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Beyond Performance: Business Sustainability in question

The Summer School is designed to promote doctoral education and research in management studies
and contribute to the development of enlightened practice in the management of business
organizations. The Medici Summer School advocates a special focus on cross-fertilizing research

across US and Europe traditions.
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In 2011, the theme of the
Summer School was developed
in liaison with the GDF-Suez
Chair on Business and
Sustainability: “Beyond
performance: sustainability in
question”. 26 doctoral
students from European and
US universities (among others
Duke, Erasmus, IESE, Imperial
College, NYU, HEC, North-
western, Politechnico Milano,
Oxford, University of Zurich,
Warwick) participated to the
School

Times were allocated to
presentations by key scholars
dealing with sustainability
research, to group discussions
and presentations of the
research of the students, and
in particular to the specific
challenges of doing research in
CSR. The “journey” began with
a cognitive approach, moved
to discussions on the change in
paradigm due to CSR concerns,
then to institutional pressures
linked to CSR, to strategizing
about CSR and eventually to
social movements.

Common issues raised all through
the week were concerns about
the lack of a clear definition of
the concept of sustainability, the
difficulty for researchers to
publish papers on CSR in
academic journals, the
predominance of the economic
paradigm that sees firms as
rational profit-seekers.



Day 1- Frances Milliken - Sustainability, Cognition, and Innovation

Professor of Management and Organizations, Stern School of Business, New York University

Professor Milliken first talked
about the definition and scope
of sustainability and CSR issues.
According to the triple bottom
line approach, environmental
and social performance should
be considered as important as
economic performance. The
typology of environmental
issues was then discussed,
following Esty and Winston’s
classification®.
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The term was first introduced
in 1968 by Garret Harding,
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heard [X8& . dzii (K
conclusion reached by each ar
every herdsman sharing
commons. Therein is the
i NI 3 SERnarOstrém, 2009
Nobel Prize for Economy, also
worked extensively on this
issue.

Regarding the social pillar,
Professor Milliken presented
the list of issues identified by
the UN: poverty, education,
malnutrition, health and health
care, gender inequity, housing,

lack of institutional support,
violence, and human rights
violations.

! Esty, D. and Winston, A. 2006. Green to Gold: How Smart Companies Elséronmental Strategy to Innovate, Create Value, and Build
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B lab adopts a new approach to
CSR by militing the

adoption by US states of a law

for

allowing companies to
incorporate as benefit
corporations.  This  makes

companies accountable by law
to the triple bottom line.

Linking  these issues to
business, Professor Milliken
then showed how CSR could be
central, beyond profit, for
limiting risk, enhancing
reputation, reducing costs,
improving  human  capital,
discovering new opportunities,
increasing the access to capital.
Discussions then moved to the
cognitive dimension of CSR,
that is to say the way top
managers think about
sustainability issues. According
to Professor Milliken, CSR
issues are uncertain (which is
not consistent with the
managers’ need to display a

reasonable amount of
confidence), they contain a
sense of threat, they are

complex, interdependent with
other issues, they produce
outcomes for others and they
produce outcomes in the
distant future.

Frances Milliken is currently
working on the spillover effects
of working conditions outside
the working place: how do
working  conditions impact
wider societal involvement of
employees and societal
outcomes?

Competitive AdvantageNew Haven: Yale University Press.
2 Hardin, G. 1968. The Tragedy of the Commons, Science.

She claims  organizational
conditions can influence
employee’s willingness to be
citizens of the world. In
particular, she drew the
attention of the participants on
the experience of silence in
organizations, where
employees collectively fear to
be seen as trouble makers if
they voice their concerns.

In the afternoon, participants
met in groups to discuss their
research, and the specific
challenges of research in
sustainability. The main issues
identified had to do with the
positioning of the papers in the
existing theoretical approaches,
the multiple definitions of CSR,
the difficulty to capture “the
big picture” of sustainability.
Professor Milliken suggested
that it was necessary to look at
organizations through a

multifaceted sustainability lens,
but that it was not realistic to
think there should be a single
theoretical

dedicated
framework.




Day 2- Pratima Bansal - What is sustainability? Research challenges in
Business Strategy and Sustainable Business

Professor, Executive Director, Network for Business Sustainability, and Director of the
Center for Building Sustainable Value, Ivey School of Business, University of Western

Ontario

On the second day of the

seminar, Professor  Bansal
made the participants take a
30,000 foot view of

sustainability and reflect on the
dominant paradigm that
constraints our approach to
sustainability. This paradigm
tries to demonstrate the
economic desirability of CSR:
the existence of reputational
benefits, the ability to save
costs, the ability to charge
more for sustainable products,
to reach more customers, to
generate employees pride and
engagement, to encourage
adaptation and innovation, to
lower risks insurance cost and
avoid fines, etc.

These examples then allowed
the participants to look at the
assumptions under this
dominant paradigm: that firms

behave rationally, pursue
financial performance, that
sustainability  “works”, that
markets are perfectly

competitive, that there is a
perfect flow of information,
that customers value
sustainability, that
organizations are interested in
the long term.

Then, participants were
encouraged to think about the
different assumptions a
paradigm of sustainability could
rely on: Bio-physical limitations,
the quest for status quo in
power relationships, the fact
that sustainability is a journey,
that stakeholders have
supremacy, a holistic approach

linked to the permeability
between organizations and
their environments, the
desirability of fairness and

equity.

dTradeoffs and paradoxes ar
at the heart of sustainability

and | am comfortablewith
trade-offs and
Professor Bansal.
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Prof. Bansal

At the end of the day, Professor
Bansal came to present some
of her most recent work on
sustainability and particularly
stressed the fact that too little
attention is given to time and
temporal tensions
associated to sustainability.



Day 3 - Rodolphe Durand - Beyond Performance and Advantage: Conformity
Challenge in Sustainability Research.

GDF-Suez Professor in Business & Sustainability, Strategy department, HEC Paris

During the third day, Professor
Durand helped the participants
of the seminar reflect on why
firms conform, in particular in
the case of CSR norms.

The parallel with his research
on French  Cuisine  was
particularly fruitful. Indeed, the
three papers published with his

coauthors Rao and Morin
allowed him to adopt a
sociological questioning that

can provide interesting insight
when it comes to CSR. One of
the three papers studied how a
highly codified field can accept
some counter-movement
initiatives, with the emergence
of Nouvelle Cuisine seen as a
Social Movement.> Another
one looked at code changing,
showing that some chefs
introduced new recipes that
either violated the codes of
their type of Cuisine (Nouvelle
vs Traditional) or preserved
these codes’. In this process,
the role of critics and sanctions
was crucial. Producers co-
produced the rules that were
use to sanction them. In the
case of CSR, it is probably more
complex because there are
many stakeholders. The last
paper focused on the boundary
between Traditional and
Nouvelle Cuisine and erosion of
this boundary over time.*

If we transpose this reasoning
to CSR, we can suggest that the
thick barrier between the
dominant economic paradigm
and the sustainability paradigm
could disappear over time if

high status actors cross
boundaries.
Then, economic and

institutional arguments for CSR
were studied, based on three
papers. Regarding the
economic motivation of CSR
action, Mackey et al. explain
CSR with assumptions from
within the dominant paradigm.’
If firms engage in actions that
decrease the present value of
cash flows, it is because there is
a demand for such actions from
investors. Thanks to a formal
model, they show that, as long
as the demand for socially

responsible actions is greater
than the supply, engaging in
these actions creates value for
equilibrium

a firm, until

reached.
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& 1T A O Othé nhattire of
conformity
Studying environmental
disclosures of 90US firmss,
Philippe and Durand found that
different

rewards

"firms derive
reputational

depending on whether they
the

procedure dimension of the

conform to goal or

environmental  transparency
norm". For instance, behaviors
that comply with the goals of
environmental friendliness
(abiding
enhance reputation.

and strengthening)

IVIarquis,  GIynn and  Davis
studied the influence of local
communities on  corporate
social actions (CSA) in US’, and
claim that economic
justifications are not sufficient
to explain CSA. They found that
variation in focus, form and
level of these actions could be
explained by institutional
pressures. The cognitive
pressure influences the focus
and form of actions, the
normative pressure acts on the
level of commitment in the
action and the regulative
pressure modifies all three
elements, as does the
agreement on the nature of
actions to pursue.

% Rao, H.,Monin,P., & Durand,R. 2003. Insitutional Change in Toque Ville: Nouvelle Cuisine as an Identity Movement in French Gastronomy.

American Journal of Sociology.

® Durand, R., Rao, H., & Monin, P. 2007. Code and conduct in French cuisine: Impact of code changes on external evaluations. Strategic

Management Journal, 28(5): 455-472.

4 Rao, H.,Monin,P., & Durand,R. 2005. Border Crossing: Bricolage and the Erosion of Categorical boundaries in French Gastronomy.

American Sociological Review.

® Mackey, A., Mackey T.B., & Barney, J.B. 2007. Corporate social responsibility and firm performance: investor preferences and corporate
strategies. Academy of Management Review, 32: 817-835
e Philippe, D. & Durand, R. 2011. The impact of norm conforming behavior on firm reputation. Strategic Management Journal, 32:

forthcoming.



Day 4 - Michael Russo Place, Values, and Sustainability: Competitive
Strategy and Sustainable Business

Lundquist Professor of Sustainable Management, University of Oregon

Day 4 began with a brainstorm
session on the state of research
on sustainability issues. The
interests of the resource-based
view to study CSR were first
listed. Its internal focus on the
cost of resources at large and
their fit with the environment.
It thus has greater explanatory
value than transaction cost
economics in which the level of
analysis is the transaction or
agency theory that focuses on
conflicting interests of agents.
Moreover, most existing
strategic theories cannot be
applied to Bottom of the
Pyramid (BOP) markets.

Then, the participants
discussed the reasons why
management researchers have
not been very influential in the
public  policy arena, in
particular when it comes to
sustainability: the lack of
legitimacy compared to
economists, the fear on the
researchers’ side to be doing
some kind of lobby, the lack of
replication of studies, the level
of analysis which is more often
the firm than the industry, the
implicit assumption that we
write for other scholars.

ayou wil look back in 30 year
and think you were part of it
because there is no doul

where the field is going.
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concern about sustainability ¢
Professor Russo

Then, the discussion moved
to institutional logics, such as
the environmental
friendliness, and the role of
community consensus on
their adoption. Communities
enforce some kind of
normative legitimacy.
Professor Russo gave the
example of the extreme
cases of Portland, Oregon vs.

Houston, Texas when it
comes to green. In addition,
a paper by Russo and

Tilleman® on the emergence
of clusters in the wind and
solar energy industries was
presented. In the context of

their study, the authors
identified two main logics:
resource exploitation and
resource conservation.

The authors found that
resource-conservation logic
does foster clustering of

wind and solar energy, and
that knowledge spillover
effects and human asset
development increased this
phenomenon.

In addition, because of a greater
technological
uncertainty,

benefited more from the effect of

and
solar

price

the energy

the resource-conservation logic
on clustering than the wind
energy.
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In their paper, Russo and Tilleman
distinguish between two energy

logics.
The first one, resource
exploitation, sees the energy

industry as monopolistic,
centralized, with an identity based
on control, a legitimacy that stems
from reliability and dispatchability,
a generation mission of service, an
environmental mission of
compliance, an investment logic
to meet demand and a low cost

strategy.

The
conservation, sees the industry as

second one, resource

competitive and decentralized,
and is characterized by an identity
of stewardship and
entrepreneurship, a legitimacy
that stems from the absence of
fuel costs and climate change, a
linked to

environmental

generation mission
technology, an

mission linked to restoration, an

investment logic to manage
demand and a differentiation
strategy.

7 Marquis C., Glynn M-A., & Davis, G.F. 2007. Community isomorphism and corporate social action. Academy of Management Review, 32:

925-945.

8 Russo, M. V., & Tilleman, S. G. 2011. Institutional Logics and Regional Cluster Emergence: Evidence from the Wind and Solar Energy

Industries. Working Paper




Day 5 - Klaus Weber - Institutional and Social Movement Perspectives on

Sustainability

Associate Professor of Management and Organization, Kellogg School of Management,

Northwestern University

We began the last day with a
focus on the social construction
of sustainability. The drivers of
the political and  social
processes are not directly
linked to material limitations
but more immediate social
constructions. According to
Klaus Weber, sustainability is a
useful and recent political truce
or settlement between
different interests. The current
concept of sustainability is a

proposition of a political
compromise to reconcile
economic, social and
environmental goods. The

three dimensions are seen as
inseparable, and there has
been a change in the level of
analysis from the system to the
firm. However, these two
moves are barely supported by
“hard conclusive evidence”.

But why do we need
institutional and movements’
analyses  of  sustainability?
According to Klaus Weber, they
“fill voids in management
researchers’ toolkits”, because
they use a collective level of
analysis, and study the informal
coordination  of  collective
behavior among
heterogeneous sets of agents.
Many environmental goods are
common pool resources and
the institutional and movement
lenses allow considering
historical and international
differences in approaches to
the environmental and social
issues.

Then, the discussions moved to
how the Social Movements
perspective  differed from
institutional approaches. In
short, institutional theory is
concerned with stability and
structures, and the reason for
their existence, while social
movement scholars look at
political conflicts and groups
that challenge these
institutional structures. Then,
Klaus Weber demonstrated the
insight Social Movements could

give on sustainability, as
explanatory forces that
pressure  organizations for

sustainability practices and as a
theoretical analogy providing a
political conflict model of
sustainability and considering
collective  mobilization  as
organizations.

Then, some examples of
movement effects linked to
sustainability were observed:
effects on organizational
practices, on  government
regulation, on public opinion
and culture and on industries
and markets. Such examples
included recycling, anti-biotech,
antinuclear, organic food and
biologic agriculture, fair trade,
climate change and carbon
footprint, etc.

&1 A O OThe inftuence
strategies of social
movements

Social movements go through

several paths of influence.
They initially have grievances
linked to
justice/rights or identity, they
then

opportunities,

deprivation,

identify political

mobilize

resources, and frame their
claims. Regarding the
contestation phase, the
movement has to set the

target, define the agenda, and
set up tactics. Then, they have
an impact on
the

through cultural change, or via

corporations

through government,

direct interaction.




