperazione trentina public available data
Ragazzi che impresa Red Vita Trentina public available data
Sacchetti Solidali Red Vita Trentina public available data
Un? citta pulita, una citta Red Avvenire public available data
solidale

isi Archival data . .
brcochgrg advertising Red public available data
new buiding
invitation to visit th Archival data . .
nvitation o VISILhe NeW | ped internal archival data
building

Archival data . .

Ietter to StakEhOIde.rs for Red public available data
funding the new building
internal business plan Red Archival data internal archival data
2007
internal business plan Red Archival data internal archival data

2008




internal business plan

Archival data

2009 Red internal archival data
int | busi | Archival dat . .
intrenal business plan Red rehivatdata internal archival data
2010
int | busi I Archival dat . .
Internal business plan Red rehivatdata internal archival data
2011
official presentation for
the annual member's Red official document internal archival data
assembly 2005
official presentation for
the annual member's Red official document internal archival data
assembly 2006
official presentation for
the annual member's Red official document internal archival data
assembly 2007
official presentation for
the annual member's Red official document internal archival data
assembly 2008
official presentation for
the annual member's Red official document internal archival data
assembly 2008
Social Report 2004 Red official document internal archival data
Social Report 2005 Red official document internal archival data
Social Report 2006 Red official document internal archival data
Social Report 2007 Red official document internal archival data
Social Report 2008 Red official document internal archival data
Social Report 2010 Red official document internal archival data
official website Red official website internal archival data
Int | fi ial t
nernattinancial repor Red archivial document internal archival data
2008
Int | fi ial t . . .
ZnO&;na ihancial repor Red archivial document internal archival data
Int | fi ial t . . .
znof(r)na ihancial repor Red archivial document internal archival data
interview 14 Red Interview internal stakeholder
interview15 Red Interview internal stakeholder
interview 16 Red Interview external stakeholder
Archival data
re.zport of the board of Red internal archival data
director
report of the board of Archival data . .
- Red internal archival data
director
Archival data
re.zport of the board of Red internal archival data
director
report of the board of Archival data . .
- Red internal archival data
director
Archival data
re.zport of the board of Red internal archival data
director
report of the board of Archival data . .
Red internal archival data

director
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report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data
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report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data

report of the board of
director

Red

Archival data

internal archival data
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report of the board of

Archival data

- Red internal archival data

director
Archival data . .
r?port of the board of Red internal archival data
director
Archival data

rgport of the board of Red internal archival data
director
r?port of the board of Red ) internal archival data
director Archival data
interview 17 Red Interview external stakeholder
Interview 18 Red Interview external stakeholder
interview 19 Red Interview external stakeholder
interview with volunteer |Red Interview internal stakeholder
interview 20 Red Interview external stakeholder
interview 21 Red Interview external stakeholder
official brochure Euricse Red archival data public available data
course
financial report 2003 Red Archivial data internal archival data
official presentation for
the annual member's Red official document internal archival data
assembly 2004
advertising Alpi Red Archivial data public available data
advertising Alpi Red Archivial data public available data
advertising Alpi Red Archivial data public available data
advertising Alpi Red Archivial data public available data
interview22 Red Interview external stakeholder
Interview 23 Red Interview external stakeholder
interview 24 Red Interview external stakeholder
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Title

S.E.

Source

Type of source

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival
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report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival
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report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival

report of the board of director

BLACK

Archival data

internal archival
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report of the board of director

BLACK

Archival data

internal archival

BLACK
report of the board of director Archival data internal archival
financial report 2004 BLACK Archival data internal archival
financial report 2005 BLACK Archival data internal archival
financial report 2006 BLACK Archival data internal archival
financial report 2007 BLACK Archival data internal archival
financial report 2008 BLACK Archival data internal archival
financial report 2009 BLACK Archival data internal archival
financial report 2010 BLACK Archival data internal archival
social report 2004 BLACK Archival data public available
social report 2005 BLACK Archival data public available
social report 2006 BLACK Archival data public available
social report 2007 BLACK Archival data public available
social report 2008 BLACK Archival data public available
social report 2009 BLACK Archival data public available
social report 2010 BLACK Archival data public available
first interview director BLACK interview internal stakeholder
second interview director BLACK interview internal stakeholder
third interview director BLACK interview internal stakeholder
fourth interview director BLACK interview internal stakeholder
interview area manager BLACK interview internal stakeholder
interview accouter BLACK interview internal stakeholder
interview expert 1 BLACK interview external stakeholder
interview expert 2 BLACK interview external stakeholder
due parole con marco caselli BLACK Archival data public available
sixth interview with director BLACK interview internal stakeholder

BLACK
seventh interview with directot interview internal stakeholder

BLACK
interview with social assistant interview internal stakeholder
second expert BLACK interview external stakeholder
third expert BLACK interview external stakeholder
Website BLACK Archival data public available
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Title S.E. Source Type of source
Internal report "commissione sociale | GREEN Archival data internal archival data
report "commissione sociale" Archival data . .
october 2010 GREEN internal archival data
report "commissione sociale" Archival data . ;
November 2010 GREEN internal archival data
report "commissione sociale" Archival data . ;
December 2010 GREEN internal archival data
report "commissione sociale" Archival data . .
January 2011 GREEN internal archival data
report to the board of directors Archival data . .
Financial results 2007 GREEN internal archival data
report to the board of directors Archival data . .
Financial results 2008 GREEN internal archival data
report to the board of directors Archival data . :
Financial results 2010 GREEN internal archival data
first Interview with Fausto Gritti,
director of Ecosviluppo GREEN interview internal stakeholder
Second Interview with Fausto Gritti,
director of Ecosviluppo GREEN interview internal stakeholder
Interview with Social integration
manager GREEN interview internal stakeholder
Interview with volunteer n.1 GREEN interview internal stakeholder
Interview with volunteer n.2 GREEN interview internal stakeholder
Interview with quality manager GREEN interview internal stakeholder
Interview with the president of
Consorzio Il Solco GREEN interview external stakeholder
A Bergamo l'igiene ambientale si fa
sociale GREEN Magazine, Vita archival public av. Data

Newsstudy: Eco di

la solidarieta & anche impresa GREEN Bergamo archival public av. Data
Social Report 2008 GREEN official document archival public av. Data
Social Report 2009 GREEN official document archival public av. Data
Social Report 2007 GREEN official document archival public av. Data
Financial statement 2010 GREEN official document |archival public av. Data
Financial statement 2009 GREEN official document |archival public av. Data
Financial statement 2008 GREEN official document |archival public av. Data
Financial statement 2007 GREEN official document |archival public av. Data
gipc)gge?ozglrr(\)lssuone sociale GREEN official document |internal archival data
Zi;\);;:bce?nzw(;nlgsuone sociale GREEN official document |internal archival data
Eizzr:y gginlwssmne sociale GREEN official document |internal archival data
Newsletter Ecosviluppo Februar -
2011 i ! GREEN official document archival public av. Data
Newsletter Ecosviluppo May 2011 GREEN official document |archival public av. Data
Book presented for the conference | GREEN www.ecosviluppo.it | archival public av. Data
advertising of the conference GREEN www.ecosviluppo.it | archival public av. Data
newsletter ecosviluppo GREEN www.ecosviluppo.it | archival public av. Data
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Convenzioni universita di Bergamo | GREEN www.ecosviluppo.it | archival public av. Data

PRIMO ALBERO: GIORNATA DI

EDUCAZIONE AMBIENTALE PRATICA

PER GLI STUDENTI DELLE SCUOLE

MEDIE GREEN www.ecosviluppo.it | archival public av. Data

Social Report 2010 GREEN www.ecosviluppo.it |internal archival data
www.lombardia.c

Le cooperative del mese GREEN onfcooperative.it |archival public av. Data
www.solcocittaap

Societa Cooperativa Sociale (B) GREEN erta.it archival public av. Data

Tra quattro mura ...un progetto di www.solcocittaap

vita GREEN erta.it archival public av. Data

Lombardia. Giuseppe Guerini

nuovo presidente

Federsolidarieta GREEN www.vita.it archival public av. Data
www.youtube.co

seminario 2010 GREEN m archival public av. Data

interview with board member GREEN interview internal stakeholder

third interview with director GREEN interview internal stakeholder

second Interview with quality

manager GREEN interview internal stakeholder
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data
Archival data ; ;

report of the board of director GREEN internal archival data

209




report of the board of director

GREEN

Archival data

internal archival data

report of the board of director

GREEN

Archival data

internal archival data

report of the board of director

GREEN

Archival data

internal archival data

report of the board of director

GREEN

Archival data

internal archival data

report of the board of director

GREEN

Archival data

internal archival data

report of the board of director

GREEN

Archival data

internal archival data

report of the board of director

GREEN

Archival data

internal archival data

report of the board of director

GREEN

Archival data

internal archival data

report of the board of director

GREEN

Archival data

internal archival data
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Archival data

internal archival data

report of the board of director GREEN
Archival data ; ;
report of the board of director GREEN internal archival data
Archival data ; ;
report of the board of director GREEN internal archival data
Archival data ; ;
report of the board of director GREEN internal archival data
Archival data ; ;
report of the board of director GREEN internal archival data
Archival data ; ;
report of the board of director GREEN internal archival data
General assembly GREEN Archival data internal archival data
General assembly GREEN Archival data internal archival data
General assembly GREEN Archival data internal archival data
General assembly GREEN Archival data internal archival data
General assembly GREEN Archival data internal archival data
General assembly GREEN Archival data internal archival data
General assembly GREEN Archival data internal archival data
Social report 2010 GREEN official document internal archival data
Interview with the production
manager of APRICA GREEN interview external stakeholder
fourth interview director GREEN interview internal stakeholder
interview with salvetti comm part GREEN interview external stakeholder
interview with social partner GREEN interview external stakeholder
interview with baluda GREEN interview external stakeholder
interview with colombo GREEN interview external stakeholder
speech volunteer EURICSE GREEN interview external stakeholder
speech social partner EURICSE GREEN interview internal stakeholder
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Title S.E: Source Type of source
interview president White interview internal stakeholder
interview director White interview internal stakeholder
seco'ndo Interview White interview internal stakeholder
president
interview director White interview internal stakeholder
interview director White interview internal stakeholder
interview with White interview internal stakeholder
employee 2
interview with White interview internal stakeholder
employee 1
First interview with White interview internal stakeholder
area manager
Social Report 2007 White official document public av data
Social Report 2008 White official document public av data
Social Report 2009 White official document public av data
Official business plan | White official document archival int data
2010
official presentation White
for the annual official document archival int data
member's assembly
advertising White official document public av data
videoconference White official website public av data

- ; White - . . i
official website ufficio stampa federazione trentina public av data
Aggiungi un posto a White ;
tavola Vita Trentina public av data
vola alto White www.slaicobastrentino.wordpress.com | public av data
prosegue la causadi | White
lavoro contro la
vergogna del salario www.slaicobastrentino.wordpress.com | public av data
ridotto per il
lavoratori svantaggiati
contr|but|'|ntasca'|t|, White www.slaicobastrentino.wordpress.com | public av data
qualcuno indaghi !
prosegue la causa di | White
lavoro contro la
vergogna del salario www.slaicobastrentino. public av data
ridotto per il
lavoratori svantaggiati
VENERDI’ 16/10 h White

20,30 SOLIDARIETA’
CON | LAVORATORI
DELLA COOPERATIVA

www.slaicobastrentino.

public av data
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E’ NECESSARIO UN
COMITATO DI
SOLIDARIETA’ CON
| LAVORATORI

White

www.slaicobastrentino

public av data

DEVE RITIRARE
IL LICENZIAMENTO

White

www.slaicobastrentino

public av data

La protesta davanti
alla Coop. il

White

www.slaicobastrentino

public av data

SOLIDARIETA” AL
LAVORATORE
LICENZIATO DALLA
COOPERATIVA
SOCIALE

White

www.slaicobastrentino

public av data

BASTA SOLDI PUBBLICI
ALLE COOPERATIVE
SOCIALI CHE
SFRUTTANO

| LAVORATORI

White
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directors

White

Archival data
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report of the board of |White archival int data
directors Archival data
report of the board of |White .
directors Archival data archival int data
report of the board of |White s
directors Archival data archival int data
report of the board of |White .
directors Archival data archival int data
report of the board of |White .
directors Archival data archival int data
t of the board of i .. . .

re.:por of the board of | White official document archival int data
directors
interview with Social | White interview external stakeholder
stake 1
intervi ith Social i . .
Interview with Socia White interview external stakeholder
stake 2
intervi ith ial i . .
Interview with socia White interview external stakeholder
stakeholder 3
financial report 2006 White official document archival int data
financial report 2007 White official document archival int data
financial report 2008 White official document archival int data
financial report 2009 White official document archival int data
financial report 2010 White official document archival int data
social report 2010 White official document public av data
S:;ngal business plan | White official document archival int data
Official busi | i .. . .

icial business plan | White official document archival int data
2007
Official busi | i .. . .

icial business plan | White official document archival int data
2008
Official business plan | White official document archival int data
2009
internal business plan | White internal document archival int data
2010
internal business plan | White internal document archival int data
2009
int | busi | i . . .
internal business plan | White internal document archival int data
2008
int | busi | i . . .
internal business plan | White internal document archival int data
2007
intervi ith i . .
n erwew_w' White interview external stakeholder
commercial stake
fourth intervi ith i . . .
(?ur interview wi White interview internal stakeholder
director
interview with Borzaga White interview external stakeholder
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second interview with

White

interview internal stakeholder
area manager
fifth I.nterwew with White interview internal stakeholder
the director
interview with libardi | White interview external stakeholder
mterwew with White interview external stakeholder
zandonai
interview with fontana | White interview external stakeholder
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14 APPENDIX 3: GRAPHICS FOR THE IDENTIFICATION OF THE

NOMOLOGICAL RELATIONS

Hereafter we report some of the graphs producedAbyAS Ti to identify the

nomological relationships between theoretical aoass identified. Overall 54 graphs

have been produced.
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