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Abstract

Purpose -This master thesis is to investigate the challenges of sustainability and to understand
how massive effort of collaborative hybrid organizing, involving multiple stakeholders from
private, public, and civil societies balance or aligns the activities that generate economic, social,
and environmental impacts. And to analyze the effects of competition between the investors
interested in the joint collaborative initiatives. So, the author prepared three questions to be
answered by engaging in a deep comparative case study.

R.Q1 How do private-public partnerships balance economic, social, and environmental
tradeoffs?”

R.Q2 How does competition between the investors of hybrid organizations affect the decisions
of governing boards in aligning social-business goals?”

R.Q3 How hybrid organizing enables societal impacts?

As a matter of answering the research question - how competition between investors affects
societal impacts, the author identified certain insights that can be tested in the future using
quantitative methods. The insights are that there is a positive relationship between competition
at the investors' level and societal impacts if the investments are done in long-term social
sustainability or in initiatives for creating shared values.

Design/methodology/approach- A qualitative method of deep single case study and
comparative analysis in two Gothenburg-based similar collaborative initiatives between
private, public, and civil societies for solving socio-economic problems in the city. The
approach for collecting and analyzing the data was inductive. The data is collected from 19
semi-structured interviews with 16 informants of which eight of them are from higher
managerial and governance positions which have been selected purposefully depending on
their positions and area of expertise.

Originality -This master thesis is a deep case study in a unique collaboration-centered hybrid
organizing in initiative-based private-public partnerships along with multi-actor collaborations
for the purpose of eliminating socioeconomic problems in the vulnerable areas of the city of
Gothenburg. The uniqueness of this study is the organizational structure, the collaboration
ecosystem, and the hybrid organizing between private, public, and civil society. This unique
collaboration-oriented long-term investment in social sustainability combines both the logic of
business and societal impacts but there is no legal organizational structure behind it.
Findings: According to the interview findings, the collaboration is represented as a unique
long-term investment in social sustainability and thereby creating shared values where
everyone involved can benefit mutually. For private businesses, it is a strategy of shifting from
traditional CSR towards creating shared values (co-creation of values and branding). In
Gothenburg city, there are areas known as vulnerable and especially vulnerable as per the
definitions of the Police. So, the main mission of the initiative is to meet those Socioeconomic
vulnerable and especially vulnerable areas until 2025. The aim of the initiative is to facilitate
the process by utilizing and integrating the already existing area-based resources (people,
organizations, skills, and knowledge) rather than starting from scratch. “Placemaking” for
equality and attractiveness, while all actors involved benefit mutually. So, the main role of the
initiatives is to facilitate multi-stakeholder collaborations and contributions as well as to build
trust for the future.

Insights- If the investments are done in long-term social sustainability for the purpose of
creating shared values, then hybrid organizing can have effective results in aligning economic,
social, and environmental impacts using circular economy models, inclusive and integrated
hybrid models, and agile organizational structures that allow flexibility to respond to the highly



dynamic environment. However, the key role of the social business hybrid should be
facilitating the activities and integrating multiple stakeholders working for a common good.
Challenges -There are full of challenges. Some of the main challenges are monitoring and
facilitating the activities that generate mutual benefits, building trust, meeting collaboration
challenges, reducing cultural differences, and mobility challenges. Promoting cross-functional
collaborations (local challenges, regional challenges, and national challenges), socio-economic
challenges, and measuring the long-term societal impacts.

Keywords: hybrid organizing, long-term collaboration, creating shared values, common
initiatives, socioeconomic vulnerable, societal transformation, co-creation of values, cross-
sector functional teams, inclusive and circular models

1.Introduction

1.1. General Background and Motivation

How do social enterprises align the activities that generate economic returns with the activities
that lead to societal impacts? The number of businesses attempting to merge two
conventionally different models which means a social model that solves a societal problem and
a commercial model that guides commercial activities has significantly increased in recent
years (Battilana et al. 2012 as cited in Bruneel et al, 2016). The hybrid character of
organizations makes them very capable of creating social innovations, but it also creates
tensions inside these organizations (Sanzo-Pérez et al., 2022). According to the interview with
Per Ostling, hybrid organizing has been silent for decades, but it is coming back again. Hybrid
organizing is an organizational structure that blends both traditional and modern approaches or
combination of two traditional hierarchical structures — top-down approach of decision making,
or “centralization” combined with a “decentralized” or bottom-up decision-making process that
allows the departments or divisions with autonomy to make quicker decisions or become agile
with the dynamic situations of the environment.

Destination Tynnered and Handslag Biskopsgarden are two common initiatives that use hybrid
organizing models in structuring their activities and goals. Both are common initiatives
established as collaborations between private, public, and civil societies. Both initiatives follow
similar organizational structures with a slight difference in the goals and the actors involved in
the collaboration. Investing in societal impacts is a good business in its own (Santos et al 2015)
Corporate leaders solve a critical challenge in the 21st century by developing innovative

approaches that align profit and societal impacts (Santos et al., 2015).



The main challenge of social enterprises is aligning the conflicting interests of various
stakeholders and prioritizing the demand and accountability of those multiple stakeholders
when their interest conflict (Ebrahim et al., 2014). By taking two similar organizations as a
case study, this master’s degree project followed a deep Comparative analysis of two
collaborative initiatives i.e., private-public partnerships for transforming societal impacts.
According to the data collections, the mission of these two initiatives is long term investment
in social sustainability. The main purpose is to find a new way of working together in
collaboration with multiple actors from private, public, and civil society. The main motive is
that the administrative public housing company (Framtiden) came with a mission to change the
socioeconomic vulnerable areas of the city of Gothenburg into an attractive area characterized
by safe environment, better education, improved employment, self-sufficient residents in
which they become capable of paying their bills and household expenses rather than depending
on supporting authorities. Destination Tynnered is an initiative that is based in Gothenburg
suburb called Tynnered and it was formed between private-public partnerships collaborating
for long-term social sustainability. The goal is to convert Tynnered into an attractive
destination, where young people and children can dream freely about their future. The
objectives are investing in socio economic problems as a mechanism to eliminate crimes and
develop the competence of individuals which in turn improves the employment opportunities
of those individuals. i.e., once the school results and leisure time of the residents of the
vulnerable suburbs get improved, then these impacts contribute to the individual’s job
opportunities, future trust, and enhanced entrepreneurship. The motive was that “Tynnered
should no longer be a vulnerable area, however it should be an attractive destination
characterized by trust and entrepreneurship”. With an equally clear objective as in
DestinationTynnered, The Volvo Group, Framtiden, and Wilhelm AB formed a partnership to
collaborate with and support Biskopsgarden's development. The partnership is comparable to
the work that Framtiden, Stena Fastigheter, and Volvo Cars did in Tynnered in 2021.
“Biskopsgarden should no longer be a particularly vulnerable area but rather be defined by
entrepreneurship and hope for the future, a place where you can live your own life and fulfill
your goals”. Business Region Gothenburg is an organization acting as a business office and it
is fully owned by the municipality of city of Gothenburg responsible for supporting companies
to develop and attract investments. They provide permits and regulations, support with
networks and connecting partners for strategic business development in the city of Gothenburg.

Business Region Gothenburg collaborates with 13 municipalities in the region and helps



companies with the required knowledge to establish themselves, launch their innovative ideas
or products and further developments.
1.1.1. Hybrid Organizing

1.1.1.1. Organizational Structure in Destination Tynnered

The governance is composed of two groups: a steering group and a working group. The steering
group means they are governing boards. They are composed of three CEOs from the
partnerships. One CEO from Volvo Cars, one CEO from Stena Fastigheter, and One CEO from
Framtiden plus the project leader. And the working group has three members and are
responsible for the activities at the operational level. One person is responsible for school and
leisure time, another person is responsible for jobs and work, and the third person is responsible
for development in Tynnered. And they rotate every year.

1.1.1.2. Organizational structure in Handslag Biskopsgarden

Unlike in the case of Destination Tynnered, there is a slight difference in the governance
structure of the working group. In Handslag Biskopsgarden the current focus of the activities
is directed towards school and work, but they also include “leisure time and culture”. The
steering group has three members, which is similar structure as in Destination Tynnered. There
are three members in the steering group but not the project leader. The governing boards are
the CEOs of the partnership Companies. The Chief Sustainability officer (CSO) of Volvo
Group, The CEO of Wilhem AB, and the CEO of Framtiden). And the working group is
composed of three project leaders (One project manager from Volvo Group, one project
manager from Wilhem AB and one project manager from Framtiden).

1.1.2. Purpose
The purpose of this study is to analyze the challenges of hybrid organizing in balancing
economic, social, and environmental tradeoffs. How they align or balance the competing
logics of business and societal impacts in maintaining economic, social, and environmental
impacts and thereby stay sustainable. Because balancing these three elements is a crucial
factor for sustainability. In this paper, two comparable case studies have been taken to
investigate the overarching challenges in governance and alignment of hybrid organizing in
case of competitive situations. Previous studies covered the challenges in governance, mission
drift, accountability, and sustainability equilibrium however most of them overlooked the
important factor of competitiveness in understanding the challenges of mission drift and

balancing value spillovers in maintaining both financial and social sustainability. This paper
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extends the study by considering the essential effect of competition in balancing economic,
social, and environmental tradeoffs. But most importantly this paper is unique because the
organizational structure of the social enterprises selected is new and unique. This is like the
emerging “new to market strategies". The approach is the collaborative value creation

between the private, public, and civil societies for the purpose of societal transformations.

1.1.3. Research Motivation
Though hybrid organizing is a rich area of study, many researchers and scholars
recommended that comparative ways of analyzing the challenges can be valid and relevant to
future studies. Therefore, in this paper two comparable similar enterprises have been selected
to understand the challenges of sustainability. As a matter of arguments and controversies
about how for-profit and non-profit logics can be integrated as a core activity, the author was
eagerly motivated to see the empirical context of social enterprises. Sustainability is the
paradigm shift in the 21st century where all businesses, municipalities and civil societies put
their primary focus and responsibility on. Investing in societal impacts is a good business in
its own (Santos et al.,2015). If a social problem is not solved by the public sector or civil
societies then social enterprises are said to recognize the social problems and meet those social
problems through entrepreneurial ideas and using market mechanisms. Social enterprises are
conceptualized as hybrid organizations that combine business and societal impacts as a core
activity while they also return profits to the investors. There is lack of empirical evidence for
these types of organizations that survive without mission drift. Many researchers found that
the risk of mission drift is acute with these types of organizations. But the main question is
what if these organizations do not solve the societal problems. What is the next alternative
then? This is the motivation that made the author study and give focus to the collaborative
initiatives for creating shared values. This can be an alternative solution in case the social
problem is unable to be addressed by the existing social enterprises or public sector or civil

societies.

The uniqueness of these initiatives is that the problems cannot be solved independently by
either side of the actors. The private sector cannot solve it alone or the public sector can’t
solve it alone or the third sector (civil societies) can’t do it alone unless with collaboration.
The author was motivated to investigate the commitments of these massive multi-stakeholder
collaborations for social sustainability. Who is responsible for preserving the environment

and society? The author’s answer was obvious that everyone needs to survive on our planet
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but how committed are we to collaborating for the common good? Social enterprises are said
for solving societal problems when the problem is unable to be solved either from public
sector, or private businesses or from the civil societies however in this collaboration all actors
are involved to solve societal problems through entrepreneurial solutions. The public housing
company, Framtiden, a municipality owned social enterprise involved, the civil society who
had the societal integration roles are also involved but most surprising is that the private
business actors who work in the international markets are also involved. Then this led the
author to understand how complex could be to balance and facilitate this broader collaboration
ecosystems. Sustainability is mentioned by many researchers as the primary objective of all
businesses, public administrations, and civil societies in the 21% century. Considering this
theoretical framework, the author got motivated to investigate the challenges of sustainability
which means balancing social, economic, and environmental impacts. So, the unique part of
this study is the collaboration ecosystem of multi-actors’ collaboration forums without legal
organizational structure. The other uniqueness is the initiative-driven part of it. The
collaboration forum is not indicated as an ordinary project or organizational entity or as a fair-
trade organization despite the similarities in certain contexts. Hybrid organizing is represented
solely as an initiative. However, through time in the future, there can be a probability to be
developed in a legitimate organizational structure. Since the collaboration is in the early stage
of development, there may come some changes in structure, governance, and even mission
drift.

In the vulnerable areas of the city of Gothenburg, there are socio-economic problems. The
unemployment rate is higher as compared to the rest of the other areas of the city. In the areas
known as the especially vulnerable, the safety issues were worse in which criminal activities
were extensive. Considering these economic, social, and political matters of discussions, the
local government during the budget work passed a mission that “there should not be anyone
in the police list” and consequently the idea of an initiative-driven collaboration forum started
from the private and public sectors. The first initiative which is known as “The initiative
Destination Tynnered” was started through collaborative partnerships, two private companies
(Volvo Cars and Stena Fastigheter) and one public company (Framtiden) consisting of two
subsidiary companies, Bostadsbolaget and Familjebostéader. Then the positive progress of
“Initiative Destination Tynnered” inspired other actors and as a result, another initiative was
established in Biskobsgarden which is known as “Handshake Biskobsgérden”. The recent

initiative is pretty the same as the previous one with a slight change in the goals and
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governance structure and involved actors in the collaboration forum. Handshake
Biskopsgarden was established in 2022 by Volvo Group and Willhem AB from the private
sector and Framtiden from the public sector. Business Region Goteborg is the business office
for the city of Gothenburg and its surrounding municipalities. A company which is fully
owned by the municipality of the city of Gothenburg. The company collaborates with both
the initiatives during the set-up periods, and they are in the positions of strategic and general
business questions. Moreover, Business Region Goteborg even collaborates with other 12

municipalities in the region.

From the legal and organizational view, social enterprises design the structure of their
ventures as for-profit, non-profit and hybrid models (Kickul and Lyons, 2020 p.128). Kickul
and Lyon (2020) cited “The decision regarding organizational structure is a very serious one
that requires careful consideration. It can affect a social enterprise’s financing, accountability,

and legitimacy” (p.128)

1.2. Research Gap
The research questions are part of the 21st century’s rich area of research and there is lack of
empirical evidence in aligning the conflicting, contradictory dual missions of institutional
logics, tensions management in hybrid organizing and the respective governance issues. The
importance of organizational structure in social enterprises has been witnessed by several
researchers in social entrepreneurship. So, the author was curious to compare the organizational
structures and models of two similar hybrid organizations. Sustainability is becoming today’s
paradigm shift. So that balancing economic, social, and environmental tradeoffs is the key
requirement of survival for all organizations. But it is obviously challenging. As a matter of
investigating the challenges the author found it relevant to make a deep case study of
governance challenges in hybrid organizations besides it is also a relevant empirical research
question. Moreover, the unique organizational set up (i.e., collaboration-oriented perspective
and multiple actors involved from the private, public, and civil societies). Competition is
inevitable and obviously exists in organizations running the same or similar activities. The
research question was part of the author’s interest in social entrepreneurship regarding the
competing institutional logics of business and social impacts. How combined and contradictory
dual missions are achievable? The author’s argument started from thinking about how for-

profit and nonprofit missions survive without shifting to either side?
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In consideration of sustainability as today’s agenda of all organizations regardless of if they
work for-profit mission or non-profit mission. The main question behind sustainability is the
issue of profitability. If organizations are not profitable then they obviously struggle to survive.
And on the other hand, if organizations do not contribute to the societal and environmental
impacts, then they probably struggle financially in the long run. Because the purchasing power
of the consumers increases with the level of impacts. For example, Statistical information
shows that there is a positive relationship between education and income. That’s why
eliminating poverty is stated as one of the UN Sustainable Developmental Goals. Now to
problematize, starting to think about the modern society is full of hybrid organizations working
on being self-sufficient in funding their own social missions rather than depending on charities,
subsidies, or donations. So, the bigger question comes here, how are they then balancing the
profits and impacts?

The literature of social entrepreneurship says about the difficulties of measuring social
impacts, challenges of the risk of mission drift, governance challenges, accountability
challenges, managing internal tensions, conflicting institutional logics and so on. To
understand how challenging, it is to combine these two competing logics of business and
social impacts at its core, then the answer is an empirical question. The number of social
enterprises is increasing in both developing and developed markets including Europe. Then
the “social enterprises” became the focus point of my research question because many
researchers mentioned social enterprises as a rich area of research in the 21% century in which
critical arguments of researchers is an ongoing discussion. There are so many contradictory
discussions, critical arguments, and controversies to be researched and answered as a matter

of developing the field of social entrepreneurship.

1.3. Research Questions
Since the purpose of this study is to analyze the challenges of hybrid organizing in balancing
economic, social, and environmental tradeoffs the main research question is: how do private-
public partnerships balance economic, social, and environmental tradeoffs?” Because
balancing these three elements is a crucial aspect of sustainability. To investigate the
empirical data deeply by taking two similar hybrid organizing structures as a case study,
another two sub-questions are added. The first sub- question is: “how competition between
the investors of hybrid organizations affect the decisions of governing boards in aligning
social-business goals?” And the second sub-question of the research question is saying: “how

hybrid organizing enables societal impacts?”
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1.4. Delimitations
In this study, the focus is on the sustainability of businesses, municipalities and civil societies
based on “hybrid organizing” in balancing economic, social, and environmental impacts. A
Swedish context of social-business hybrid organizing. How hybrid organizing enables
societal impacts. And how do the governing boards of hybrid organizing overcome the
challenges using hybrid models. There are several business logics that social entrepreneurs
follow to achieve societal impacts and financial sustainability. But what is the highly
recommended sustainable business model for social enterprises? In this study, the author was
motivated to compare two organizational models of hybrid organizing using empirical data.
Regardless of the type of business models used, the attention of the researcher was how do
social enterprises (including hybrid organizations and social businesses) meet the competing
logics of business and societal impacts using hybrid organizing models. The aim of the study
was to compare the hybrid models of two similar organizations and to investigate the effects
of competition (between the investors) in societal impacts. Due to the absence of business
models in both the organizations of these case studies, a general perspective of their hybrid
governance structure is considered to answer the research questions. Hybrid organizing here
is represented by collaborative initiatives. Hybrid organizations are conceptualized as social
enterprises if they combine the two competing logics (business and societal impact). So, the
generalizability from this case study may not be appropriate to some types of hybrid
organizations however it can be appropriate for hybrid organizations that integrate societal
and environmental impacts to their core businesses involving private and public partnerships
or multi-stakeholder collaborations for creating shared values. The regulatory effects that may
differ from state to state is not the focus of this study. The case study took the sample of the
Swedish context. The findings or insights from this case study are on hybrid organizing
(governance). How the decisions of the governing boards get affected by the competitive
actions of the investors having the same mission. In short, how is the alignment between
business and social activities affected by the investor’s competition? So regardless of the
regulatory issues and environmental dynamics that vary from context to context, the insights
from this study may be deserved for all hybrid organizations in case of collaborative value
creation situations. Because collaboration and competition are two contradictory concepts and

are available everywhere no matter the context or regulatory issues.
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1.5. Potential Contribution
1.5.1. General Perspective

Extensive and deep literature review helps the author to come up with the critical aspects and
comparative analysis of the case studies. The theoretical frameworks from the literature were
used as a ground for investigating the empirical challenges. In doing so the data collected from
the informants tested for its reliability, however the author was curious in identifying the gaps
between the theory and the empirical context. The governance of social enterprises lacks a
general theoretical framework. There is no unambiguous theory about how the societies’
different activities should be governed (Vakkuri et al.,2021). So, if there is not any general
approach on how activities of hybrid organizations should be governed or addressed, then it
depends on the decisions of the governing boards (Ebrahim et al, 2014). So, regarding the
governance issues there is no reliable theoretical consideration. That’s why the author wants to
design the research strategy to be inductive to build theory from the empirical findings. So,
during the data analysis, deep comparative analysis is made based on the approach of grounded
theory by iteratively analyzing the data while searching for common themes. The analysis can
be seen as a mixed approach in certain context because the author started initially by searching
for themes from iterative listening and coding the transcriptions based on the principle of
thematic analysis but at the same time analyzing the themes based on observations, secondary
data, literature review, website information and other internal documents were parts of the
grounded theory approach that has been applied to analyze the data.

1.5.2. Organizational structure

The governing boards have key performance indicators for measuring the societal impacts such
as number of people employed, number of students passed or improved grades, security
indicators and so on but it is still difficult to come with a concrete empirical insight whether
these measurements represent appropriate societal impacts or not. Because there may be a
situation where you measure the quantity but not the quality of the aspect. For example, in this
case study since the societal impacts are long-term, it is difficult to measure societal impacts
depending on the number of initiatives, projects, events, programs, or collaboration forums but
the appropriate measurement may be continuous research and follow up of the progress of the
impacts. However, in this context it is not the right time to evaluate the impacts because the
stage of collaboration has not reached the integrative level. On the other hand, in the paper by
Vakkuri et al, (2021) provided a theoretical insight on how different types of hybrid
organizations vary on their challenges and opportunities for governance and accountability.
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The authors identified between four types of hybrid institutional contexts i.e., State- Owned
Enterprises (SOEs), Non-profit organizations (NPOs), Social Enterprises, Municipality owned
Corporations however in these case studies the initiatives cannot be approved by the informants
to be named from either of these types but hybrid organizing is the reliable indicator of these
collaborative initiatives.

On the other side Ebrahim et al., (2014) identified three prominent organizational structures of
Hybrid organizations (social enterprises): The low profit limited company(L3C), The
community interest company (CIC) and The Benefit corporation (BC), however the initiatives
in this paper could not be indicated on either of these structures.

1.5.3. Organizational models

According to Santos et al. (2015), there are four types of organizational models of social
business hybrids in which the authors identified as integrated and differentiated. They
investigated how the risk of mission drift and financial sustainability look like across these four
different types of social business hybrids (market hybrid, bridging hybrid, blending hybrid, and
Coupling hybrid). The initiatives of the case studies in this paper i.e., Destination Tynnered
and handshake Biskopsgarden are in the early stages of the collaboration. As stated in the paper
by Austin and Seitanidi, (2012) the authors discussed four stages of collaborations
(Philanthropic, transactional, integrative, and transformational) stages. Hybrid organizations
transform from one hybrid model to another hybrid model depending on the governance of
their activities as integrated or differentiated which means whether the activities that connect
the clients with beneficiaries are integrated or separated and this in turn determines their level

of risk of mission drift and financial sustainability (Santos et al., 2015)

1.5.4. Circular Economy and Inclusive Models

According to the interpretivism approach of the data analysis (Bell et al.,2022), the initiatives
selected in this case study are performing the practices of circular economy using hybrid
organizing models that enables them to be flexible and agile. According to one of the
interviews, linear economy is not the appropriate economic policy. One of the representatives
at Volvo Cars and business controller of Destination Tynnered, Pontus Berger mentioned the
“Silos” and similarly Per Osling also mentioned the “Silos” as an obstacle to the agile
organizational structure. The organizational structure of the organizations is a kind of mixed

that combines the traditional and modern approaches of the circular and inclusive models.
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According to the interview with Per Ostling regarding the circular economy, he explained like
this “We need to shift towards circular economy, where we can use cheaper and effective
methods of solving problems in different sectors such as criminality, medicine, waste, human
resources, education, cultural differences etc. By promoting pro-active approaches that enable
us to see behind the symptoms. And to be flexible, adopting agile organizational structure is
preferable.” One good example of the pro-active approach is to manage the waste before it
becomes waste, So, it is about managing the root cause-effect cycle. For example, to avoid
criminal aspects, it is not about increasing the number of police, but it is about creating pro-
active methods such as investing in education, work, leisure time...etc. Managing young people
and kids. To ensure that they go to work and education, or other entertaining activities and
these activities contribute towards avoidance or reduction of criminal aspects. And it applies
the same with cycling, reusing of materials, human resources and so on.
According to the interview with Pontus Berger, business controller in DestinationTynnered and
Human resource at Volvo Cars, explained the consequence of low school results and how it
affects them:
“...As you could wish, of course. So, there are a lot of challenges. What we are saying
is that all three companies, three of us, want to be part of a positive development in
Tynnered. And like I mentioned yesterday, | mean it's quite natural that the housing
companies are involved in this because they are on site and very often, | get the question
then Why it's well of course involved but it's when you hear what | told you, the other
slide is that only 1/3 of the pupils have all the grades going forward. Then of course the
foundation, the base when it comes to recruitment in the future will of course be less
and less and less if we are not working with this, we have huge challenges finding

competence.”

So, “the school results”, “work”, “spare time activities” are directly linked with the core
businesses of the initiatives. These activities are those to be aligned and integrated using hybrid
organizing models. The main research question of this paper says: “How do private-public
partnerships align economic, social, and environmental tradeoffs?”. The answer to this question
from this case study shows that using hybrid organizing models such as agile organizational
structure and adoptive approaches that iteratively enable to develop new opportunities. For
example, if we see the structure from the initiatives, there are two groups in the governance

structures. One is a steering group having three or four members (CEOs of the three companies
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in the collaboration) and the other is a working group having three members. We can observe
cross-sector functional teams and blending of multiple, hybrid organizing models.
Combination of traditional and modern approaches to solve societal problems and multi-actor
collaboration forum. They use a holistic approach of addressing overarching challenges in

collaboration -what they call creating shared values.

1.6. Thesis Disposition
Chapter 1: In the first chapter there is an introduction about hybrid organizing, motivations of
writing the thesis, the research gap, the problem statement and why the topic is relevant to
study or to investigate it and then the author’s perspectives about the potential contribution of
the findings.
Chapter 2: The second chapter is about the methods used to collect, process and to analyze
the data.

Chapter 3: In the third chapter it talks about how the author systematically and critically
made the literature review with explanations and literature review that support the theoretical

framework of the study.
Chapter 4: Chapter four is about the empirical context and findings of the study.

Chapter 5: In chapter five, there is data analysis. Thematic analysis, stakeholder analysis,
searching and analyzing the themes and critically analyzing their relationships with the

theoretical frameworks.

Chapter 6: Chapter six is about discussions. Discussions around the critical themes and

answering the research questions.

Chapter 7: Part seven is about the conclusion. The conclusion includes the author’s insights,

future research implications and the limitations of the study.

2. Methodology

2.1. Research Strategy
The method used to collect and analyze the data is qualitative. Two hybrid organizations were
selected as a case study. Using semi-structured interview guides, extensive data is collected
from both sample case studies. The informants were selected purposefully to obtain the

required data and information. Purposive sampling and theoretical sampling (Bell et al.,2022)
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combined to generalize theoretical and conceptual frameworks that can support the answer to
the research questions. After conducting extensive literature reviews around social enterprises,
hybrid organizing, sustainability challenges of hybrids, competing institutional logics, social
enterprise models, corporate social responsibility, and benefit corporation, the author came
with some theoretical insights and research questions to deeply investigate and analyze the
empirical challenges of hybrid organizations. The literature review was part of the preliminary
analysis to understand the current and future research implications. The research followed an
inductive approach in the process of framing theoretical conclusions. Detailed information
from the experts of the case study was processed through iterative and deep thematic analysis.
Before conducting the interviews, some sort of secondary data was collected to understand and
cover the previous research contributions and get insights about what has been studied before,
which can be a stepping-interest area of the challenges in both hybrid organizations that had
been selected as case study. The main reason for choosing two organizations was to consider
the validity of the information as a matter of comparative considerations in the process of

building the theories.

2.2. Research design
The research is designed as a deep single case study, but it has been done in a comparative
analysis by taking two similar organizations. The sampling was based on the principle of
theoretical sampling (Bell et al,2022) in which the informants are selected purposefully
depending on their knowledge, experience, and positions. Qualitative method is applied to

collect and analyze the data.

2.3. Data Collection

2.3.1. Secondary Data Collection

Secondary data collected from the summer space report 2022 and 2021 respectively.
Additionally, information posted on the internet, websites and press released information, was
used as an introductory mechanism towards collecting more data. Moreover, internal
documents were obtained from the project leader of Destination Tynnered providing
information about the details of the activity plan for 2023. The first task of this study started
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by identifying the challenges from previous studies or contributions. What has been done in
the previous studies and what challenges have they found.

2.3.2. Process of The Interviews

The first interview was done with a VVolvo Cars representative in the initiative Destination
Tynnered representing Volvo Cars and Destination Tynnered. He was involved in different
positions and even spent more hours than others in the collaboration effort of the initiative. He
is a Business Controller, Human Resource, and Entrepreneur. The first interview was for about
half an hour and then as a continuation two additional interviews were conducted which took
more than one hour each. Similarly, long hours of interview duration (two hours) spent with
David Olsson, who is the project manager of the other similar initiative (Handshake
Biskopsgarden). A total of 19 interview sessions from 16 informants were conducted in which
8 of the informants are purposefully selected to obtain the required data to answer the research
questions however 8 of the informants were interviewed in an occasional situation following
the scheduled event offered by Destination Tynnered. The information about the scheduled
event was received from the organizer and leader of the initiative Destination Tynnered, Pontus
Berger, who is the representative of Volvo Cars in Destination Tynnered. Four informants
regarding Destination Tynnered and three informants regarding the other similar organization,
known as “Handslag Biskopsgéarden and one with the responsible person to the “Summer
Space” program, Per Ostling who is also an institutional entrepreneur. The program, “Summer
Space” is a small research project that provides the initiative Destination Tynnered with
research, design thinking and advice which can be interpreted as management consultants of
Destination Tynnered. The Summer Space program is not available in the other similar
initiative (Handslag Biskopsgarden). Two informants out of the eight informants were valid
for responding in both cases. They were involved in both collaborations (i.e. the public side of
the collaboration forum). Besides, | did quick interviews with 8 people from 5 different
companies following a job fair event.

The interviews were based on semi-structured interview guides. The questions were divided
into 3 modules. Modul 1: questions to break the ice and context, Modul 2: questions about the
ecosystem, stakeholders, and the competition and Modul 3: questions about the challenges for
making an impact.

The interview guides are sent before the interviews to some of the interviewees on their request

but most of the interviews happened without pre-sending the interview guides. During the
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interview durations, some follow up questions followed flexibly according to the responses of
the interviewees. The semi-structured interviews were conducted in such a way that gives an
open opportunity to reply but to direct them towards the objectives, the follow-up questions
played a significant role in shaping the extensive and broad information flows.

2.3.3. Case Overview

Destination Tynnered (DT) is an initiative driven long-term private -public partnership for
making societal impact in the socio-economic vulnerable areas of the city (City of
Gothenburg). The mission is driven by eliminating socioeconomic problems in the vulnerable
and especially vulnerable areas of the city until 2025.

The first initiative started in Tynnered between three partnerships (One public company and
two private companies). One International automotive manufacturer headquartered in
Gothenburg i.e., Volvo Cars and another International real estate company i.e., Stena
Fastigheter, came to an agreement to establish a partnership with a publicly owned real estate
company (Framtiden) to meet the societal challenges of reaching “no one should be in the
police list until 2025

Socially motivated for the purpose of solving socio economic problems, to exploit the cultural
diversities and talents, societal values in different sectors such as science and education i.e.,
STEM, human resources, diversified workforce, music & art, etc... which collectively create
attractive and safe Tynnered.

It was founded by three main actors in Sweden (Volvo Cars, Stena Fastigheter, and Framtiden).
One of the initiatives of Destination Tynnered is “The Summer Space” which was created by
“Space” in 2015. Since its start, Summer Space has been part of the initiative of Destination
Tynnered in Gothenburg city addressing the issues of “area-based initiatives”, potentials, and
challenges. According to the Summer Space team report 2022, the task of initiative Tynnered
is categorized into three themes: Dialogue, STEM, and Democracy.

STEM represents Science, Technology, Engineering, and mathematics. It is a generic term and
the collective name of the natural sciences mentioned. The detected problem concerning this
theme is the specific girl’s “low uptake” and generally low participation and passing grades in
the subject matters of STEM. According to the Summer space report 2022, the main cause of
this low uptake by girls is their perceptions and stereotypes in evaluating STEM as low usable
and less important in the practical applications of their daily life. Democracy is the second
theme raised as an issue in Destination Tynnered. The concept of Democracy is about the lack

of direct and indirect participation and engagement in the political contributions of society. The
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third aspect is the Dialogue regarding the communication flows and idea exchange between the
locals of Tynnered. According to the investigations in the previous reports, there is a lack of
vertical and horizontal communication and dialogue between the locals.
As stated in The Summer Space report, 2022 some of the problems do not specifically fall
under the three categories of STEM, dialogue, or democracy unless they belong to the overall
holistic approach of the common aspects of the three themes. This means they can be solved
by viewing the overall picture of the societal challenges from a broader perspective of holistic
view. Some of the main challenges identified in the summer space report 2022 are: Lack of
meeting places, lack of collaboration, Cultural problems, Communication, and information
gap, Negative portrayal-the bad image about the history of Destination Tynnered and Trust -
due to the differences in cultural backgrounds.
Destination Tynnered’s Focus areas and Long-term objectives.
There are four focus areas and eight long-term objectives. Destination Tynnered’s focus areas
are work, school, leisure time and city development. The eight long-term objectives are:
One is Tynnered to be the destination for many residents in Gothenburg city, second: School
which is attractive even to the students from other parts of the city , third: improving the school
result and making it better than the average of other areas in Gothenburg city. Four: Creating
1500 summer jobs from which 300 lead to the next stage of career development, five: creating
500 long- term work conditions, six: establishment of 100 new companies, seven: modern
mobility solutions are offered to everyone who lives in Tynnered, and eight: 600 new homes
in various forms of lease.

2.4. Sampling

2.4.1. Informants

The informants are people with higher managerial and governance positions in the daily
operational activities as well as strategic responsibilities. The organizational structure is similar
in both the initiatives (Destination Tynnered and Handslag Biskobsgarden). The main
difference lies in the investors involved in the initiatives and the operational progress as the
matter of time aspects since the establishment period. Destination Tynnered was established in
2021, which has been functioning for more than two years unlike Handslag Biskobsgarden
which was recently established in 2022, that is for more than six months since the set up. So,
the informants include members from the working group, project manager, project leader,
relationship manager, and process leader working with the overall tasks of the goals,

representatives of the investors from each initiative, the head of development for the public
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company, which is involved in both initiatives. The organizational structure of the initiatives
is characterized by one working group and one steering group. The working group has three
members responsible for the activity-based tasks. And the steering group has four members
including the project leader, working with the strategic and political decisions required for the
initiatives. They are like the governing boards for the initiatives. Table 2 below has the list of
the informants, date of interview, time spent per interview moment and their positions in

relation to the collaborative initiatives.

Table 1Respondents at Destination Tynnered

Name Company Time: 00:17:01

1 Participant 1 Goteborg stad

2 Participant 2 Bostadsbolaget

3 Participant 3 Bostadsbolaget

4 Participant 4 Spolio

5 Participant 5 F.Personlig
Assistans

6 Participant 6 F.Personlig
Assistans

7 Participant 7 F.Personlig
Assistans

8 Participant 8 Lernia

Informants in the place (Job fair event offered by Destination Tynnered)
Participants




Table 2 Informants

Date Informants S. Type of Time Company Position
N  interview
27/03/2023  Informantl 1 In person  00:26:03 Volvo Cars  Volvo Cars
Berger,Pont representative in
us Destination
Tynnered
28/03/2023 2 Digital 01:26:50 Volvo Cars  HR-Volvo Cars
via Teams and
Business
ControllerinD. T
31/03/2023 3 Digital 01:03:47 Volvo Cars
via Teams
04/04/2023  Informant2 4 In person  00:18:17 Stena Relationship
Sari Isberg Fastigheter ~ manager
03/04/2023  Informant3 5 In person  00:26:04 Goteborgs Leisure Assistant
Inigo Perez Stad (Fritidsassistent)
05/04/2023  Informant4 6 Digital Business Process leader
Lena.S, via email Region
Magnusson Goteborg
18/04/2023 7 Digital 00:59:21 Process leader
Via teams
06/04/2023  Informant5 8 In person  02.00:05 Volvo
David Group Project Manager
Olsson (H.B)
17/04/2023  Informant6 9 Digital 00:51:03 Framtiden Head of
Annie via teams development
Hohlfélt
10/04/2023  Informant7 10 Digital Destination  Project leader
Karin via teams Tynnered
Jaxmark
17/05/2023  Per Ostling 11 InPerson 00:40:58  Summer Institutional
Space Entrepreneur

The date of conducted interviews, the informant's name, the job position of the informants, the
time length of each interview moment.
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2.5. Data Analysis

The data is analyzed both through thematic analysis and grounded theory approach. So, the
approach for the data analysis is a mixed approach. In answering the research questions, the
first step was conducting thematic analysis to identify concepts, patterns, and themes however,
simultaneously iterative analysis of the interviews, observations, accessing secondary data,
websites of the organizations involved, internal documents obtained from the organizations,
research papers conducted in similar contexts were parts of the analysis. So, the interviews
passed through two levels of analysis. For example, the author was also participating in events
and quick interviews, and deep analysis of the literature, to investigate and analyze the
empirical challenges of governance in relation to the empirical contexts.

2.6. Validity
The interviews are all carefully recorded and transcribed. In transcribing the interviews, the
researcher used three step processes to maintain the accuracy and validity of the data in
transforming from audio to a text format. The first process was careful listening of the recorded
audios and thereby iteratively investigating and confirming their accuracy and originality in
the next scheduled interview either with the same interviewee or another one who holds the
right position to confirm the data. The process used was iteratively analyzing the data. After
repeatedly listening and investigating the recorded audios, the next step was transcribing them
using a computer (the Microsoft word transcribe service) then in the firsthand documents got
saved without any corrections to the errors. Then in the third process, manual corrections
followed by doing a copy and Paste to another file. All these careful storages of the data and
procedures are part of validating the data from possible conversion or transforming errors while
giving chance to iterative investigations correspondingly. According to Bell et al. (2022) the
first step for analyzing the themes is to be familiar with the data. Considering the issue of
validity, confirmation of the secondary data collected was the introductory part of the iterative
analysis. During the iterative process of the interview periods, a written form of questions was
sent to the operational and strategic leaders of the initiatives. Then the written answer to the
critical questions deserves validating the tape-recorded data too. Since the author is one person
there were not any internal conflicts in interpreting or analyzing the data or information
obtained. The author started by analyzing secondary data from previous studies and additional

information from websites. In preparation of the interview guides and interview questions, the
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author spent a lot of time critically reviewing the questions and then the questions are sent to
the supervisor for additional review and comments.
2.7. Ethics

In undertaking the interviews, the researcher started with a brief introduction of himself, the
research project, research questions, and research purpose. Before starting the interviews, the
interviewees are asked to give their permission to get the data recorded and transcribed. With
some of the respondents the interview guides are shared in advance as per their request. One
of the informants gave restricted permission of usage for the data given. For example, the
interviewee would like to confirm the citations and other information from the conducted
interviews to be approved by the interviewee before publishing it. And according to the

agreements, the author confirmed with the interviewee regarding the citations to be included.

3. Literature Review

Systematic narrative review of the literature is done to understand the research developments
in the area and what topics have been covered previously, what arguments and controversial
discussions raised. The first review was a quick overview of the scope and common themes in
social entrepreneurship. After identifying the research questions and topics of interest, a second
narrative review followed focusing on the specific keywords of the research themes selected in
the research questions. The keywords are “social enterprises”, “hybrid", "business models”
where around 49 documents were found using Scopus database search and then in the third
round, one more search keyword was added i.e., “collaboration” in which five documents
appeared in the same database. At the end, when another key word was added i.e.,
“competition” where only 6 documents appeared in Scopus database. The main reason for
using Scopus as a search database was the consideration of multidisciplinary perspectives and
the nature of social enterprises is relevant in that regard. After deep reading of the articles, the
author selected the relevant articles that match the concerned frame of the research questions
and field of interest. Then further searches have been conducted through google scholar and
other databases such as Arts and Humanities, SpringerNature, Social Science premium
collection, Business source premier, SAGE Journals, Routledge handbooks.etc. All articles are
checked for their validity for being peer reviewed. The library of the university of Gothenburg

was the main database used for accessing all the databases and Journals.
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In some cases, separate searches were done depending on the specific information and
knowledge area required using Google scholar. e.g., Benefit corporation and Corporate Social
Responsibility, Creating Shared Value, Hybrid organizing to get the specific articles written in
the specific topics. Regardless of which search database is used, all articles used as references
are checked to ensure that they are peer reviewed.

In the article by Vargo and Lusch, (2004), the authors conducted a stream of marketing
literature based on the timeline starting from 1800 until 2000 reviewing different schools of
thoughts, theories, and practices. So, the paper delivers arranged literature streams on how
marketing is evolving towards a new dominant logic. On the other hand, Ebrahim et al. (2014),
critically analyzed the risk of mission drift across different legal organizational set ups and
about how organizations using "differentiated” and "integrated” hybrid models monitor the
governing challenges of mission drift and accountability to "what™" and "who™.

Since we are living in the "knowledge economy™ or “service economy”, the goods dominant
logic is shifting towards Co-creation of values, where skills and knowledge are the most crucial
resources required to be sustainable and maintain competitive advantages. Service logic is
therefore becoming more essential than goods logic. According to Vargo and Lusch (2004),
resources are categorized as "operand" and "operant”. Despite award winning, Brodie et al.
(2006) criticized Vargo and Lusch (2004) for not giving enough attention to branding but also
Brodie et al. (2006) filled a theoretical gap by integrating Service dominant logic with branding
(i.e., the concepts of customer equity, brand equity and network equity are integrated into
service dominant logic).

The manufacturing sector is therefore shifting from mass production of goods into service
provisions in which branding is part of the service design that connects the customers with the
service. The traditional view of resources and economic exchange is also changing towards
another dominant logic. As stated by Vargo and Lusch (2004), “Interactivity, integration,
customization, and coproduction are the hallmarks of a service-centered view and its inherent
focus on the customer and the relationships” (p.11). Coming back to social enterprises, they
have similarities with business enterprises despite the differences. Reviewing the literature of
social enterprises, the common themes are: Internal tensions, mission drift, accountability

challenges, governance challenges, transparency issues and hybrid nature. etc.
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3.1. Theoretical Background
The purpose of this thesis is to investigate the empirical challenges of two similar hybrid
organizing models depending on the insights given by Santos et al.( 2015) and Ebrahim et
al.(2014) in relation to the dominant logic of marketing (Vargo and Lusch, 2014) that is mainly
about the “operand” and “operant” resources and the general view of shifting from traditional
goods exchange view towards more advanced service-centered view as states by Vargo and
Lusch (2004) “service provision rather than goods is fundamental to economic exchange”(p.1)
In the paper by Santos et al, (2015) the authors contributed insights about what they called
“contingent versus automatic value spillovers and the degree of overlap between beneficiaries
and customers”. And in the paper by Ebrahim et al, (2014), the authors distinguished between
two ideal social enterprises as “integrated” and “differentiated” models i.e., when the
beneficiaries are also customers or when the customers and beneficiaries are two different
categories of a social mission. Hybrid organizations design different business models that
enable them to create, deliver and capture values in different ways. Regardless of the
differences between which perspective it is, which theoretical frameworks or insights they have
researched, what most of them covered is the matter of hybrid organizing and the common
perspective raised is the relationship between customers and beneficiaries and how to deal with
the managerial challenges of aligning profits and impacts. According to Ebrahim et al. (2014),
the authors contributed to the governance roles in relation to accountability and they identified
between “integrated” and “differentiated” models. And according to Santos et al (2015), the
authors came with four social business hybrid models (Market hybrids, bridging hybrid,
blending hybrid, and coupling hybrid). For managers of hybrid organizations to easily assess
the hybrid nature of their organizations, understanding the typology of the models and ways of
managing them is a crucial part of their task (Santos et al, 2015). Managers of hybrid
organizations are challenged by the alignment of profit and impacts (Santos et al.,2015;
Ebrahim et al.,2014; Yosun and Cetindamar, 2022). Future researchers in hybrid organizing
need to address the empirical challenges deeply (Ebrahim et al, 2014). So, this paper is dealing
with a unique initiative-based hybrid organizing which is to investigate and analyze the
empirical challenges from the managerial and organizational model perspectives. Because
business model innovation is the key issue in dealing with the alignment of commercialization
activities of a social mission and returns to the investors. This can be seen in relation to the
commonly affecting overarching challenges influencing businesses, public administrations,

and civil societies in transforming societal and environmental impacts. How they collaborate
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for mutual benefits, add value, and create collaborative shared values that enables a win-win
strategy for all parties involved in the collaboration ecosystems. Competitiveness is an
inevitable factor that affects all actors involved in the commercial sectors to compete for
acquiring resources (operant). It is not possible to avoid competition and it is sometimes a
positive effect in enhancing productivity and innovation. However, collaboration is more
effective and beneficial considering the terms used by Santos et al. (2015) "the automatic and
contingent value spillovers”. Addressing societal issues is frequently good business in and of
itself. Socially conscious products may boost sales and pricing power, sustainability initiatives
frequently boost value chain efficiency, CSR initiatives can build goodwill in the communities
where businesses operate, and meeting the needs of low-income populations may create new,
lucrative markets. But at some point, tough choices may need to be made, forcing business
leaders to balance societal value creation against value capture for the company (Santos et al,
2015).

Destination Tynnered and Handslag Biskopsgarden are two “hybrid organizing” structures
established in 2021 and 2022 respectively. According to the interviews conducted with seven
people working in managerial and entrepreneurial positions, both organizations are based on
collaboration forums, known as “long term investments,” in social sustainability. The main
reason behind establishing the initiatives, as mentioned in all the interviews, is to meet socio
economic problems in the “vulnerable” and “especially vulnerable” areas of the city of
Gothenburg until 2025. The investments are aimed in four focus areas: school results for kids
and young people, work for young people and adults, leisure time for kids and young people
and city development. “School Result”, as mentioned in all the interviews, is the main cause
of the socio-economic problems in the vulnerable areas. Students who do not get a passing
grade during their junior and high school education have difficulties entering and integrating
themselves in the labor market.

The traditional way of viewing an economic activity (i.e., goods exchange, manufacturing, or
output view) is changing towards a “service-centered view of marketing” (Vargo and Lusch,
2004). According to Constantin and Lusch (1994) as cited in Vargo and Lusch (2004)
“Operant resources are resources that produce effects”. As per Vargo and Lusch (2004) the
realization about skills and knowledge as the most crucial types of resources happened in the
late twentieth century and then the relative role of operant resources started to shift. The two
economists who recognized the shifting role and resources’ view were Zimmermann (1951)

and Penrose (1959).
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3.2. Mission Drift

A major issue for corporate leaders in the twenty-first century is creating novel business
models that balance profit and societal effect (Santos et al, 2015). The risk of mission drift is
one of the well-researched themes in the literature of social enterprises engaging in double
missions of business and societal impacts. It is more acute to the context of hybrid
organizations, even if it is applicable to all organizations (Ebrahim et al.,2014) “Although
they bear clear promises, social business hybrids are also fragile organizations that walk a fine
line between achieving their social mission and living up to the discipline of the market.”
(Santos et al, 2015 pp.36). Business logic is profit oriented and the commitments are highly
directed towards raising the financial returns which means maximizing the profits and
reducing the corresponding costs. However, this logic is opposite and contradicts with making
a societal impact. So how difficult could be to balance those two contradictory logics together
as a core activity? “The central challenge of social business hybrids is to align the activities
that generate profit with the activities that generate impact.” (Santos et al., 2015 p.39). Social
business hybrids must reconcile competing expectations of both value capture and value
creation, and they must do so in a systematic way rather than focusing on the immediate needs
of one dominant stakeholder. While commercial organizations are expected to prioritize value
capture for their owners (subject to a set of societal constraints), and social sector
organizations are expected to prioritize value creation for their beneficiaries (subject to
mobilizing enough resources to continue operating) (Santos et al, 2015)

3.3. Value Co-Creation
According to Vargo and Lusch (2004) “the customer is always a co-producer” (p.10). There
are so many arguments regarding the “co-creation concept” but most of the scholars agree on
the “interaction” between the firm and the customers to co-create values. This interactive
approach then reduces the risk of mission drift by letting the beneficiaries to be active
participants of the societal impacts. To classify the type of social business hybrids, there are
two key dimensions to be considered i.e., the degree of dependent value spillovers and the
degree of client and beneficiary overlap (Santos et al, 2015). Profit is the value that an
organization captures for its owners (shareholders in a publicly traded company, partners in a
partnership model, or members of a cooperative model), and impact is the value that an

organization creates for society while achieving its mission, which may include social and
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environmental benefits (Santos et al, 2015). To achieve societal and environmental impacts,
collaboration plays a great role in transforming the positive impacts towards sustainable
developments. “Collaboration over competition” is the best approach to create social values
and to consider social inclusion for the vulnerable areas. Co-creation of values is the modern
way of performing commercial and social values in an integrated and interactive style. The
concept of co-creation is applicable both in the case of commercial activities as well as in
transforming societal impacts. In the article by Lashitew et al. (2020), "Inclusive Business at
the Base of the Pyramid", business organizations using social innovation are emerging and
becoming sustainable. They are profitable and sustainable due to being integrated into
neighborhood networks, developing, and putting social innovation into practice. (Lashitew et
al., 2020).

Social enterprises using hybrid forms combine the aspects of market mechanisms and social
mission hand in hand. So collaborative value creation (CVC) is an essential part of achieving
the balance between business logic and societal impacts. Competition is obviously relevant
from a business perspective as many researchers consider in their studies as the main dynamic
influencing factor, however in the case of organizations engaging in a social mission, there is

lack of research (Nascimento et al.,2021; Arenas et al, 2021)

Due to the increasing number of social enterprises, researching the empirical challenges of
social enterprises because of competing logics, giving attention to competitiveness among
social enterprises having different missions seems relevant. So, in this paper the research
question is to understand the competitiveness between social enterprises/hybrid organizations
having the same social missions. How competition affects governance decisions in balancing
economic, social, and environmental impacts? Organizations involved in social
entrepreneurship perform double missions at a time and they are exposed to the challenges of
balancing the stakeholders’ interests while simultaneously satisfying the beneficiaries of the
social mission. So, this study is just to investigate and explore the empirical challenges among
hybrid organizations in the Swedish context using a comparative case study and analysis of
the Swedish social enterprises/ hybrid organizations in relation to the risk of mission drift and

financial sustainability.

3.4. The Challenges of Social Enterprises
Social enterprises face challenges in combining and aligning the contradictory dual core

objectives of commercial and social values. And the distinct challenge is that both dimensions
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are included in their success (Ebrahim, et al.,, 2014). Over the last decade, social
entrepreneurship has been the main field that is growing rapidly and attracting the attention of
different sectors (Kerlin,2013).
Social enterprises bring potentially conflicting goals together and, they combine the potentially
divergent interests of multiple stakeholders, and those characteristics of social enterprises
attract several researchers providing a rich subject of study in organizational governance
(Ebrahim, et al., 2014)
“Social enterprises are accountable for both a social mission and for making profits (or
surplus)” (Ebrahim, et al., 2014). The risk of mission drift is acute in social enterprises due to
two main reasons, but other types of organizations are not free from such problems. One main
reason is that social enterprises are dependent on revenues generated from commercial
activities to secure their financial sustainability. Consequently, this may lead to prioritizing
financial goals. The second reason is the consequence of shifting to the financial focus brings
a negative effect on the beneficiaries' social values in which they receive reduced social values
due to the social enterprises' loss of sight of the primary purpose (Ebrahim, et al., 2014)

3.5. Types of Social Enterprises
Integrated and Differentiated
Typically, social enterprises can be categorized as Integrated and Differentiated (Ebrahim et
al.,2014; Santos et al.,2014). Integrated means when the clients do the activities of a social
mission. So, beneficiaries and clients are the same group in case of integrated however
differentiated means the beneficiaries of a social mission and clients are not the same. The
activities of the social mission are not integrated with the commercial activities.
Three prominent types of social enterprises (Ebrahim et al.,2014)
1.The low-profit limited company
2.The Community interest Company
3. The Benefit Corporation
There are four types of social business hybrids (Santos et al., 2015)
The risk of mission drift in social business hybrids varies depending on the organizational
model of social business hybrids.
1.Market hybrids: clients and beneficiaries are the same. The risk of mission drift is low and
financial sustainability is easy (Santos et al., 2015)
2.Blending hybrids: clients and beneficiaries are the same. The risk of mission drift is

intermediate and financial sustainability is moderately difficult. (Santos et al., 2015)
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3.Bridging Hybrids: Clients and beneficiaries are not the same. The risk of mission drift is
intermediate and financial sustainability is moderately difficult (Santos et al., 2015)
4. Coupling Hybrids: Clients and beneficiaries are not the same. The risk of mission drift is
high and financial sustainability is difficult (Santos et al., 2015)
Four types of hybrid institutional context (Vakkuri et al., 2021)
1.State-Owned Enterprises
2.Non-Profit organizations
3.Social Enterprises
4. Municipality Owned Corporations
The spectrum of organizational structure options for an entrepreneur (Kickul and Lyons, 2020):
There are several options of organizational structure for social entrepreneurs but the range of
options to choose lies between pure for-profits, hybrids, and pure-nonprofits. And the hybrid
organizational structure can follow six principal forms: For-profits with Non-profit
subsidiaries, Non-profit with For-profit subsidiaries, Non-profits with Non-profit subsidiaries,
Non-Profit-Nonprofit partnerships, non-profit-for-profit partnerships, and Cooperatives. And
the choice of organizational structure is a very important decision that can affect social
venture’s accountability, financing, and legitimacy (Kickul and Lyons, 2020)

3.5.1. The Benefit Corporation/ B-Corporation

The Benefit Corporation (BC) is a new for-profit legal business entity that combines social and
financial impacts. They generate profits for shareholders along the way to achieving a social
mission. They engage in a double mission because they are accountable for the social impacts
while they return profits to the investors/shareholders (Hiller, 2013). In short, this can be
explained as doing business for the benefit of the public while maximizing profits for the
shareholders. Societal responsibilities are part of the business mission and commercial
activities are the objectives of pursuing the business in line with securing the public benefits
and environmental impacts.

The relationships between businesses and societies arise ethical questions, duties, and
responsibilities in which businesses are also part of the environmental, social, economic, and
legal ecosystems and therefore they need to consider protection in case of harm and contribute
to sustainable developments of the societal and environmental impacts. The uniqueness of this
legally formed new B-Corp type of business is in the legal perspective of balancing the public

benefits, social responsibilities, and shareholder returns.
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3.5.2. For-profit, Non-profit and Government Organizations

According to Kickul & Lyon, hybrid structures can be categorized as nonprofit, for-profit, and
or government organizations and then these three categories may have six different
organizational forms: 1. For-profits with nonprofit subsidiaries, 2. Nonprofits with For-profit
subsidiaries, 3. Nonprofits with nonprofit subsidiaries, 4. Nonprofit-nonprofit partnerships, 5.
Nonprofit-for-profit partnerships and 6. Cooperatives (Kickul & Lyons, 2020 p.136).
There are different business models for social enterprises such as “the enterprise business
models Subsidization(philanthropy) model, Fee for service-non-profit business, the market
intermediate model, the employment model, the support model. etc.
Social entrepreneurs work in collaboration with several actors in the ecosystem. Among others,
Incubators, networkers, accelerators, co-working spaces, and social venture philanthropists are
some of the common supporting stakeholders. There is an emerging ecosystem for social
entrepreneurs to work together with community support. Social entrepreneurs receive help
from the community. The ecosystem delivers multiple supporting mechanisms that enable them
to achieve its mission. Some of the support resources include financial help, physical, and
technical help, human assistance, and social capital (Kickul & Lyons, 2020 p.294). Hybrid
organizations follow "integrated” or "differentiated"” types of activities. "Integrated" means the
customers of the social enterprises are also the beneficiaries at the same time however, in the
case of the " differentiated™ model the customers are separated which means the customers and
beneficiaries are not the same groups (Ebrahim, et al., 2014). In the "differentiated” model,
social enterprises generate profits from the activities of the commercial part and then they use
the revenues to fund the beneficiary's activities. The beneficiaries are not the primary customers
of the goods and services, but they receive the help of revenues generated from other sectors
(Ebrahim, et al., 2014).

3.6. Paradigm Change
In the twenty-first century, the paradigm is that business should serve society, and
"sustainability has been acknowledged as a paradigm™(Del Baldo, 2019). Thinking beyond the
traditional way of viewing businesses as pure economic entities has been today's agenda of
many scholars recommending a new business model that considers sustainability as the main
mission of the company (Del Baldo,2019; Stubbs, 2014 & Cocklin, 2008).
As a result of the changing societal and environmental conditions, firms are also obligated to
change their organizational structure to a new form that enables an ecosystem of collaboration

that combines the features of "public, private and civil - third sector (Del Baldo,2019; André,
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2015; Billis, 2010; Nicholls, 2010; Rao & Kenney, 2008; Rawhouser, Cummings, & Crane,
2015). Businesses can maximize profits to shareholders while providing benefits to the public
and taking accountability for social and environmental responsibilities. The Benefit
corporations (BC) and B-Corp have been developed recently to combine for-profit Missions
with the main purpose of the enterprise which is social and environmental impacts over
shareholder profits. It is the outcome of the new hybrid institutional form.
3.7. Defining Social Entrepreneurship

Kickul & Lyons (2020) defines social entrepreneurship like this: "Social entrepreneurship is a
multidimensional construct involving the expression of entrepreneurially virtuous behavior to
achieve the social mission, a coherent unity of purpose and action in the face of moral
complexity, the ability to recognize social value-creating opportunities and key decision-
making characteristics of innovativeness, proactiveness and risk-taking” (p.15). In the article
by Miller et al (2012) venturing through the heart and head, compassion (integrative thinking,
pro-social cost-benefit analysis, and commitment) are the three main pre-conditions that
motivate entrepreneurs to be socially committed. "To somehow balance moral imperatives and
the profit motives - and that balancing act is the heart and soul of the movement."(Kickul &
Lyons, 2020 p.15).

The motivations for social entrepreneurship are “background and content” (Mair and Noboa,
2016 as cited in Kickul & Lyons, 2020 p.19), compassion (integrative thinking, pro-social cost-
benefit analysis, and commitment) Miller et al, 2012). “Defining Social Enterprise across
Different Contexts: A Conceptual Framework based on institutional factors” (Kerlin, 2013).
When we talk about social enterprises, the term hybrid organizing rises as a main agenda due
to social enterprises combining double missions at a time. They use commercial mechanisms
to achieve a social purpose (Ebrahim, 2014; Battilana, 2018). The "For-profit" part refers to
the commercial aspects of the managerial challenges while the "Non-profit" refers to the
societal impacts. So, there are two contradictory and conflicting logics to be achieved at a time
however to manage these opposite logics the use of smart and effective governance is highly
demanded as to settle and balance the tensions between the two contradictory missions. Despite
the aspects of conflicting institutional logics, balancing economic, social, and environmental
tradeoffs is the modern and urgent requirement of sustainability. Conflicting interests and logic
are inevitable in the sense that we cannot avoid them from happening. They are naturally
existing, and nobody can stop or control the complexity of their interactions and challenges but

having appropriate organizing and proper managerial skills are among the top and essential
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needs that are demanded to balance the complex nature of balancing financial, social, and
ecological forces for better mutual benefits that are known as "win-win" strategy. So, it is
obvious that managing tensions is the main challenging task of governance. Hybrid organizing
in social enterprises enables a higher potential for developing social innovations but
simultaneously it is leading to increased tensions within these organizations (Sanzo-Pérez et
al.,2022). The traditional way of financing social enterprises was based on donations from
charities, philanthropists, and public sectors, however the modern way of running social
enterprises is not the same as the traditional one in which social enterprises are engaging
themselves in commercial activities to raise their own funds to finance their social missions.
This enables them to become self-dependent in funding their activities and projects rather than
depending on donations or charities to fulfill their social mission but consequently, the outcome
of this combined hybrid effort leads to tensions and mission drift (Sanzo-Pérez et al.,2022;
Ebrahim, 2014; Battilana, 2018). The independent reliance on commercial activities forces
social enterprises to enhance their business models towards financial objectives and this fact
increases the risk of mission drift and downward accountability towards beneficiaries (Sanzo-
Pérez et al., 2022). According to the survey result from the paper by Sanzo-Pérez et al. (2022),
about the collaboration of social enterprises with Non-profit partnerships, accountability to
beneficiaries is encouraged after the collaboration among the partnerships and when it has
passed the transformational stage. And at the same time, the accountability to other types of
stakeholders is also improved or, at least, not affected. "The rise of social purpose organizations
(SPOs) and their drive to contribute both to the economy and societal wellbeing has been well
documented™ (Weerawardena et al., 2021). Business model innovation plays a great role in the
realization of balanced outcomes of economic, social, and environmental contributions
allowing dual growth and expansion of social-economic goals while enabling consistent
survival of the organization. According to Gasparini et al. (2020) as cited in Weerawardena et
al., (2021), found that social purpose enterprises work with supplier communities with the aim
of co-creating business models for social innovation that prioritize serving the community

traditions (Weerawardena et al., 2021).

3.8. Coopetition

Coopetition, which means where competition and cooperation go side by side, is also
researched in literature. (Arenas et al., 2021; Nascimento et al., 2021). There are three

different parts of coopetition in the paper by Arenas et al (2021) one at the operational level,
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second at the stakeholder level and third at the environmental level. The extent of cooperation
and competition under these three different contexts showed different empirical results. In the

paper by Austin & Seitanidi, (2012) different types of collaborations are discussed.

Many researchers in social enterprises and hybrid organizations proved that there are tensions
due to the combined task of making profits with social and environmental impacts and these
tensions can have negative impacts on their sustainability as it restricts their performance.
(Battilana and Dorado 2010; Battilana and Lee 2014; Fosfuri et al. 2016; Ramus and Vacarro
2017)

3.9. Social Enterprises’ Hybrid Characteristics

The social enterprise (SE) is one approach for pursuing environmental and social objectives
while adhering to corporate logic (Gigliotti and Runfola, 2021; Maier et al., 2016; Murthy et
al., 2021), Social innovation (Phillips et al., 2019), and governance (Low, 2006), and social
impact and performance (Ebrahim & Rangan, 2014). Due to SEs' variety of organizational and
legal forms, this argument continues. (Smith & Besharov, 2019). Additionally, a SE might be
a for-profit or non-profit organization (Castellas et al., 2019). Non-profit SEs are the most
prevalent SEs in Europe, according to this study (Defourny & Nyssens, 2010), and in North
America (Kerlin, 2006). Our method, which is supported by the existing literature, which is
representative of a well-established line of study, is to read and evaluate SEs via the lens of the
Hybrid organizations approach in order to account for these particular traits( Gigliotti and
Runfola,2021; Battilana & Lee, 2014; Doherty et al., 2014; Pache & Santos, 2013).Hybrid
organizations mix various logics and simultaneously pursue institutional aims and purposes
that contradict one another (Gigliotti and Runfola; 2021; Besharov & Smith, 2014). Hybrid
organizations mix many logics and simultaneously pursue opposing institutional purposes and
goals. requesting unusual managerial approaches and controls, along with focused business
concepts (Gigliotti and Runfola,2021; Reuter, 2021). asking for unusual managerial
approaches and controls, as well as certain business models. Over the past ten years, SEs have
received more attention in literature. The academic discussion of SEs is robust and covers a
wide range of subjects, including business models (Gigliotti and Runfola,2021; Davies &
Chambers, 2018). There is a persistent argument over the kind of organizations that qualify as
SEs (Defourny et al.,2021), continually changing within specific geographic and statutory
circumstances (Kerlin, 2006), and continuously changing in distinct geographic and statutory

contexts. Increasing the topic's uncertainty makes a conventional definition more difficult
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(Gigliotti and Runfola; Jones & Keogh, 2006), increasing the difficulty of a conventional
definition and the vagueness of this subject. Their principal source of income is from
commercial activity, in contrast to other non-profit organizations whose continued existence is
sometimes dependent on public subsidies or contributions (Mason et al., 2007). They differ
from other nonprofits in that their main source of funding comes from commercial activity
rather than public grants or contributions, which are frequently necessary for their continued
existence. Hybridity results in a tainted organizational framework and hazy boundaries
between different aspects (Austin et al., 2006). Even though the organization's main objectives
are social and environmental, hybrid entrepreneurs see themselves as businesspeople
(Reynolds & Holt, 2021)

3.9.1. Work Integration Hybrid Organizations in Sweden

Work-integration social businesses are examples of hybrid organizations since they combine a
social welfare rationale with a commercial logic (Pache and Santos 2013). In the article by
Kraff & Jernsand (2021), the researchers' direct access to participant experience gives them
knowledge of how the hybridity of WISEs incorporates them into social innovation processes,
which favorably influences their potential for skill and confidence building. How WISES'
hybrid nature and engagement with social innovation give participants access to social,
commercial, and labor market inclusion, which benefits their capacity to develop skills and
confidence. The empirical example identified three obstacles preventing WISEs from fully
assuming their presumed roles: a lack of collaboration, inadequate coordination, and a lack of
knowledge (public organizations are unaware of the hybrid format of WISEs and how they
operate). Thus, the absence of cooperation and communication between those involved in
language education (both formally and informally) inhibits conversations about how different
actors can best contribute and where other players should step in.

3.9.2. Balancing Competing Logics and Hybrid Governance

In the paper by Bruneel et al (2016) examines a for-profit social enterprise's experience with
bankruptcy: Metalcon, a company that experienced financial trouble two years after it was
founded. According to the conclusions, the company's downfall was caused by an
overemphasis on the social employment logic and a growing disrespect for the commercial
market logic. Metalcon, based in Antwerp (Belgium), was launched in 2004 as a work
integration social enterprise in the metal construction industry and went into bankruptcy early

2006. The fundamental problem was that the company lacked qualified middle management,



39

which was required to mentor the under-qualified employees. Managers in hybrid
organizations must be aware of the requirement for resource, organizational, and conflicting
demand alignment. The findings imply that various stakeholders with various logical systems
might support the start-up process in its early phases and simultaneously influence the success
or failure of a firm. Therefore, a hybrid organization needs hybrid governance that considers
the internal and external governance of conflicting demands. The proposed model for a hybrid
governance system captures the mediating function of a hybrid organization's board of
directors. Additionally, the case study explains some moral considerations of governmental
backing for hazardous ventures in social entrepreneurship. Thus, the case serves to highlight
the limitations of for-profit social enterprises (Bruneel et al,2016).

3.9.3. Balancing public, private, and civil societies.

Regarding how society's essential functions should be managed and what function
governments, businesses, or nonprofit organizations should play, there is no self-explanatory
or clear-cut theory of rationality. Because of this, it is also challenging to understand why and
how the many institutional logics and forms of ownership at times clash and contradict each
other while at other times advancing significant societal goals through collaborative design
(Vakkuri et al.,2021). This has led to two views of the effects of hybridity on the governance
of significant societal activities in the earlier research tradition (Vakkuri et al.,2021). The first
argument contends that hybridity is a symbol of society's growing complexity. We experience
increased hybridity as boundary-spanning governance concerns become more complex.
Considering the recent reforms to the public sector, this argument makes sense (Hood and
Dixon, 2015). The second argument contends that the issue at hand may be a more fundamental
theoretical one regarding how to see institutions, governance, and the hybridity present in all
three (Skelcher and Smith, 2015).

This is also an instance of critical self-reflection for scholars and representatives of many
disciplinary orientations, noting that the relationships between activities in the public, private,
and civil society are social constructs. State-owned enterprises (SOEs), non-profit
organizations (NPQOs), social enterprises (SEs), and municipally owned companies (MOCs) are
four different forms of hybrid institutional environments that are connected in innovative ways
through hybridity lenses (Vakkuri et al.,2021).

The great diversity of hybridity can be approached in two primary ways. Starting with an
investigation of the institutional spaces and places that exhibit institutional overlaps between

these lines of demarcation is the first option. In this sense, domains like SOEs and corporate
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social responsibility programs that combine business and government, SEs that cross civil
society and business, and NPOs that integrate business and civil society are instances of
hybridity. The second way is to view them as empirical examples coming from a common
source of underlying "institutional spanning” in society; this develops out of social
circumstances over time and has a wide range of applicability at various levels of society. The
ability to compartmentalize exists (Vakkuri et al.,2021)

A dynamic paradigm changes away from the dualistic "market vs. state™ and "private vs.
public" institutional tradition towards more intricate hybrid socioeconomic models, such as
social entrepreneurship, may be seen in the global growth and development of social
enterprises. Numerous studies have shown how social enterprises have a systemic impact on
innovation, regional development, and economic sustainability. However, there are few
empirical studies examining the circumstances under which social enterprises develop
(Okuneviciute Neverauskiene & Pranskeviciute, 2021)

Of course, hybridity is not a novel idea in and of itself, and as Billis demonstrates, it does not
only impact the third sector. He emphasizes that we must place this within a larger examination
of the various sectors—private, public, and third—and the desirable typical characteristics of
organizations within them. The overlap or hybridity between them may be determined from
this, and he kindly creates a model that identifies nine probable zones of hybridity across the
three sectors (Billis, 2010).

By integrating HO and stakeholder perspectives, the paper by Gigliotti and Runfola (2021)
emphasizes the necessity of considering various stakeholders and responses in handling
tensions that arise from businesses having a hybrid character. In addition to helping to achieve
sustainable development goals, resolving these conflicts has benefits for society at large.
Since the start of social entrepreneurship, several social enterprises have been engaging
themselves in balancing economic and social missions. Social mission is the primary mission
for social enterprises so that the profit gained through commercial activities is also re-invested
in the objectives of achieving the social mission. Attempts to merge two conventionally
distinct models—a social model that tackles a societal issue and a commercial model that
guides economic activities—have significantly increased among businesses in recent years
(Battilana et al. 2012).

The nature of work in social enterprises is dominated by cooperation and collaboration in
most cases even if there can be a situation where competition can be more extensive than

collaborative measures. The consequences of competitive styles in social enterprises are
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overlooked in the literature in which they gave more focus on the collaboration part. The
reason can be the nature of work among social purpose enterprises is expected to be more
collaborative and so the competition level within the collaboration dominated context may
not be perceived as to bring a significant consequence or influence among social enterprises.
This paper is therefore focusing on the competition related challenges of hybrid organizing.
Competition is a broad phenomenon in business where it is unavoidable by nature however
in this regard competition implies the inter-organizational competition between social
enterprises offering the same or related products, services, activities, programs, and projects
or between those who share the same beneficiaries or customers of a social purpose. The
internal tensions of social enterprises are researched by many scholars in social
entrepreneurship literature. The tensions between social and economic goals. How the
programs and projects are designed to develop societal and environmental impacts is the
fundamental aspect of sustainability. Even if sustainability is mentioned as a paradigm of the
21 century (Okuneviciute Neverauskiene & Pranskeviciute, 2021), taking collective action
toward sustainability is generally not appreciated. Who is responsible for protecting the
environment and society? | think the responsibility is to everyone who needs to survive on

our planet. But how committed are we to acting?

Social enterprises are known for solving social problems that are underserved. “If the social
problems are not solved either by the public sectors or civil societies or private businesses,
then social entrepreneurs understand the social problem and they solve it through the
mechanisms of commercialization” Bearing this in mind, I got motivated to investigate and
analyze the challenges of these hybrid models of social enterprises in balancing the economic,
social, and environmental impacts. Because balancing two contradictory missions with
competing logic and conflicting interests is not an easy task to achieve. Due to the risk of
mission drifting on either side, which means either market-related activities or societal
impacts. Moreover, the main distinct challenge of these enterprises is that they return profits
to the principal stakeholders while they are funding the social mission at the time. The
complexity of multiple conflicting interests at a time makes the challenges severe.
Understanding the empirical governing challenges of these organizations in terms of the

organizational models they use is the focus of this study.



42

4. Empirical findings

4.1. Empirical Context

The main purpose of the public and private partnerships is social sustainability while
considering the potential mutual benefits and creating shared values. The collaboration forum
IS initiative-driven activities and programs that are integrated as a project to the core businesses
of the involving principal stakeholders. There are multiple actors involved apart from the
investors and governing boards of the initiatives. Some organizations from the public and civil
societies, who have mutual interest are also joined to the collaboration. The societal impacts
are aligned according to the commercial logic of circular economy as per the author’s
interpretations and reflections from the overall interviews. Circular economy in the sense that
the collaboration forum is an agreement between companies from the private sector and public
sector who have the ultimate power regarding the decisions, management and governance of
the initiatives, however other actors from civil societies and other interested actors who want
to be part of the societal impacts are indirectly engaged and represented in the collaboration
ecosystems. The aim of the collaboration forum is tied towards the vulnerable areas of the city
of Gothenburg in terms of socioeconomic problems such as high unemployment rate, crime,
low school results, children and young future, household economy, safety aspects and other
smart mobility solutions.
The collaboration forum is a mutually beneficial contract that brings all the actors to work for
their own benefits. The investors share all the expenses of the initiatives between them
proportionally according to the pre-discussed boundaries of interest. The investors are two
companies from the private and two companies from the public sector. The public subsidiary
companies (Bostadsbolaget, Familjebostader, and Poseidon) are represented by one public
administrative company (Framtiden) which has eight subsidiary housing companies in which
the three of them are involved in those initiatives (i.e., Destination Tynnered and Handslag
Biskopsgarden).
According to the interview with the relationship manager at Stena Fastigheter, Sari
Isberg: “It’s not a limited company, it's not a trading company or anything like that,
but it's a collaboration forum, each company, that is Stena real estate, VVolvo cars and
AB Framtiden (consists of two subsidiary companies, Familjebostader and
Bostadsbolaget) that has properties out in Tynnered. The four of us, then you can say

we have our own bag of money that we add to the destination based on our pre-set
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goals that we have arrived at together. So, there is no common bag, but we distribute
the costs we have between us.” And the rest of the seven informants explained the
same that there is no legal organizational structure behind it unless it is just a multi-

stakeholder collaboration for a common good.

The main task of the initiatives is to facilitate the process of collaboration and to create
an opportunity for all actors to come together and contribute mutually. To promote
investments and co-create social values. To monitor and align societal and
environmental impacts with the core business activities. Using circular and inclusive
models, the collaboration should serve as reducing cultural differences and building
trust for the future. Working for equal city by creating shared values and social
inclusion. To convert the socioeconomic vulnerable areas of the city into safe
neighborhoods characterized by work, trust, social cohesion, and Entrepreneurship.
So, the common benefits are investment in school, work, spare time, and urban
development. Establishment of new companies and smart mobility solutions are also
part of the long-term goals.

Totally there are three similar initiatives established in the whole city of Gothenburg. The first
was in Tynnered named “Destination Tynnered”. Later, following the first inspiration the
other two initiatives established in Biskopsgarden and Bergsjon which are named Handslag

Biskopsgarden and Handslag Bergsjon.

4.2. Hybrid Organizing
Destination Tynered Vs Handshake Biskopsgarden
Destination Tynnered
The governance is composed of two groups: a steering group and a working group. The steering
group means they are governing board. They are composed of three CEOs from the
partnerships. One CEO from Volvo Cars, one CEO from Stena Fastigheter, and One CEO from
Framtiden plus the project leader. And the working group is those responsible for the activities
at the operational level. One is responsible for school and leisure time, one is responsible for
jobs and work, and one is responsible for development in Tynnered. And they rotate every year.
Handshake Biskopsgarden
Unlike in the case of Destination Tynnered, there is a slight difference in the governance

structure of the working group. In Handslag Biskopsgarden the current focus of the activities
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is directed towards school and work; however, they are also working with a third activity which
is “leisure time and culture”. The “steering group” is of the same structure as in Destination
Tynnered. There are three members in the steering group but not the project leader. The
governing boards are the CEOs of the partnership Companies. i.e., The CSO (Chief
Sustainability Officer) of Volvo Group, The CEO of Wilhem AB, and the CEO of Framtiden).
And the working group is composed of three project managers.

4.3. Socio-economic perspectives

4.3.1. Leisure Time

“And the fact that fewer children and youngsters are participating in different clubs and
activities going on after school time. And even more or less 70% of the children join different
clubs when it comes to culture clubs or football or ice hockey or whatever.”

But here are or less participating in sports and cultural activities. So, it's a challenge, and the
unemployment rate, it says 12% here, | think. It's a little bit higher now because this figure is
a little bit more than a year old. But there is an unemployment rate that is higher than the
average percentage is one thing. The next figure says so much more when you have children
on your own because when you hear that number that is 365 Children are living in households

supported by welfare.

4.3.2. Self Sufficient Clients

There are households supported by welfare. And Pontus Berger, who spends more working
hours in Destination Tynnered is known for his matchmaking activity. He is the key person in
the common initiative Destination Tynnered. He likes to collaborate as much as he can, but he
also said that collaboration is so challenging in some situations, but it is important for survival.
When he explains to the challenge of households supported by welfare:
“...Then you understand it's not just a minor challenge, it's a huge challenge. And of
course, in Gothenburg there are more than 3000 children in total who are living in
households supported by welfare. And then this number is, of course, fluctuating a little
bit, but in total. But it's between 3000 and 4000 children, so it's, of course, a huge

population.”

4.3.3. Relative Poverty
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The vulnerable and especially vulnerable suburbs of the city of Gothenburg are characterized
by low-income families, high unemployment rates, few students getting passing grades, crime
and safety issues were worse than the other areas of the city. Pontus Berger describes it like
this: “And there is also a figure that you can calculate it. It's about relative poverty. And so,
there are several certain aspects that you are bringing into the calculation and this calculation
says that 1/3 of the households are living in relative poverty, so it's a lot of families and children
that don't have that financial freedom.” Similarly, other informants even described them in the

same way.

4.3.4. Positive Impact on Society -There Are lots of Challenges.

As you could wish, of course. So, there are a lot of challenges. What we are saying is that all
three of our companies, three of us, want to be part of a positive development in the Tynnered.
And like I mentioned yesterday, | mean it's quite natural that the housing companies are
involved in this because they are, they are on site and very often | get the question then Why
it's well of course involved but it's. When you hear what | told you, the other slide is that only
1/3 of the pupils have all the grades going forward. Then of course the foundation, the base
when it comes to recruitment in the future will of course be less and less and less if we are not
working with this, we have huge challenges finding competence.

4.3.5. Tomorrow’s Talents

The beneficiaries of the societal mission -the socio-economic vulnerable areas have positive
impact in the society when they get work and produce or engage in value adding activities out
there with the manufacturing companies. And this is an immediate link with the housing
companies and municipality. So, participating in these collaborative initiatives all parties
involved benefit mutually. One of the main research questions in this paper is about how they
align the business and societal impacts is answered. It is by searching the commonly beneficial
activities. The school results, work, leisure time and urban development in the case of
Destination Tynnered while in Handshake Biskopsgarden are school results and work. These
activities are closely connected to the core business of the private industrial companies, but the
municipality also benefits from having self-reliant residents, and safe and stable
neighborhoods. And in aggregate this can have a positive impact on society. However, the
problem lies when the private businesses get affected by the risk of mission drift. Pontus Berger

clarifies the socio-economic problems and the future opportunities like this:
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“Today and it will be really a fight when it comes to, competence in the future because
from today until 2027, we will have the need of about 5000 workers for our production,
not only for the Cars but if you take the whole Car industry because we have a VVolvo
with the truck. You have Volvo Cars. With our production, we have a new battery plant
that will be started in 2026. It's called NOVO and it's a joint venture by North Volt and
Volvo Cars and they will start production at the beginning of 2026. We have all our
sub-suppliers. So, in total it's a need of until 2027, about 5000 workers for the
production and around 5000 within our offices when it comes to product development
and so on and forth so.”
Moreover, he even describes the relationship between short-term employment and long-term
employment in the initiative Destination Tynnered. He said like this: “It’s a huge challenge and
of course, we're working short term with these questions, but this is working long term because
if only one-third are leaving school with all the rates then of course, it will give us a challenge
to find the talents tomorrow.”
4.4. Win-Win (Value Spillovers Increase in society)
“So that's why we want to increase the number so that every child leaves school with all the
grades that are needed to go forward. Then the positive thing is of course if we are getting this
kind of positive effect then of course also what's happening in society will at the same time be
much more positive. So that's the interesting thing here. It's really a win-win.” (Pontus Berger)
4.5. Business Needs and Societal Needs Go Hand in Hand.
According to Santos et al., (2015) the value creation and value capture should be balanced in
society. The authors explained by referring to the terms “Contingent value spillovers” and
“automatic value spillovers”. According to Pontus Berger, the business controller in destination
Tynnered as well as the reponsible person in the HR department “talent attraction and social
inclusion” at Volvo Cars. He states like this:
“You have these business needs, and you also have the needs of society. So, it's really going
hand in hand. But I'm not always pushing the CSR aspect, I'm pushing our business needs in
this because, of course, you could say we are doing this for the CSR purpose and so on. But
then it's very fine narrow when you are starting to have a greenwash. In fact, it's much better
to speak about the business purpose so people know.” Similarly, other informants even

described them in the same way.
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4.6. CSR (Corporate Social Responsibility)
According to the interview with the Volvo Cars representative in Destination Tynnered, he
explained that the role of the initiatives is much more than CSR. It is closely connected with
the core business of VVolvo Cars in terms of future human resources — tomorrow’s talents. He
states like this:
“CSR is very important, but that's not the reason behind being involved in it, I mean. In some,
of course, some ways, it's very good to show exactly what you're doing connected to CSR, but
I don't want this to be just a tick in the box. We are not doing this for the sake of CSR. This is
much more important. It's of course it will have a positive effect on the CSR, but. It's even
more important, it's about our future, because if we don't find the talents and the competence
for tomorrow, then we will not survive as a Company.”
4.7. Connected To Core Businesses

The four focus areas of the initiatives are closely connected with the core business of private
companies. When we talk about VVolvo Cars or Volvo Group, the two main activities -school
results and work - are closely connected to their core business in terms of competence and
future human resources. But they are also a common activity that benefits the housing
companies too. The housing companies have low-income tenants as their clients. So, when the
residents of the socio- economically vulnerable suburbs of the city get employed, they are also
securing the revenues that they receive from their clients. They are building more apartments
and their revenues are affected positively. In short, they work for a self-sufficient client. They
are also working on transforming mobility solutions such as bicycles and cars. Bontus Berger,
who works with HR at VVolvo Cars explains like this:

“Yeah, because when I'm more speaking about, for example, I'm working at Volvo Cars

with HR. and one of the main responsibilities of HR is recruitment, and when | connect

this to ours. It's very close to our core business within HR. And then people understand,

ah, yes, of course. This is important for our future recruitment. So, then I'm very much

closer to our core instead of just saying that, yes, it says in the agenda 2030 we should

do this kind of work.” Similarly, the other informants even described them in the same

way.

4.8. Summer Jobs

According to Pontus Berger:
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“85% of the students are leaving the 9th level with all the grades. And as I said before, we are
only around 1/3 in Tynnered school, so it's a huge challenge. We have identified there are about
300 teenagers and young adults who want to have that summer job, so that's why we had that
activity yesterday to support more of the teenagers to find summer positions. In total yesterday
about 15 people came there, and | hope it will maybe lead to 10 coming to the summer
Positions. Because that's an important first step in your career, start to work on your own, earn
your own money, get the network and in Sweden we are saying that about 70% of all the job
positions you get them through your network.” Most of the comments during the time of
observation (The author’s personal visit at the place of the job fair event offered by Destination
Tynnered) were the same. They mentioned the issues of summer jobs, network, and job fair
events can add value towards the job opportunities of individuals. After receiving the
invitation, the author had a visit to the job fair event.
“For example, on Thursday we have a job fair in Frolunda. So, if you want, you're of
course welcome and go there and have a look. It's between 3:00 PM and six PM. 21
different companies and different activities will be there offering positions. So, we have
marketed it a lot around it, but if you want to come, you're welcome. | can send the
invitation if you want, | can e-mail you the poster about this.”
On the other side Pontus Berger outlines the difficulty of measuring how many people get
employed. “And you could say also. How will you measure that? And it's not easy to measure,
because we can't. We cannot follow individuals. So, we must, of course, look at the percentage
and that can of course be a challenge there, of course, to see exactly that, but the most important
thing I'm saying is that it's so important to get the kind... So, you know that things are ongoing.
People want to find a new job position. We are there creating opportunities for people to find
those job positions.”
According to Pontus Berger, network and summer jobs are interrelated in this regard. When
people get access to summer jobs, they are also connecting themselves to the next level of their
career life. So, the relationships are like this: Summer jobs lead to networks and temporary
income and then the network leads to short-term employment or long-term employment. So,
the activities are also inter-connected as cause-and-effect relationships. Leisure time
contributes to health and safety aspects and this contribution leads to school or work and the
school and work are also interrelated. So, hybrid organizing aligns the cause and effect of these
activities. There is a steering group who decides and governs the budget and funding

requirements and the working group with a more decentralized freedom run the projects with
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specialized degree of autonomy and agile or flexible decision requirements that can add value
or facilitate the process. However, the steering group can even be agile in balancing their
strategic decisions.

4.8.1. Network in Sweden is especially important.

According to Pontus Berger:

“That's an important first step in your career, start to work on your own, earn your own money,
get the network, and Sweden we are saying that about 70% of all the job positions you get
through your network. So, having a social network is extremely important, in many societies,
but it is definitely in Sweden. And we are all saying that we want to support uh, that 500 persons

living to come to long-term working positions.”

4.9. Circular Economy and Inclusive Models

According to the interpretivism approach of the data analysis (Bell et al.,2022), the initiatives
selected in this case study are performing the practices of circular economy using hybrid
organizing models that enables them to be flexible and agile. According to one of the interviews
“Linear economy is not the appropriate economic policy. One of the representatives at VVolvo
Cars and business controller of Destination Tynnered, Pontus Berger mentioned the “Silos”
and similarly Per Osling also mentioned the “Silos” as an obstacle to the agile organizational
structure. The structure of the organizations is a kind of mixed that combines the traditional
and modern approaches of the circular and inclusive models.

According to the interview with Per Ostling regarding the circular economy, he explained like
this “We need to shift towards circular economy, where we can use cheaper and effective
methods of solving problems in different sectors such as criminality, medicine, waste, human
resources, education, cultural differences etc. by promoting pro-active approaches that enables
to see behind the symptoms. And to be flexible, adopting agile organizational structure is
preferable.” One good example of the pro-active approach is to manage the waste before it
becomes waste, So, it is about managing the root cause-effect cycle. For example, to avoid
criminal issues, it is not about increasing the number of police, but it is about creating pro-
active methods such as investing in education, work, leisure time. To manage the young people
and Kkids, to ensure that they go to work and education or other entertaining activities rather
than to a criminal activity. And it applies the same with cycling, reusing of materials, human

resources and so on.
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According to the interview with Pontus Berger, the business controller in DestinationTynnered

and Human resource at VVolvo Cars, explained the consequence of low school resuts and how

it affects them:
“As you could wish, of course. So, there are a lot of challenges. What we are saying is
that all three of our companies, three of us, want to be part of a positive development
in the Tynnered. And like | mentioned yesterday, | mean it's quite natural that the
housing companies are involved in this because they are, they are on site and very often
| get the question then Why it's well of course involved but it's. When you hear what |
told you, the other slide is that only 1/3 of the pupils have all the grades going forward.
Then of course the foundation, the base when it comes to recruitment in the future will
of course be less and less and less if we are not working with this, we have huge

challenges finding competence.”

So, the school results, work, spare time activities are directly linked with the core businesses
of the initiatives. So, these activities are those to be aligned and integrated using hybrid
organizing models. The main research question of this paper says: How do private-public
partnerships align economic, social, and environmental tradeoffs? The answer to this question
from this case study shows that using hybrid organizing models such as agile organizational
structure and adoptive approaches that iteratively enable to develop new opportunities. For
example, if we see the structure from the initiatives, there are two groups in the governance
structures. One steering group having three members (CEOs of the three companies in the
collaboration) and four.

5. Analysis

5.1. Thematic Analysis
The themes of the findings are- a long-term investment in school results, work, leisure time,
and city development, the collaboration between private, public, and civil societies,
Socioeconomic problems, placemaking in the Vulnerable and especially vulnerable areas,
Creating Shared Values, collaboration forums, Value adding initiatives for facilitating the

collaboration process, and governance challenges.
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Capitalist system, linear economy

Unbalanced to create shared
values

Holistic perspective, more

equal city

Decreasing socio-economic
differences

Dialogue, social interaction,
discussions, meeting places,

communication, and hubs

Building trust

First order coding Second order coding Themes
Encourage investment Gain attention
No direct commercial benefits Mutual benefits Shifting towards...
Attract business and investors Positive impact for common
good
Societal impact as a core business Public sector and civil
societies
Corporate  social  responsibility, | Inclusive and Integrated Creating
linear economy models, circular economy Shared Value

Private, public, civil societies

Multi
collaboration

-stakeholder

Inclusive and Integrated Value chain
Collaboration challenges Governance
Cultural differences Political tool

Vulnerable and especially vulnerable

Public framework

Democracy

Political demand

Socio-economic problems

Profit re-investments

Collaborative initiatives

Facilitating the projects

Placemaking

Leading the project

Co-Creation of Social
Values

Private-public partnerships

Collaboration forum

Civil societies Knowledge and  skills,
integration
Researchers Suggestions and

recommendations

Hybrid organizing -

Inclusive and
Integrated circular
models
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Initiatives, agreements, inclusiveand | Agile organizational
sustainable structure
Students struggle to pass the grades High unemployment rate Long-term
: investment in School,
Vulnerable and especially vulnerable | The  local ~ government, |work, leisure, and
budget work city development
Police list No one should be in the list
Security index Meeting places
Lack of collaboration Facilitate the process
Socio economic problems Short-long term employment
Mobility challenges Smart mobility solutions
Service logic Sustainability

5.2 Destination Tynnered Vs Handslag Biskopsgarden

Similarities and Differences Between the Initiatives (Destination Tynnered Vs Handslag
Biskopsgarden)

The collaboration forum is the same in both initiatives. It is a kind of Contract that states “This
is what we want to contribute”. In Destination Tynnered the operational progress is ahead of
Handslag Biskopsgarden. The Civil Societies are extensively participating in Destination
Tynnered while it is not that much in Handslag Biskopsgarden. As per Lena Magnusson, the
process leader in the business office of the city (Business Region Goteborg) said that it does
not mean we exclude them. It will look about the same in the future. We are encouraging and
inviting more actors to participate and contribute to making it a better, attractive, safe, and
equal city in terms of socio-economic aspects. The governance is similar due to the availability
of “Steering group” and “working group” in both initiatives. The difference lies in the working
group, that is the number of project leaders. In Handslag Biskopsgarden there are three project
leaders while in Destination Tynnered, there is only one rotating project leader among the
partnerships unlike in Biskopsgarden each project leader represents the activities responsible
for each partner in the common initiative. This means one project leader representing Volvo
Group, one project leader representing Wilhem AB and One project leader representing

Framtiden.
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The goals look the same from a strategic and long-term perspectives but due to the time aspects
in the operational level, the current focus of Handslag Biskopsgarden is in work and school
results while in Destination Tynnered, the short-term goals include all the four areas: school
results, work, leisure time and urban development. Besides the “Summer Space program is
included in Destination Tynnered but it is not available in Handslag Biskopsgarden yet. The
performance management in Destination Tynnered follows the Key performance Indicators
(KPI). Since the societal impacts are considered as directly linked with the core business
activities, at this stage, the performance measurement considers the number of people who pass
their grades, unemployment index, security index.etc.

As mentioned before the difference in operational progress between the initiatives is also
associated with how they measure their performance but when it comes to the way of measuring
the activities both initiatives use Key performance indicators but as per the Process leader,
Lena Magnusson, they also use researchers’ information as part of measuring the activities and
societal impacts. The process of human resources seems the same in case of school and
employment activities, however the difference lies on the significance of Civil societies
involvement in Destination Tynnered. There are Several big actors from civil society
contributing with their knowledge and skills in Destination Tynnered which absolutely implies
a difference in the human resource power of the initiatives.

The partnership is similar in both initiatives. The difference is just that the actors involved from
the private sectors are not the same companies. Additionally, the subsidiary companies of the
public housing company (Framtiden) are not the same in both initiatives. Bostadsbolaget and
Familjebostader in Destination Tynnered and in Handslag Biskopsgarden: Bostadsholaget and
Poseidon. In both initiatives there is no formal business model, but the idea of the
organizational model is the same in both initiatives -Inclusive and Integrated hybrid model.
The mission is the same in both initiatives which is to eliminate socioeconomic vulnerable
areas of the city. However according to the police definition, both initiatives are not considered

as especially vulnerable unless Handslag Biskopsgarden is known as especially vulnerable.
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Differences and Similarities

Category

Organizational

Operational progress, Rotating

Structure

Governing
Boards

Goals

Performance
Management

Human
Resource

Activities

Driving motive

Business model

Partnership

Mission

Similarities
Collaboration forum

Steering group and Working
group are available

Long-term goals

KPI, Research

Work and School

School results and work

Socioeconomic problems

Not available formally,
Inclusive, and integrated with
core businesses

International industrial actors
and public housing company,
Framtiden involved in both

Eliminating Socio-economic

problems and no one should be

in the police list by 2025

Differences

governance

1 project leader Vs 3 project
leaders

Short term task related

Not discovered

Civil societies, Business
Controller in Destination
Tynnered.

Leisure time, “Summer space
program” and Civil societies’
involvement

The first initiative (D.T) was an
inspiration to the next (H.B)

Not discovered

The private businesses involved
are not the same companies,
Poseidon involved in H. B

Not discovered

Similarities and differences between Destination Tynnered and Handslag

Biskopsgarden

Abbreviations

D.T-Destination Tynnered

H.B-Handslag Biskopsgarden
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5.3. Shift From Traditional CSR Towards Collaborative Value Creation

The traditional way of goods logic is shifting towards a modern way of service logic in which
customers are active participants in the co-creation of values. (Vargo and Lusch, 2004). So, the
manufacturing sector is shifting towards service provision while the service companies are also
industrializing towards new market strategies. Regarding how nonprofit businesses collaborate
for effective co-creation of economic, social, and environmental values while addressing
corporate social responsibility issues, Austin and Seitandi (2012), developed an analytical and
conceptual framework for value co-creation across four different stages of collaboration
(philanthropic, transactional, integrative, and transformational). The authors elaborated how
the value of co- creation processes differ in the context of the dynamic stages of collaborative
relationships. Creating shared values (Austin and Seitandi 2012; Menghwar and Daood, 2021,
Camilleri et al., 2023; Balian and Ghevondyan, 2018). Destination Tynnered and Handshake
Biskopsgarden are two similar initiatives that are the case studies in this paper. Both have
similar organizational setup, governance, and mission. The difference lies in the operational
goals and the time they have been running since the establishment. Destination Tynnered is a
bit ahead in terms of operational development as compared with Handshake Biskobsgarden.
Destination Tynnered has been operating since 2021 for about one year and half while
Handslag Biskobsgarden has been running since 2022 for more than six months. Another
operational difference is the short-term goals in the focus areas. Destination Tynnered has four
priority areas: school results, work, leisure, and urban development. Handslag Biskobsgrden’s
current focus areas are the first two pillars, i.e., school results and work. The other two pillars,
namely leisure time and urban development, can be included in the initiative Handslag
Biskopsgarden as well, though, over time.

According to the data collections, the Municipality of the city of Gothenburg is inviting more
actors to involve and participate in this massive collaboration effort. The aim of the
collaboration is to transform the socio economic vulnerable and especially vulnerable suburbs
of the city of Gothenburg into a safe place characterized by trust, competence,
entrepreneurship, dialogue, and democracy where individuals can dream freely for their future.
So, the focus is on the whole city of Gothenburg to make it attractive for the residents and
outsiders. There are three similar initiatives established yet: Destination Tynnered, Handslag
Biskopsgarden and Handslag Bergsjon- which is not included in this case study. In the future,
other similar initiatives may arise in other suburbs. The private-public partnership is following

the same organizational setup in the initiatives that have been established yet. Two private
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industrial companies that work in the global markets and networks from the Gothenburg area
are partnering with one parent public administrative company composed of eight subsidiary

companies. To elaborate see table 5.3.

Table 5 Partnership and Governance

Partnerships and Governance (Hybrid organizing)

Partnership Governance
Initiatives Private Public Working  Steering group
group
1.Destination  1.Volvo Framtiden Three Four-members including project
Tynnered Cars members  leader and rotating every year
2.Stena and
Fastigheter rotating
every year
2.Handslag 1.Volvo Framtiden Three- Three-members
Biskopsgarden Group project
2.Wilhem Managers
AB

The Partnership in the collaborative initiatives: Destination Tynnered and Handslag
Biskopsgarden

5.3.1. School Results

According to the interviews conducted with seven different informants, school results have
been mentioned as the main cause of socio-economic problems in the vulnerable and
especially vulnerable areas of the city of Gothenburg. According to the secondary data
collected, “low school uptake” was reported previously by the students in the program called
“Summer Space” which is part of the activities in collaboration with the initiative Destination
Tynnered (Summer space report, 2021, 2022). As per the interview with Sari Isberg, the
relationship manager at Stena Fastigheter:

“They don't go on to high school because they don't have the grades. They cannot
study further and consequently they have got difficulties to get a job so that it is like

a consequence of the school grades, if you do not succeed in school to get further so



57

we see that the key to success to reverse this trend, it is after all work which is like the

answer to many of these questions, so they sort of fit our goals together.”

5.3.2. The Risk of Mission Drift

Competition increases the probability of mission drift. When there is low competition the
mission drift sidelines towards social impacts and if the competition is high the mission drift
is inclined towards commercial activities. Hybrid organizations, as they combine both social
and financial missions, are more vulnerable to mission drift than other enterprises. So, the
level of competition both internally and externally is essential to the development and scaling
of social enterprises. Competition is inevitable in business and other task-related activities.
There is even a situation where competition is the only mechanism to increase the outcome
of the process. Competition is perceived as both positive and negative depending on the
context of the application area and time. “Collaboration over competition” is the best strategy
in all situations. This means creating a win-win strategy through integrated working
conditions for mutual benefits where all the sectors and actors help each other with their
competitors. In the case of these two initiatives in this paper, competition is perceived as
having a positive impact. The reason is that the investments are in long-term social
sustainability rather than immediate commercial returns. So, when the number of investors
increases, the expenses allocated to each investor decreases while the benefits to be obtained
remain constant. Second, the reason is that the investors in the partnerships as well as in the
collaboration agreements perceive more value in the collective collaboration rather than
competing for a short-term commercial benefit. The third reason is that the public sector is

working to inspire and motivate more investors and businesses to join the collaboration forum.

5.3.3. Sustainability Equilibrium

Balancing economic, social, and environmental impacts is such a complex and wicked
challenge due to the conflicting institutional logic and multiple stakeholder interests. The
cultural and Socioeconomic aspects are the main key focus areas in holding the norm for
balancing the outcomes. As discussed by many scholars and researchers, there is no
alternative to sustainability. But the question is how to be sustainable creates different logic
and models depending on the value perceptions and interests of multiple stakeholders and
actors. To keep sustainable, the main important requirements include proper utilization of
resources, proper management, and leadership, consistent collaboration, continuous

innovation, and competence development.
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5.4. Organizational structure (Hybrid organizing)

5.4.1. Similar organizational setup

Both organizations have similar organizational setups. Both are initiatives for transforming
long-term social sustainability. Both motives are the same saying to eliminate the
socioeconomic vulnerable areas of the city. Both have equal number of governing boards in
steering the strategic and political demands, budget approvals and aligning the long-term social
sustainability.

The partnership is similar.

Two public housing companies partnering with two private industrial companies based in the
Gothenburg area. In the case of Destination Tynnered, there are two public housing companies
working under the administration of the parent housing and real estate company (Framtiden).
The two subsidiary housing companies partnering with the private industrial companies are
Bostadsbolaget and Familjebostader. And the private businesses are Volvo Cars and Stena
Fastigheter, i.e., automotive manufacturer headquartered in Gothenburg and real estate
company headquartered in Gothenburg, respectively. And similarly in Handshake
Biskopsgarden, the partnership is designed in a similar way but with different actors from the
public and private sectors. In Handslag Biskopsgarden, the partnership is between Framtiden
from the public side. Volvo Group and Wilhem from the private side of the industrial
companies. To pay attention here, Volvo Cars and Volvo Group are two separate independent

companies.
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Framtiden

Stena

Fastigheter

Figure 1Partnership in Destination Tynnered

Partnership in Destination Tynnered

The parent administrative public housing company, which is Framtiden ( Framtidenkoncernen)
is fully owned by the municipality of city of Gothenburg and it is the administrative company
for eight subsidiary housing companies: 1.Bostadsbolaget ( Géteborgs stads Bostads AB) ,
2.Bostads AB poseidon , 3.Familjebostader | Goteborg AB, 4.Gardstensbostader AB, 5.
Goteborgs Egnahem AB, 6.F0rvaltings AB GoteborgsLokaler , 7. Stérningsjouren i Géteborg
AB and 8. Framtiden Byggutveckling AB. So, Framtiden is involved in all the initiatives
through the subsidiary companies. As you can see in Fig 6.2.1 and 6.2.2, the structure of the
partnership is almost the same. Framtidenkoncernen is common in both initiatives. As kickul
and Lyon (2020) cited “The decision regarding organizational structure is a very serious one
that requires careful consideration. It can affect a social venture’s financing, accountability,
and legitimacy. (p.128). The organizational structure of the two initiatives (Destination
Tynnered and handshake Biskopsgarden) is like one of the prominent organizational structures,
which is known as “Non-profit -For- profit partnerships” or “cross-sector alliances” Kickul and
Lyon, 2020 p.142). To discuss the issue of private- public partnerships in the two initiatives of
Gothenburg suburbs, the target is to create a mutually beneficial opportunities, where the
private businesses are improving their business opportunities and the public will benefit from

a stronger society.
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Figure 2 Partnership in Handslag Biskopsgarden

Partnership in Handslag Biskopsgarden

The partnership is similar as in Destination Tynnered. Two private companies and one public
company. Two industrial actors from the private, one automobile manufacturer (Volvo Group)
and one real estate company (Wilhem AB) both of them headquarter in Gothenburg partnering
with two public housing subsidiary companies under the administration of the parent company,

Framtiden .

Collaborative initiative for solving Socio-economic problems in the vulnerable area of

Destination Tynnered



61

Knowledge and Skills
School results;

Collaboration Leisure time; Civil
Unemployment & education; societies (eg.
Urban development. Swedish Red
Cross, Swedish Investment :
Investment : Church) * School results;
¢ School results; * Leisure time;
* Leisure time; * Unemployment & Edu.;

* Unemployment & Edu.; : * Urban development.
* Urban development. Large Private real

Collaboration

industrial estate
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Figure 3 Creating Shared Values

As you can see in Fig 5.4, the author came up with a cyclical framework to clarify the
collaborative initiatives of the case study. The red colored triangle at the center represents the
socioeconomic vulnerable areas and the circles represents the organizations in partnership and
collaborations. And the rectangular box is just for holding the text that has the same Color as
in the circles (organizations) involved. So, the Figures gives insights about how collaboration
Co-creates societal values. The “Investment” indicates for the Stakeholders who are investing
in school results, leisure time, unemployment, and urban development. And the “Returns”
represents the mutual benefits each stakeholder is expected to receive as a reward for the
investments made. Civil societies contribute by sharing knowledge and skills. And the private
and public partnerships share the expenses of the investment between them and what is
expected to benefit from that. This circular model even helps to investigate the profit re-
investments level among the collaboration.
5.5. Stakeholders in Co-creation of Societal values

In the paper by Bruneel et al., (2016), the results demonstrate that the failure was caused by the
firm's overemphasis on the social employment logic and growing disrespect for the commercial
market logic. The entrepreneurs' imbalance because of the two opposing logics was fueled.
strong societal ideals, support from stakeholders, and ineffective government. This study
demonstrates that hybrid companies must be mindful of how to manage conflicting demands
both inside and outside the business. Therefore, a hybrid governance paradigm is needed for
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hybrid companies. The paper balances the predominance of idealistic optimism in social
entrepreneurship literature by offering a case of a social enterprise that failed.

Balancing economic and social logic is essential for sustainability. But how to balance these
two conflicting impacts? If the focus is only on economic impacts, then the primary mission of
social enterprises is going out of the purpose which is social responsibility. The primary
objective of hybrid organizations is a social mission, but they use market mechanisms to
achieve it. Regardless of what type of business case they follow, the purpose is the same, which
is to raise financial means (revenues) that enable them to finance a social mission.

Unlike the traditional way that was relying on charities or donations, this modern way of hybrid
model works on balancing two contradictory missions. A social impact focuses on the
process(developments) and the economic part focuses on the outcome (profits and gains). The
for-profit motive that deals with profits and gains needs to be aligned with the motive of societal
impacts(non-profit). So, the challenge is how to align and balance these two contradictory
missions.

The critical aspect of hybrid organizations falls on the logic saying if social enterprises give
more focus to societal impacts, then their business parts are affected negatively and
consequently, they may not be sustainable.

And the other logic is that if they focus more on their commercial part then this can lead to
mission drift which means reduced attention towards the main beneficiaries of the social
mission which in turn affects the social impact negatively. So, to avoid these two theoretical
logics, hybrid organizing is an essential focus to be practiced with higher governance skills.
Moreover “the competing institutional logics” have been studied by many researchers and
scholars that the combination of for-profit and nonprofit activities are the sensitive reasons for
the risk of mission drift. The argument is that having dual missions of contradictory logic at a
time, how difficult it is to align the business-social impacts while not shifting to either side. In
the case of DestinationTynnered and Handslag Biskopsgarden, these two organizations are not
the same from the investor's perspective which means different investors in each initiative but
one common public company in both initiatives. Both initiatives have a “working group” and
“governing boards”. They have similar organizational and governance structures, they have the
same mission and objectives, and work on the same collaboration ecosystem but with different
actors. Both don't have formal legal organizational structures but instead they are based on a

collaboration forum and a joint initiative.
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According to the interviews, there is a slight difference in the goals, stage of development
considering the time since they have been established, in prioritizing the activities and
programs.

Destination Tynnered is a bit far away in the operational level of up and running of the activities
because they have been running it since 2021 unlike the other initiative Handslag
Biskopsgarden which have been running for about six months since the setup. So, there is a
difference in the operational progress comparing 2 years of running a project with a six-month
project since the setup.

Another difference is in prioritizing the initiatives in the main four focus areas of the socio-
economic vulnerable places. In Destination Tynnered School results, Leisure time for kids and
young people, unemployment and education for adults, and city development but in Handslag
Biskopsgarden the focus is directed toward school results and unemployment. The other two
pillars (leisure time and city development) are not a focus at the current times. However,
Handslag Biskopsgarden even includes the third activity named “leisure time and culture”.
This collaboration forum is not a legal organization, and it is not a project either. According to
all the interview responses, they confirmed that this is only a long-term collaboration for
making societal impacts in the socioeconomic vulnerable areas. The partnerships share the
expenses between them equally. Besides, private companies are collaborating for their own
branding. They are practicing the shift from the traditional way of doing CSR towards a modern
way of creating shared value. Investment in the societal impacts benefits all the parties involved
regardless of the type and amount of benefits they perceive.

They use hybrid organizing but not a social enterprise either. They do not have a business
model for achieving their business or societal impacts. The collaboration is open to all actors
interested and perceives a positive impact. Because competing to collaborate means a positive
impact on society since many actors get the chance to contribute to societal impacts. According
to the interviews, competition within the collaboration does not exist at all. They still have
challenges of collaboration not competition at the stakeholder (investor level). For example,
among those three collaborative initiatives by different actors, in different vulnerable areas of
the city, they cannot compete unless they collaborate and support each other because all of
them benefit from Gothenburg being an attractive city. So, they hook arms with each other and
work for a better future together. According to the Swedish culture known as “kroka arm”.
According to the interviews, there is no existing business model for the collaboration forum.

One of the best ways for analyzing the challenges of an organization is to have an overview of
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the organizational structure and the business model by which they create, capture, and deliver
value. Even though it may not be appropriate to analyze it from a business enterprise
perspective due to the nature of hybrid organizing at the current stage, | will try to make the
stakeholder analysis by assuming as in the case of usual social enterprise.

The Social Value proposition is to solve socio-economic problems in the vulnerable areas of
the city. Building competence in the value-adding skills and knowledge areas, building houses
for the low-income citizens, converting the city into an attractive destination where kids and
young people can dream freely, creating safe neighborhoods, creating a meeting place for
dialogue, knowledge sharing, and entrepreneurial ideas. The co-creation of values circulates
around four focus areas: school results, employment, spare time, and city development.

The Beneficiaries: are the residents in the socioeconomically vulnerable areas. Young people
build their competence and make a difference in the future. They get a chance to dream freely
and feel safe around the areas they live. So, the locals are the beneficiaries of the social mission.
In the initiative, Destination Tynnered, the residents of Tynnered are the beneficiaries and in
the case of the initiative “Handslag Biskobsgarden”, the beneficiaries are the residents of
Biskobsgarden and similarly, there is “Handslag Bergsjon” in Bergsjon and the beneficiaries
are the residents of Bergsjon. However, in this case study the case of “handslag Bergsjon™ is
not included.

The customers: The tenants (renting the apartments) are the direct customers of the real estate
companies (both private and public parts). Stena Fastigheter and AB Framtiden provide
housing services in Tynnered and similarly, Wilhem AB and Framtiden in Biskopsgarden.
Investors: The investors are three companies investing in the common initiatives (one public
company and two private companies). One international car manufacturing company (Volvo
Cars Corporation), and one service industry in the housing sector (Stena Fastigheter), and one
public housing company (AB Framtiden). All these three companies share the expenses
between them equally with an expectation of both financial and non-financial returns in the
future. Similarly, in Handslag Biskopsgarden, Volvo Group is an industrial private investor
and Wilhem AB is also a private Real estate investor. And from the public side, Framtiden is
there as a housing and real estate investor.

Donors: Non-profit organizations from civil societies who are interested in being part of a
positive societal impact and want to contribute to the initiatives directly or indirectly. They can

contribute financially, share knowledge and experience.
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The Local Municipality: The Municipality, city of Gothenburg is assisting the mission in
different ways. They are directly involved through the real estate company, Framtiden, as
mentioned in the partnership with the private collaborators because the company is fully owned
by the municipality of the city of Gothenburg (Goteborgs Stad). Besides, the city of
Gothenburg even contributes in terms of public benefits, resources, facilitating the mission,
sharing knowledge and experience, arranging meetings and events ...etc. Since the main
societal problem is socioeconomic, there are many other issues that are associated with each
other, and the local municipality plays a key role in solving different safety and welfare issues.
Social service, i.e., Food support is part of the public administration dealing with social
administration and welfare issues. They support the residents in terms of food, housing,
education, competence development...etc.
The Government of Sweden: The local government of Sweden directs the social mission
locally and regionally in collaboration with other municipalities. The mission is given by the
local government saying, “There should not be anyone in the police list until 2025”. The
mission is to eliminate the socio-economic problems in the areas known as “Vulnerable areas”
and “especially vulnerable areas”. According to the police definition, Tynnered is not an
especially vulnerable area, but Biskopsgarden is an especially vulnerable area.
One company that is fully owned by the Municipality of the city of Gothenburg (Go6teborgs
Stad) is working strategically and with general questions about the mission. They collaborate
with 12 other municipalities in the region.
They want to discuss company concepts, entrepreneurship, and whether they are prepared to
move forward. The company is called Business Region Gothenburg. Their goals are to promote
development, entrepreneurship, establish networks, and knowledge share.

5.6. Competition Among Investors
How is the level of competition among current and potential investors and how does it affect
the societal impacts?
Competition affects social impact positively or negatively depending on the context or
situations of the industry, market dynamics, type of organizational structure, availability or
access to resources, collaboration ecosystems, and policy or regulations of the government.
The opposite of competition is collaboration though there are situations where companies can
compete while they are collaborating. They do it hand in hand at the same time. The term
“coopetition” is used to describe such situations when competition and collaboration occur.

correspondingly side by side. (Nascimento, et al., 2021; Arenas, et al.,2021)
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Yin and Jamali (2020) researched ‘“cross-sector social partnerships” and “collaborative value
creation” and their findings states “partnership logic among the value-creating partnerships
where partners guided by an either/and mindset take joint ownership of the social or
sustainability issue/cause and integrate it into their core set of activities and goals. By contrast,
the less successful partnerships guided by an either/or mindset pursue a substitution logic in
which the issue and project are kept separate and marginalized from core activities and goals.”
In this study, the focus is to investigate and analyze the effect of competition in the unique way
of hybrid organizing (private- public partnerships) to make positive societal impacts. A case
study of hybrid organizing in the Swedish context concerning the initiative-driven and massive
collaboration efforts towards solving socio-economic problems in the vulnerable areas of the
city of Gothenburg. The initiative is about realizing a “future dream” that enables to convert
the vulnerable areas of the city into attractive places in terms of schools, jobs, housing, and
spare time activities while also enhancing safety and faith among the citizens. Young people
can dream freely and make a difference in society and thereby build a strong community.

The collaborative initiatives are invested by three companies that are strongly committed to
society and share the same ambition, responsibilities, and benefits.

They co-create social values together which in return add commercial values. They share
mutual benefits and capture the values according to the collaborative agreements in the pre-
initiative discussions. The pre-initiative discussions are closely connected to their core business
agenda and social responsibilities. The initiative driven collaboration is done between three big
actors from the private and public companies (two private companies and one public company).
The public company is called Framtiden, a parent company that is fully owned by the
municipality of the city of Gothenburg. Framtiden is an administrative company for eight
subsidiary companies running within the real estate sector. Framtiden is involved in all three
initiatives within the city of Gothenburg. The first initiative started in 2021 in Tynnered which
1s known as “Destination Tynnered”. After the inspiration from the first collaborative initiative
of Tynnered, the other two collaborative initiatives started in 2022 in Biskopsgarden and
Bergsjon with the same mission and organizational structures. The two private companies are
international companies. One international car manufacturing company and one international
real estate company.

Even Though these collaborative initiatives are sponsored by three partnerships (two private
and one public), there are many other actors involved in the collaboration. Several

organizations from the private, public, and civil societies are engaged in the collaboration as
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partners. This massive collaboration between private, public, and civil societies is for the
purpose of transforming society from traditional ways of doing business and societal impact.
The uniqueness of this collaboration is that it combines all the sectors of society, i.e., private
business, public companies, and organizations from civil societies. And most importantly
collaboration is linked to mutual benefits of all parties involved. A win-win strategy for all
parties involved including the beneficiaries of the mission (The vulnerable areas of the city).
The investments are made directly towards the collaborative initiatives where one involved is
expected to benefit from them. It is related to the newly emerging service logic and social
innovation. The dominant logic of marketing is developing massive collaborative value co-
creating activities between all sectors of society that enable the creation of a shared value of
sustainability. The private car manufacturing company together with the two service companies
(real estate) are creating shared values by investing directly in societal impacts where the
impacts are closely linked to the core businesses of the founding partnerships.

The non-profit sectors such as the local municipality and civil societies are also shifting from
the traditional logic of charity-based financing towards mediators/ facilitators of the strategic
and value-adding collaborative activities to strengthen the partnership co-creation of values.
Hybrid organizing is exposed to the risk of mission drifting easily due to the challenges of two
competing institutional logics (i.e., business logic and societal impacts). Previous studies
covered the alignment framework of social business hybrids from an organizational model
perspective (Santos et al, 2015, Ebrahim et al 2014). In the paper by Santos et al. (2015), they
discussed transaction-related obstacles such as inability to pay, unwillingness to pay, and
difficulty of access but the paper is more general for social business hybrids, unlike this paper
which is specifically focusing on the challenges of hybrid organizing in collaborative value
creation partnerships taking two comparative case studies between two hybrid models
following the same organizational structure and governance. And most importantly, the paper
does not include the effect of competition between the investors of the social hybrid models in
analyzing the risk of mission drift and the level of sustainability though it is a fact that
companies compete naturally even in delivering public services and the effect may be linked
with the resource advantage theory.

5.7. Investment for Collaborative Value Creation

A case study about hybrid organizing of initiative driven private and public partnerships
collaborating for positive societal impacts. Investing for the future mutual benefits of multiple

actors: private businesses and public sectors to transform economic and societal impacts. The
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initiative is a long-term collaboration between private, public, and civil societies for societal
transformation as to be part of the positive societal impacts. The primary objective is a social
mission which is to transform the vulnerable areas of the city into sustainable developments
through entrepreneurship, education, dialogue, knowledge distribution, and collaborative value
creation initiatives that enable to benefit all parties involved mutually: i.e., the vulnerable areas,
the local community and the private businesses acting in manufacturing and real estate sectors.
Achieving societal impacts hand in hand with business logic activities. Collaboration is the
main social capital that brings all the actors under one umbrella. In Swedish culture, it is known
as “kroka arm” which means hook arm. The collaborative investments are initiative-based
projects and activities to develop the vulnerable areas of the city into a destination of attractive
places that reflects a bright future for their residents and even to attract other outsiders and
make them part of the impacts. Similarly, at Handslag Biskopsgarden, they have the same
principle when it comes to the co-creation of societal values though they are at the early stage
of development. According to the project manager at Handslag Biskopsgarden representing
Volvo Group, David Olsson states like this:
“There's a certain thing, let's say it's identified that there's a lack of good free time
opportunities for kids. So, we want to help a football club to start...We're not doing
this, but as an example... So, if we aim to start a football club, the aim would not be for
the football club to last only until the end of the year 2025. But the goal would be...You
know, to create a stable association that can live on its own and continue year after year

after year...”

6. Discussion

6.1. The Stakeholders in The Collaboration Ecosystem
Taking the case of Destination Tynnered, the collaboration covers three sectors: The private
sector, the public sector, and civil societies. The private and public actors are the main principal
stakeholders which can be categorized as investors of the initiatives and those who have the
formal authority in the short and long-term decisions of the project. The private sector includes
two organizations (One international industrial actor and one real estate company). The public
sector is involved through the public firm, Framtiden formally as an investor of the initiatives
and many other organizations from civil societies are also involved indirectly with no

immediate power in the decisions of the initiatives. They are just partners of the collaboration
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forum. Some of the civil societies collaborating in Destination Tynnered are: Svenska Rdda
korset, Svenska kyrkan, My Dream Now, Raddningsmissionen, ONNEREDS and reningsborg.
However, the civil societies are not engaged that much in Handslag Biskopsgarden. As the
process leader at Business Region Gothenburg, Lena Magnusson explained, the reason is that
it is just a matter of time and they may participate through time and according to David Olsson,
the project manager said that they have already started collaborating with some of the civil
societies such as the parental associations (Idealla féreningar).

Hybridity is directly related to the sustainability, innovativeness, and efficiency of social
enterprises (Okuneviciute Neverauskiene and Pranskeviciute, 2021). In the paper by Austin
and Seitani, (2012) discussed on how collaboration between nonprofits and businesses most
effectively co-create significant economic, social, and environmental value for society and
clarified how the value creation varies across different stages of collaboration (Philanthropic,
transactional, integrative, and transformational).

Social enterprises have been increasing in number since their emergence following the
sustainable developmental goals. The number of social enterprises is increasing both in the
developing and developed countries. In Europe, there are several social enterprises working to
achieve a societal impact using market mechanisms. When a social problem is unable to be
solved either by the public sector or civil societies or from the private sector, then social
enterprises identify this societal problem and they become committed to engaging themselves
towards meeting the social problems using entrepreneurial solutions. They combine both
business logic and societal impact together as dual missions. The business or commercial logic
is result-oriented and used as a mechanism to achieve the social mission. The social impact is
process oriented and used as a transforming goal towards the social mission. This means that
they combine the for-profit and nonprofit logic to address societal problems. Having a social
mission as a primary goal, they generate revenues and other market-based financing
mechanisms to finance their activities or projects. In Sweden, there are many social enterprises
in the areas of work integration and professional consulting programs.

In this case study the answer to how public private partnership align economic, social, and
environmental impacts is: by addressing the overarching challenges through collaborative
initiatives that are closely connected with the core businesses. They combine both traditional
and modern hybrid organizing models such as agile organizational structure. They follow a
holistic approach of creating and capturing social values. They integrate the inclusive and

circular models, and they work more on facilitating the process of collaboration. By creating
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shared values, they monitor and govern the activities that generate mutual benefits for all actors

involved.

6.2. Creating shared values.
The shift of the non-profit sector towards commercialization in Cambodia (Khieng and
Dahles,2015). They moved towards commercial activities to finance their mission rather than
depending on charitable donations. In the large quantitative survey and qualitative informant
interviews conducted in the paper by Khieng and Dahles (2015), the authors found that
organizations are inspired to participate in commercial ventures due to the struggle for financial
and social sustainability. Moreover, the study even confirmed that commercialization played a
great role in transforming the goals but simultaneously the sample data showed the tendency
of mission drift from social to commercial purpose.
In the paper by Mason & Doherty, 2016, Social enterprises are known for blending hybridity
more intensively than any other organization. They mix both social and business goals; this
combined effect of competing logic leads to challenges and tensions in the management of
people, finance, and Missions (Doherty et al., 2014). Masson and Doherty (2016) cited this
“Social enterprises face challenges related to mixed joint accountability to both social and
economic objectives (Battilana and Lee, 2014). And ‘dual mission’ is an “acute source of
tension” in social enterprises (Cornforth and Brown, 2014). Conflicting interests of board
members (Pache and Santos 2010; Ramus and Vaccaro, 2014). According to the project
manager from the side of VVolvo Group, David Olsson:
“...The goal is to create something better for society. When it comes to Volvo Group
and the perspective of Volvo Group regarding Handslag Biskopsgarden. One important
thing that we start off from is something called creating shared Value or shared value
which is the idea of creating something that is mutually beneficial for all parties, but
you know, at VVolvo, we are recruiting people that work within technology or factories,
assembly etc. and then over the coming years, there will be a big need for recruiting
more people. In the same way, if you look at Biskopsgarden, it's an area with quite high
levels of unemployment, so society at large will benefit from more people going into
employment and Volvo would benefit from employing more people, right?”
In Destination Tynnered, Matchmaking is one of the activities in which the representative of
Volvo Cars, Pontus Berger who is the business controller and Human resource at Volvo Cars

regarding the “social inclusion and talent attraction” spends more of his working hours in
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dealing with the short-term and long-term employment. According to Pontus Berger, short-
term employment leads to long-term employment. People who get access to summer jobs can
develop their networks that opens doors for long-term employment within the chain of the
partners. The Initiative destination Tynnered is contributing the facilitating role that brings
together all actors for a common good. The work integration companies already have
experience in doing these matchmaking activities. “So, Destination Tynnered is playing the
facilitating role rather than starting it from scratch” said Per Ostling, the design thinking and
research expert as well as institutional entrepreneur at the Summer Space program. According
to Per Ostling, placemaking, circular economy rather than linear economy, building trust
among stakeholders, pro-active way of responding to the complexity and dynamics of the
environment, cultural expressions, and collaboration for win-win, agile organizational
structures are the key for effective sustainable developments. And David Olsson, the project
manager of Handslag Biskopsgarden representing Volvo Group states like this:
“So, some initiatives we're looking at are about enabling people to enter the job market.
It could be, for example, to work with education for truck driving, for example, so that
a person without a job could join a program where they would get their driver's license
for trucks sponsored together with the city and where we would help them to get the
practical experience, etc. And that one day they could be employed by one of our
partners. So that I think is a good example of what we mean with... Yeah, you know,

shared values...”

6.3. Base of the Pyramid and inclusive integrated business approaches
Ebrahim et al., (2014), look at the governance issues that arise for businesses that employ
market mechanisms to pursue social missions. These hybrid businesses, often known as social
enterprises, have elements of both commerce and charity at their core. The authors
distinguished between two ideal types of hybrids, “integrated and differentiated” and we
conceptualize two key challenges of governance they face: accountability for dual
performance objectives and accountability to multiple principal stakeholders. According to
the project manager, David Olsson: “...So right now, we know that there's a commitment until
that date, but we don't know definitely that we will not continue beyond that point...” This
implies that the Initiative cannot be named as a project despite the similarities in some

contexts. Again, David Olsson added like this:
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“... So, when Handslag Biskopsgarden was started, there were a couple of reasons
behind it. One was that Volvo Cars were involved in a similar initiative called
“Destination Tynnered” which was an inspiration that created the idea. Could we do
the same then...The reason behind this was also that Gothenburg city decided in their
budgets that by the year 2025 there shouldn’t be any especially vulnerable areas in

Gothenburg in terms of socio-economic perspectives...”

The initiatives Destination Tynnered and Handslag Biskopsgarden have very similar missions
but there are some differences when it comes to operational activities. Some of the activities in
Destination Tynnered are not available in Handslag Biskopsgarden. Some of the operational
differences are how far they have come in the collaboration with civil societies, the Summer
Space program, the leisure time, and urban development activities. And the structure of the
working group is not the same, but it may be due to time aspects considering the time since
establishment. Destination Tynnered stayed longer time than Handslag Biskopsgarden in the
collaboration so there can be difference in the level of collaboration stages as well. According
to David Olsson, who is the project manager of Handslag Biskopsgarden representing Volvo
Group states: “...But then we have a vision of what we want to accomplish which circles around
creating a meaningful life where people can, you know, dream about the future, be self-

sufficient and have a job, have meaningful free time, etc. So that's what we want to achieve”.

Answering Research Questions
In this case study the answer to the research question how do “public- private partnerships”
align economic, social, and environmental impacts is: by addressing the overarching challenges
through collaborative initiatives that are closely connected with the core businesses. They
combine both traditional and modern hybrid organizing models such as agile organizational
structure. They follow a holistic approach of creating and capturing social values. They
integrate the inclusive and circular models, and they work more on facilitating the process of
collaboration. By creating shared values, they monitor and govern the activities that generate
mutual benefits for all actors involved.
How hybrid organizing enables societal impacts?
Hybrid organizing is difficult to generalize. Hybrid organizing varies from context to context.
But the common logic is that the combination of For-profit and Nonprofit are there as main
characteristics regardless of from which entity the organization is.
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And to combine these two conflicting logics, there is always an expected level of tensions and
mission drift. However, with dynamic capabilities and governance skills it may have a
successful impact.

The main factor to make an impact in hybrid organizing is the skills of governance and
management. The ability to balance the economic, social, and environmental impacts. Getting
the balance of these three things enables us to design a smart functioning business model
aligned with the societal impacts. How challenging is it to do this task in combination?

The answer is not easy, but the governance skills absolutely play the greatest role in
maintaining the balance of the three.

Regarding the societal impacts, it is difficult to know depending on the number of initiatives,
activities, or projects. Because when measuring societal impacts, the most important
consideration is the quality rather than the quantity. So, the skills of governance in aligning the
contradictory dual missions and meeting the conflicting institutional logic of multiple
stakeholders, and the heart and soul of the social entrepreneur play a significant role in
balancing economic, social, and environmental tradeoffs.

How competition between investors affects the decision of governing boards in aligning
social-business impacts?

Collaborative initiatives have less competition due to the nature of the operating environment
which is dominated by the principles of mutual support, interaction, shared values and Cross-
sector functional teams and voluntary collective agreements. So, the investors of the societal
and environmental impacts perceive more benefits in the collaboration efforts than competing.
So, in this specific context competition between the investors may have a positive societal
impact so far, the investments are made in social sustainability rather than direct financial
returns. However, the stage of collaboration is the most prominent determinant factor in such
partnership and collaboration-oriented contexts by which the level of value creation differs
along the collaboration stages. Moreover, it is obvious that it can differ from industry to
industry and from context to context or across different hybrid organizing structures, and
geographical locations.

Hybrid organizing is the type of organizational structure that allows flexibility and agile
decision-making processes. However, it is indeed a contrary approach to combine with the
legal perspectives of accountability and transparency issues. Having clear mission and the
governance decisions on profit re-investments are the two key factors of avoiding mission drift

while enabling societal impacts. And in the absence of legal organizational structure or hybrid
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organizing is not possible to follow up or research the progress of societal impacts in line with
the core business activities. Many hybrid organizations are adopting their own agile
organizational structures and they don't like to be restricted by the legal perspectives of the
organizational structure. However, in case of disputes or conflicting situations, it will not be
easy to identify the responsibilities and contributions of multiple stakeholders if situations go

in the wrong direction.

7.Conclusion

Social enterprises require high skills of governance due to their hybrid nature of combining
dual missions, responding to multiple demands, and conflicting interests of stakeholders.
It is difficult to say that there is no competition at the operational level and even at the
stakeholder level among the social enterprises (hybrid organizations) working with double
missions. But the question is whether the collaboration outweighs the competition or not.
Collaboration over competition is the best but collaboration by itself also has a lot of
challenges.

Research Implication
So, this case is about identifying the effect of competition in hybrid organizing. How
competition between the same organizations following hybrid organizing models can affect the
decisions of governing boards? And to analyze empirically how hybrid organizing enables
societal impacts. Another uniqueness of this paper is the collaboration ecosystem in that hybrid
organizing is not a structured organizational entity unless it is a private-public partnership
involving multi-actor collaborations.
So, the uniqueness of this paper is the consideration of competition in a specific context and
unique organizations taking a Comparative case study in the recently emerging hybrid
organizing in a collaboration-oriented context rather than structured legal entity such as
ordinary social enterprises or social business hybrids. So, this paper is similar as it touches on
the organizational model perspective and different as it includes a comparative deep case study
in collaboration-centered hybrid form having a governance structure for managing the
initiative-driven activities. To answer the effect of competition between the investors, follow
fig 6.2. After analyzing the interviews, secondary data and the literature, the author
recommends the need for further research especially at the end of year 2025 which is after two

years from now. Because currently, it is not an appropriate time to analyze and observe the
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societal impacts. Since the initiatives are based on long-term societal impacts, it is quite
difficult to estimate the effect of competitiveness in societal impacts. According to the
interview responses, the competition level between the investors within the collaborative
parties is very low, or no competition at all. Depending on the empirical findings which are
interpretive analyses of the informants, the author came up with a theoretical argument that
says “there Is a positive relationship between competition at the investors’ level and societal
impacts if the investments are in long-term social sustainability and creating shared values.

However, this can be tested empirically using quantitative methods.”

The initiatives lack legal organizational structure and lack of collaboration is researched
repeatedly. So, the main challenge is still lack of collaboration.

Having an agile organizational structure enables flexibility in the decisions and collaboration
is strategically essential, but it is expensive and takes time to collaborate. The important thing
is that collaboration should ensure an added value. Because at the end of the day it is a fact that
nobody wants to consume and put energy or effort or time if he perceives less value from the
collaboration.

In case of the case studies in this paper the activities are the common mutual benefits for all
involved in the collaboration. But since the legal perspective is vague. In case of disputes or
conflicting situations it will be so difficult to handle the issue.

According to Kickul and Lyon (2020), organizational structure is the most important decision

that can affect a social ventures’ financing, legitimacy, and accountability.

Research Limitations

The study has limitations in terms of generalizability due to the organizations selected as case
studies are initiatives in the early startup periods which means they are established in 2021 and
2022 respectively. But above all, the main limitation to generalize is due to the unique
organizational structure. The collaboration forum is unique in which all the actors of the society
are involved (i.e., public sector, private sector, and civil societies).

Thus, the author ended with a suggestion i.e. “The respondents’ transparency in reacting to the
interview guides reduces when researchers put more focus on investigating the organizational
structures.”

There are challenges of governance, accountability, the risk of mission drift and transparency

among social enterprises due to the competing institutional logics, responding to the
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accountability of multiple stakeholders and conflicting demands however researching these
types of challenges empirically seems an additional challenge too.

Besides the names such as “project”, “social enterprise”, “hybrid organization” could not be
approved from the interview responses. However, “hybrid organizing” is accepted as a valid
character of the organization. So, the names of the organizational setups are taken as
“collaboration forum” or “Initiatives” for collaborative value creation. They are long-term
initiatives in social sustainability through entrepreneurial ideas. To summarize the points
“social entrepreneurship”, “hybrid organizing” or “social-business hybrids” can be some of the
terms to generalize from this case study. Social enterprises are conceptualized as hybrid
organizations and can be ideally categorized as “integrated” and “differentiated” (Mair et al.,

2014; Mair et al., 2012 as cited in Ebrahim et al., 2014)
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Appendix

Appendix A: Questions for comparison

DestinationTynnered Vs Handshake Biskopsgarden

Interviewed Informants:

1.Karin Jaxmark-Project leader Destination Tynnered

2.David Olsson -Project Manager for Volvo Group’s part in the common initiative Handshake
Biskopsgarden

3.Lena Sultanovic Magnusson-Process leader in Business Region Géteborg

4. Annie Hohlfalt -Head of Development in AB Framtiden

NB. Since the informants are representatives of different organizations involved in
collaborative initiatives, the same interview guide and questions are asked.

Interview questions

1.What is “DestinationTynnered” from the perspective of legal organisational structure?
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2. What are the main driving factors and motivations of establishing DestinationTynnered?
3.What are the Societal problems that you are trying to solve?

4.What are the vision and mission of the project?

5.Do you face any challenges?

Follow up questions.

Yes -what type of challenges?

What has been done to overcome the challenges?

No- How do you align economic, social, and environmental impacts?

6.Do you have competitors?

7.How do you get funding to finance your project?

8.How do you make money /charge your customers?

9.How do you collaborate with other actors?

10.How do you measure societal impacts?

11.Who are the founders?

12.Who are the principal stakeholders?

13.Who has the upper hand in the project?

14.Do you have a business model for achieving your commercial and societal goals?
15.Why private(businesses)-public collaborations are so important for your project?
16.Do you face governance challenges?

17.Do you report -stakeholder or sustainability goals?

18. Turnover(omsattning)?

19. Differences and Similarities with Handslag Biskopsgarden?

Appendix B: Questions for Investigation
Pontus Berger
How do you evaluate the contribution of this project in relation to sustainability and social

impacts?

1.What is DestinationTynnered?

1.1. What are the main driving factors and motivations to establish the initiative apart from
“work, school, free time and city development”?

1.2. Who are the founders?

1.3. What was the main purpose?

1.4. What are the main developments along the journey from startup period to the present?
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1.5. Who founded the project in the beginning, along the process up to now?

1.6. Why are the three themes i.e., STEM, DEMOCRACY and DIALOGUE important for the
initiative?

1.7 What are the current overarching challenges in comparison to previous years?

1.8 Can we consider DestinationTynnered as an organization, for example social enterprise?
Follow up questions.

If No, why?

If yes, how?

Do you have a multi-actor collaboration platform?

If yes, why is it important to have it?

If No, do you have a plan to do it?

1.9 Do you have a business model for achieving the long-term objectives of Destination
Tynnered?

2. How has DestinationTynnered established?

2.1 The Incubators Who helped.

2.2 Was it a collaboration initiative from the beginning?

2.3 What roles have had the city and government in realizing the social mission?

2.4 Who had the upper hand in the initiative? Who is the leading actor?

2.5 Can we consider VVolvo cars, Stena Fastigheter and Framtiden as founders, investors or just
collaborations?

2.6 Who are stakeholders? [Customers, Beneficiaries, Investors or Donors, suppliers,
Employees, The local community, Government]

2.7 The organizational structure? E.g., Hybrid organizing, how did you organize in practice.
2.8 What are the products and services used to position the commercial activities?

2.9 What are the value adding activities? (Processes, competencies, governance, and resources)
-The revenue and costs, how to capture the values? How do you charge or make money
-What are the existing networks, ecosystems, and partners?

Questions about the ecosystem, Stakeholders, and the competition

1.Collaborative value creation /Business model Innovation

Customers

Who are the customers for the commercial & social purpose?

What are the commercial activities?

What type of social purpose activities e.g., Education, Work Integration
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What are the products or services that are designed for the purpose of for-profit?
What are the products or services that are designed for the purpose of societal impacts?
Beneficiaries

Who are the beneficiaries?

How many training programs?

How many projects?

How many initiatives?

Employees

How many employees are in the for-profit activities?

How many employees are there in the non-profit activities?

How many employees are in the combined hybrid organizing or governance part?
How many employees are from the public sector?

Avre there any external consultants?

Investors/Donors

Who are the investors?

The amount of funding to the commercial sector

The amount of funding to the societal impacts

Suppliers

Suppliers of social purpose activities or services

Education providers

Training providers

Network providers

Platform providers

Providers of other initiatives

Suppliers of commercial products or services

The Community

The role of the community in the commercial products or services
The role of the community in transforming societal impacts

The Government?

The role of the government in the initiative DestinationTynnered?
Subsidies from the government to the initiative DestinationTynnered

Mission from the government for directing the governing boards.
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Regulations from the government regarding the legal organizational form, structure, or
interference in regulating the economic, social, and environmental impacts?
Financing to the initiative DestinationTynnered from the government
The third sector or civil society

The role of Non-profit organizations

NGOs

2.Tensions management

Dual mission

Hybrid organizing

Balancing the economic, social, and environmental impacts
Typology of SE eg WISE

Legal form

Size

Creating shared value (CSV)

3.Developing dynamic capabilities

Value co-creation

Circular business models

Waste management

Social innovation programs

Governance skills

4.Competition

Competition at the operational level

Competition at the stakeholder level

Competition at the investors’ level

Competition between the locals

Competition at the inter-organizational level

5. Collaborations

Collaborations for the purpose of commercialization
Collaborations for the purpose of societal impacts
Collaborations for the the purpose of environmental impacts
Collaborations for balancing the tensions.

Questions about the challenges for making an impact.
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How do you explain the current challenges of the organization internally and externally in
transforming economic, social, and environmental impacts? Start with economic, social, and
environmental respectively.

How do you explain the competition level within the organization and outside the organization
with other organizations offering similar or the same services such as social enterprises, non-

profit organizations, and public services?
What are the social values that your organization aims to achieve and transform?

Who are the principal stakeholders (investors of the mission) and how do you return profits

to them?
How do you explain the collaboration ecosystem of your mission?

How do you get support from the community, government, and other stakeholders who are

interested in your mission?

Have you created any additional projects since the start of your mission?

How do you describe the overarching challenges?

How do you explain the progress of your social mission? (Input, process, output)

Questions to the “Summer Space program “-Per Ostling

1. How do you evaluate the role of the “Summer space” program since starting and how are
you working with the initiatives of DestinationTynnered & Handslag Biskopsgarden at the
current times?

# Are you the supplier of services?

# Can you give me a concrete example of when you collaborate and contribute towards the
initiatives at D.T. and H.B.?

2. How do you collaborate with the initiatives at DestinationTynnered & Handslag
Biskobsgarden and with the local municipality (City of Gothenburg)?

#Are you the stakeholder in the collaboration ecosystems?

# How? shareholder?

3. How do you explain creating shared value (CSV)?

4. Why are private-public partnerships and collaborations so important in transforming societal

impacts?
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5. How does hybrid organizing enable us to manage the governance challenges and tensions?

6. As a social entrepreneur how do you perceive the competition level between the WISE in

Sweden and specifically in the Gothenburg area?

Appendix C: Grounded theory Analysis
Table 6 Grounded Theory Analysis

Informant

Transcribed text

First order codes

Second order codes

Informant
1-7

“I wouldn't say there is a kind of
competition at all within the
collaboration, But UM and we
As a public owned Company, we
can collaborate with anyone as
long as we don't give them
commercial benefits.”

“It is because the way you gain
attention is also a way to attract
investors and attract business,
because social enterprises, for
example. Uh, small, fair-trade
companies or secondhand shops
or reuse companies or those
kinds of enterprises, Societal
impact is their core business.
Otherwise, they don't have a
business. But it's not the core
business of VVolvo. So, this is,
this collaboration is. With the
focus on social impact. Not on
being a social enterprise.”

“Our mission is to have, like
healthy finances that we can sort
of make profit and we can
reinvest it into benefit the the
inhabitants of Gothenburg.
That's what we do. There's no
money like leaving Gothenburg,
leaving the company or we don't
have. We have only one
shareholder. That's the city.”

- low Competition at
stakeholder level
(investors)

-Due to the
investments are in
social impacts, the
competition is
perceived as
positive impact

No competition
within the
collaboration

Informant
1-7

“Collaboration between private,
public and civil societies”

Collaboration
ecosystem

Co-creation of social
values
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Informant
1-7

“It is not a legal organizational
structure”

No legal
organizational
form/entity

Hybrid governance

Informant
1-7

“So, I would say the public
companies are sort of a hybrid,
the way it is steered and run, but
we totally operate within the
public framework, and since we
are, we only have, for example,
politicians on our board. We are
very clearly Political tool, which
is completely different from any
other private company. So, we
respond to political goals,
political prioritizations, etcetera,
etcetera.”

“So, we Are very concerned
about our business as well
because we also have an owner
asking for, you know. Profit and
but not in the same way as
private ownership.”

“To understand like the public
owned companies in Sweden,
you need to understand the legal
space basically. And so, we are
in one way: we are run exactly
like any privately owned firm.
Uh, we need to, of course, have
our finances in order. And yeah,
you know all those. Kind of. Of
obvious things. But also, we act
like we are steered by the I don't
know how to translate it to
English, but the legal Act, that
sort of decides the framework for
the municipality.”

Political tool
Public framework
Political demand
Profit to the owners
Hybrid steering

-Private-public
partnerships and
hybrid organizing

Informant
1-7

“To meet social challenges and
create social value at the same
time as they benefit from. Of
course, it's about branding as
well. This is a much better way
to Support your brand.
Compared to traditional CSR.”

Meet social
challenges.
Branding
Traditional CSR
Social value

Shift from
traditional CSR
towards creating
shared value
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Informant | “Investment in school results, Investment in Social Sustainability

1-7 unemployment, spare time and societal impacts
city development”
“So, I am head of development, | Vulnerable and A mission to
mostly working with our especially transform societal
development areas, which are vulnerable areas impacts.
basically the suburbs, the ones “No one should be
that the police would define as in the police list
especially vulnerable. I am until 2025”
working with our strategy.”

Informant | “Multiple actors from the Multi-actor Multi-actor

1-7 private, public and civil collaborations collaborations for

societies”

transforming
societies.

“BRG invites all companies
involved in Logan for mutual
learning and sharing experience
and you know, get to know each
other and maybe they can benefit
from building the network
stronger. So that's one role, but
they don't do anything
operational.”

Strong
organizations,
Strong actors with
big networks

Hook arm for a
positive impact “
kroka arm”

Informant
1-7

“Anyone Who want to make a
positive impact in the society is
invited and welcomed”

Shared experiences
and knowledge

Hook arm or “kroka
arm”

“Then it's about purchasing
power, that is. How much do the
households have after they have
paid their rent and all their
overheads? If they are large
families, then there are other
costs. How much spend money
on leisure activities? Because it
also creates added value.

For children and young people to
cope with school if you have
active spare time and are
moving. So, health problems are
also a socio-economic issue.
That is why meaningful free time
is important to us.”

Attract tomorrow’s
talent

STEM
Democracy
Dialogue
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“Together we are strong to make
a better future and transform
social sustainability”

A lot of muscles

“ kroka arm”

“My name is Sari Isberg and I
work as a Relationship Manager
and with the Relationship
Manager at Stena properties we
talk about social sustainability. |
have 4 focus areas; these are the
schools we collaborate with in
our areas. It is meaningful free
time for children and young
people in our area. It's labor
market issues and its security
issues in our areas and | quite
naturally work in the more socio-
economically tough areas then
where | spend most of my time
and I've been working on these
issues for over 10 years.”

“The objective group, our
objective group, is from 13 to 15
years old, but we also meet with
others that are a bit older than
that. Until 19, 20 years we meet
them, we ask them what to put
you like to do. What are your
interests in and then we try to
develop with our interest a
meaningful free, meaningful
leisure with that because...”

1.School results
2.Leisure time for
kids and young
people
3.Employment and
education for adults
4.Urban
development

Social sustainability

“The means are the same, but the
driving forces and the benefits
are a bit different. But they get
everybody sees that they benefit
from this collaboration in
different ways.”

Everyone sees
benefit

Mutual benefits

Trust, faith in the
future and
entrepreneurship

Social sustainability

New companies
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“Our mission is to have, like
healthy finances, that we can sort
of make profit and we can
reinvest it to benefit the
inhabitants of Gothenburg.”

Self sufficient

Reinvestments
towards social
sustainability

Not depend on
charities or
donations

Shift from
traditional CSR

“Reduced differences in living
conditions with a focus on work,
entrepreneurship, self-
sufficiency and school results.”

Reduced differences

Dialogue for mutual
benefits

“The Partnership basically looks

Social business

Private-public

the same. You get 2 real estate hybrids partnerships
companies. Which one is Value adding

publicly owned, us yes. And then | activities

you have like one of the large

industrial companies. Within the

Gothenburg area.”

“Social sustainability rather than | Talent and Social sustainability
the technical aspects of competence

sustainability.” building in the

socioeconomic
vulnerable areas

“No business model”

Business model

No

“Me and xxxx at Volvo Cars, we
were the two of us and one
person, two people from Stena,
another colleague of mine did
the set up for Destination
Tynnered. And then we basically
did a copy paste in
Biskobsgarden and in Bergsjon.
So, there are three of these
Collaborative initiatives, so to
speak. They're not any kind of,
like, legal body or or anything.
It's just an organized
collaboration with the long-term
ambition to create, or maybe at
least contribute to important
Socioeconomic issues.”

Similarities &
Differences

The same structure
and set up for all
initiatives but the
first initiative is a bit
ahead of the two
handshakes in the
operational
developments.
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Appendix D: Secondary Data

1.Tynnered in brief: Secondary data from internal document

* 92% housing in multi-family buildings, whereof:

* 34% Tenancies, public utility.

* 35% Tenancies, private owners.

* 32% Condominiums.

* 90% of the houses are built 1961-1970.

* 16 600 people live in the area.

* Tynnered is surrounded by resourceful areas.

* Tynnered is located near Frolunda Torg.

Socio-economic challenges:

* On average, only about 50% of students in year 9 have achieved the required knowledge in
all subjects.

* 61% of boys in year 9 are eligible for vocational programs.

* Few children and young people participate in organised activities outside school hours.
* Approx. 70% have a non-Swedish background.

* 12% are unemployed.

* 365 children live in households supported by welfare.

* 34% of households live in relative poverty.

Source: Internal document Destination Tynnered, received from the project leader Karin
2. Secondary data from the internal document and website

Four Focus Areas and Eight objectives

» Make Tynnered a destination for many citizens.

* An attractive school where students come from both the local community and the entire city.
* Better school results than average for Gothenburg.

* 1500 summer jobs of which 300 extend to the next step on the job ladder.

* 500 long-term jobs (increase employability).

* 100 newly established companies.

* Modern mobility solutions offered to everyone in Tynnered.

* 600 new housing in various forms of letting.

Source: Internal document Destination Tynnered , received from the project leader Karin



3. Secondary data from Summer Space report, 2021 and 2022
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