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- CHAPTER 4

SOCIAL ENTREPRENEURSHIP
AT THE NEXUS |

Cleveland Justis and Andrew Hargadon

INTRODUCTION

The social entreprencur often works at the intersection of business, gov-
ernment, and nonprotit sectors (Wei-Skillern, Austin, Leonard, & Steven-
son, 2007). Historically, such arrangements have been called public-pri-
Vate partnerships, offering a flat and reductive description of the dynamic
and idiosyncratic nature of the actors and work. Recent literature on social
entreprencurship tends to focus on and within the entrepreneurial ven-
ture without fully exploring the nature of working at the nexus of different
sectors. As a result, the hterature remains relatively thin on the topic of
entreprencurial approaches to the work of siruciuring the intersection of
society’s three sectors (business, government, and nonprotit) that defines
each unique venture. By definition, the social entreprencur is creating &
tnique and novel venture. The social entreprencur must thus structure the
parucular relationships that detine the intersection between partcular ac-
o from business, government, and nonprofits,

Recently, numerous leaders have called for rescarch on both entrepre-

newrship and social entreprencurship that transcends organizagonal bor-
ders (Austin, Stevenson, & Wei-Skillern, 2006; Sundin & Tillmar, 2010).
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the authors build upon the existing saciy

: is challenge. eny
Rising to this challeng S e re.
..M:./_:v literature. Grounded by soc _:_:._? management, and palic
ﬁ, IV, ....4 explore and expand upon the existing literature to show how i
theory,

terorganizational nc_r?,.::?.n m_,:ma.:ﬁ c.z..:.:_.wz.. .:»“:, nﬂ::,c::x logics
10 construct a new set of _‘..._m.::_ﬁ_.:vw _X._.f.n .1 often very . :._e_.e_: actory

The vast majority of literature in _._.a :w_a ignores the .&.c&.:n.s:a na
wre of networks in crosssector initiatives. To make the ?.::As.&ww_vs:_.,__m
work of such collaborations effective, entreprencurs must wtilize thejy ¢y,
tant network as well as build new connections in ways that bridge the differ.
ing logics and incentives of business, ‘x.z.n....i:...z. and ::3.:‘:_..: systems,
Our approach emphasizes the s.o_.r.s_ the individuals operating inside and
across organizations—both the social a::.n_u_.nrcc; and the operationg)
partners—to overcome the competing logics of each sector to build a sue.
cessful venwre operating at the nexus of all three. Managing these log-
ics involves reaching outside of the social entreprencur’s own network and
building what will become a new and stable network of relationships tha
supports and, indeed, constitutes the new venture.

Taking a case-based approach, the authors examine two social entre-
preneurial enterprises that by design were created to operate at the in
tersection of sectors; the first author worked as a participant within the
partnerships described and hence has intimate knowledge of the exan
ples discussed. Both are located on federal national park land in the San
Francisco Bay area. Both projects were established within xvv_.cv.:zzz._,.
the same geographical region, faced intense carned revenue and financid
self-sufficiency mandates, operated within similar institutional logics, and
employed inherenty crosssector models to do their work. We use these
Cases 10 explicate a theory of nexus work in social entrepreneurship vith
five primary dimensions. Uulizing these dimensions of nexus ioqru we €¥
“plain how individual social entrepreneurs were able to bridge the a_:a:.%
logics and construct, without direct precedent, a new and sustaining st
relationships between network actors that made the ventures successful

CASES: PRESIDIO TRUST AND CAVALLO POINT LODGE
The Setting

[l

hid

Both cases take place between 1994 and 2013 in the Golden Quﬁwo..

MW%M_@”M M@.N%%&: Area (GGNRA), which was formed by the ?mnﬁuczx
lands in three - The GGNRA Now constitutes over 80,000 acres &%c N__a

Counties, surrounding much of the ci -Qan Franc}
. S  city of San - oW
Hﬁﬂ_“r _==.~ Silicon Valley (Mever & Del chany, mexwv. The nw_..r _“._aﬁ.ﬁﬁ
: :. en former military bases wi th thousands of historicall¥ signt

Social m::oua:acaz.u at the Nexus » g9

buildings. The National Park Service (NPS) of the U.S, Depar

cor e charaed wieh oo s . . Lepariment of the
Interior is charged with administrative responsibility. The NPS mannoes -
ast array of sites across the United States, ::._E__.__x nearl \_cc,_. : .:s.n i
ness parks, battlefields, historic sites, and muscums, Fye d : _,.;_mn. micers
that manages a vast array of resources, the A,.ﬁ.z_g... <n=. i_.. ity " 4gency

! ) h 1S remarkable in its com-
plexity and expense. Due 1o this complexity, the Department of Interior
and the NPS _:.,.caca to develop innovative Ways to manage the manifold
federal assets of the GGNRA (Meyer & Delehanty, 2006),

Typically, units of the NPS are funded primarily through annual appro-
priations from the federal government, In many park units, these funds are
augmented by special construction or project funding. Some park units
have strong philanthropic partners who contribute to the park’s operations
through fundraising cfforts. While the GGNRA still receives considerable
federal funding of about $25 million per year to operate, it has developed
amodel of public-private-government partnership to help fill in the need
that some estimate to be more than ten times the annual federal appropria-
tion (Gantz, 2012).

The GGNRA offers an international model for partnership and innova-
tion, providing an example for studying entreprencurship at the intersec-
tion of business, government, and nonprofits. While much of the work in the
GGNRA may fall under the rubric of what is considered public—private part
nership work, we have chosen two examples where a financial and entrepre-
neurial component is particularly strong: the Presidio Trust and Fort Baker.

The Presidio Trust

The Presidio, a former military base, was transferred to the NPS in Swa
and became part of the GGNRA. Congress quickly realized that the rehabil-
itation and operational necds of the Presidio far exceeded the amount they
were willing to allocate as an ongoing commitment. Thus, they amSE_m.:n.i
awholly owned, independent government corporation :.&:aa. n.:n Presidio
Trust Corporation (the Trust) to manage the park. The Presidio Act ~,_::
created the Trust included a unique requirement for a national vs.; site:
The Trust had to become financially self-sustaining within 15 years after the
first meeting of its board of directors. The Presidio Act Sw:aiw&.%,\: ..Jn.
NPS mainain management of the coastal lands s.:E: the F.ﬂ.wa_P M__._ M
the Trust would manage the inland area, thus .:.Lc:m two independen
Bovernment entities responsible for the management of Eﬂ vsn_”r:.n s

The mandate set by the federal gover b ,.:v...r.:e.m _._HL,.?_:Q:..E.
would be sold as surplus assets if selt-suthcicocy Ewwu._ ~ .A/..m..o:c:w_ Academy
thus dissolving the park into parcels of _”.:..z.m_n assets E_ ¢ nearty 1,000
of Public Administration, 2004). Monetizing the rental o



70 ® C.JUSTIS and A. HARGADUIN

ssufficiency, and achieving thjs e

7.:_“.__:«” 5” ,MM“.._.. “_“ﬁa_,”_cur“m.”o_._n_.._ estate _ewmm:n and zeﬁﬂ._s:n
the developme | . ¢
. ike any prior on park land (Hellmann, 2010),
csﬂ, ___._.“_,_”,..“ WW._“_,_R..._ cm__u..:a leasing and a?...a_cv_:c_.: had liule
within both the GGNRA and the larger Zﬁ..v x_wa was pe :
ing with the traditional resource v..%.éé:o_.d functions of a natonal pyrg
Many high-profile environmental groups, park-advocacy x_.c_._vw. and prop,.
inent citizens were in opposition to the model and the possible Preceden
that the Presidio Trust set for the future of parks: the potential Privatizaig,
of parks and public lands. To this day, the dual missions of the Park—finyy.
cial selfsutliciency and resource protection—come into conflict. Zs:znm:m
this contlict is one of the constant challenges of the initiative's _c..ie_z_:v.

The Presidio is a dynamic experiment in social in novation—two se
government agencies managing the same area
velop an ambitious profit-making real estate
isn't typically comfortable with private deve
experiment in park-buildin
Washington and in adjace
a famously politically active citizenry,

While the project has certainly be

Ntaileg
Nt fupe,

. Precedey,
rceived ag conflig.

parate
alongside the need (o de
function within a culture tha
lopment. On top of this, this
R was taking place under intense scrutiny {rom
Nt proximity o the wealthiest neighborhoods of

¢n controversial and challenging at
umes, the results have nonetheless been dramatic. The Presidio reached

s selsufficiency goal as well as a level of mission success few would have
tmagined. As the Tyysy reports:

The Presidio Trugy and jix
throughout the
FY 12, Each yea
vale

Brantors have invested more than $416 million
park since 1997, ¢res

ating a revenue stream of $78.3 million g
, fas _“.i.._.s_ appropriations have decreased, the amount ol pri
_z.:.“””ﬂ“.:._ﬂ_“.._»..___._q..““.____...:..,a,_&.._. as .__..;_ the number of rehabilitated ...1_.._ _..:_,M_..”
residential upjy :... .: ? .__, o .._.A_.:é sommunity oday with 97% of .7 N __4
the Presidio'y __.c:.”».._,_”.__. .a_. .».:::,_._z_‘::x $41.1 million in FY 12, >._..__:..““.._.M“
with howig nential _,.___.__:r; contributed $28.2 million in |

alit and othe O o . . “dae el Trust
20, 0.7) Y ther reye ::;:.::.__:::_x $9.0 million. (Presidio Trt
The Tr -
st . k
! POTtS remarkah)e T ; d pA
; , ‘ ro sservation al
_..z__a:_x functiong includj Progress in its preserval

s
.. : ")
Sl : "8 developmen, of robust community prog" of
" Y preservation ¢

. .. n
ons alone, 1he pi. nd environmental remediation. I ’ st

»the historie Preservation work, the Trust repor™
The T

also re

N NI . :..m-
s "chabilitateq 350 of the park’s 433 hi de
APes, includ ard

pes, ::_:.__:x Kardens, historic forest and pa i
. o Ik
e __:_5:..:: features, such as the major |
wir pre

vious clegance, The Trust Wi

Social msqwnssmca:_u at the Nexus = 79
made significant strides in archacolo

Ky, which is closely tied 10 historie
ervation. (Presidio Trust, 2011, p, 9) S

especially in hindsight when
y whether ma:..m.;m&a:@ was
nnounced that it had achieved
ral subsidies (Nolte, 20183).

Fort Baker and the Development of Cavallo Point Lodge

A less well-known example of entrepre
different location in the park, Fort Baker.
similarities with the Presidio,

neurship at the nexus occurs at a
This area shares some important
yet it also has evolved quite differently. Like
the Presidio, Fort Baker was a military base that was transferred to the NPS
when its assets were viewed as surplus to their military purpose. The area
comprises more than 335 acres of land and more than 100 historic struc-
ures (NPS, 2008). As in the Presidio, most of the buildings are listed on
the National Register of Historic Places and much of the land is ¢
mentally sensitive. The NPS has an or
Protect both the natural and cultural

Through a different se

nviron-
ganizational mandate to preserve and
features of the area,

t of circumstances, the NPS determined that the
best way 1o redevelop Fort Baker would be to keep the lands unde
trol and instead seck a network of non
ment partners. A num
the Bay Area Discove
were conye

rits con-
profit, private sector, and govern-
ber of the buildings were rehabilitated to become
ry Muscum, a nonprofit children's museum, and some
yed to the U.S. Coast Guard. The remaining buildings were in-
cluded in » Package that went through a long public process to determine
thata developer/ operator lirm would be needed to invest the $100 million
required to rehabilitate the site and create

The Fort Baker Re
large capital invesun
the property. This e
Bovernme

a hotel and conference center.
reat Group was ultimately chosen; in return for their
ent, the group was awarded a 60-year ground lease on
ase, unprecedented in NPS history, also provided the
Ntarevenuesharing arrangement in the hotel's operations. Fur-
ther, (he lease stipulated a role for a nonprofit environmental center as part
ofthe Arrangement, which ultimately was led by the Golden Gate National
Parks C::S?..::.w.

) The Project developed over a period of 10 years and opened in 2008
With 14 well-appointed rooms, a Michelin 2starrated restaurant, a spa,
and NUmcerous amenities. As of 2013, despite inital financial _:_._A:.,..,. 5....
Project ha Proven financially and programmatically successtul.? The proj-
CClreceiveq numerous nationally recognized awards for its restoration and




72 = C.JUSTIS and A. HARGADON

historical restoration. While more time will need to pass in order ¢ jud
the success of the project, early signs point to a very ?d::&:m start, ge

A THEORY OF NEXUS WORK
IN SOCIAL ENTREPRENEURSHIP

Our theory of nexus work in social entrepreneurship is built upon emergip
research in organizational behavior. Nexus work typically is present i e_«.
vironments with many partners (often with competing needs) where none
of the partners have direct control over success, yet coordination among
the partners is critical for the success of the shared work. Typically, each
partner brings specific networks to the project and often the networks are
reorganized, recombined, and rebuilt to achieve successfully the goal of the
partnership (Hargadon, 2003, 2011; Long Lingo & O.Zm:osx 2008). Most
of the extant literature on nexus environments focuses on work within one
sector or within organizations with similar institutional logics. Particularly
new in our study is a focus on constructing a theory about the cross-sector
environments that are often typical for social entrepreneurs.

For the social entrepreneur, the cross-sector nexus environment is of
ten actively cultivated. Typically, the social entrepreneur recognizes the in-
herent benefits of bringing in the best attributes of different sectors and
combining them while leaving behind the less desirable characteristics. In
organizational behavior literature, this process is called recombinant in-
novation, and it typically involves recombining the fluid networks of entre:
preneurs into a new network that can sometimes lead to significant break-
throughs (Hargadon, 2003).

Managing competing institutional logics is one of the most formidable
challenges facing social éntrepreneurs in this environment. For nxmav._n.
government is typically characterized by logics of risk avoidance and a stnct
e o s e, 15401 Ao, iy e i
have regular _oﬂumm_v re onal, g cal environment, and their wo

Ve . » regional,
ability, _5<.mxw Sector actors face 3 different set of logics with a focus o
Profit maximization and sy i
Sector entrepreneur s typic

burez i o )
_UEMMF%ENS accountability, Finally, the nonprofit actor often shares o
nors wsa-n@ oqu.meoa but typically has a strong accountability 8_%«
within Enmwzmamszvr_ummna Organizations. Of course, individuals io_qva .
Dsututions . . e 2
have their own logics, but the institution vosa.

Strong role in shap; o g
man, & Caldwel] _ﬂmm the motivations 0m the individuals (O Wm_:xc ridge

Social mq..:mua;m:a:ﬁ at the Nexus = 73

the differing individual and instjry

tional logics and C
3 g onst
relationships between actors, Tuct a new set of

éntrepreneurs: re-
§ lrust, managing

shared work, and adaptation and evolution, These dimensions are not dis-

crete; rather, they build upon one another.

Recombinant Innovation

It is widely known that organizational innovation is often a process of
breaking down organizational forms and creating new ones (J. Schumpeter
& Backhaus, 2003; . A. Schumpeter, 1939). Typically, the recombination of
the new forms involves the creation of new network connections between
people to produce novel combinations. Called recombinant innovation, this
appreach recognizes that organizations utilize the past to create the future.
This has been documented in innovative companies like Apple, Hewlett
Packard, IDEO, and others. IDEO, arguably one of most innovative con-
sultancy firms in existence, organizes itself to encourage recombination of
existing ideas rather than to invent new ideas (Hargadon, 2003).

The same work of recombination is taking place at the Presidio and Ca-
vallo Point. For example, the early ideas of how the Presidio could be re-
stored and managed originated from the park’s successful redevelopment
of real estate assets in a different part of the park, Fort Mason in San Fran-
cisco (Hellmann, 2010). At Fort Mason, the park was faced with R:mr::s?
ing a network of derelict piers and warehouses. The park’s mzvﬁ,_:ﬁn:n.mz.
at the time realized that the National Park Service would “study the build-
ings to death so he used this opportunity to innovate by ,Qe.«_.::m.w new
model of public—private partnership” (Meyer & U.n_c?:_cu Nccc., p- 234).

Fort Mason's transformation into a thriving business/nonprofit/cultural
center at the previously dilapidated location Q.E:Q..w E.enﬁ_e:” ?.ﬂ .m:%..
sequent work. The tactic has been innovated upon in different ﬁ.._.“\._:o M
throughout the park, and vestiges of ::m. early m—w_u..cw_n: to _x_w EMMLMMM
clearly a part of the models at the Presidio and Cavallo 10::.‘ o1 .. o.::n.
the successful work at Fort Mason set the stage for Sw NPS o :om. R

. . ases. While common in many industries,
previously unheard-of long-term _n..v?., While ma iy only given operaions
before the Fort Mason success, the NPS had primarily n.::rwic of the cap-
10-or 20-year concession agreements. wonz.:mc of the :Zr.. o T (Hell-
ital | i IPS successfully changed federal fa :
ual invesument required, the NPS &.2@5 Y s Mason to Fecoup its
Mmann, 2010) to allow the o..n:.:ﬁ::.v: _.:_ﬁ_zm.:“c_: was crafied for the
financial investments. A nearly Ieentical m:._“r...,::.m..._ arrangements were
carly Presidio real estate investments. Thesc hn
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then replicated at Fort wm_mn_. m:@ now at other sites. What was S€en a5 Ney
: in f: nstituted ideas from the past.
ideas were, In fact, reco i i tion is the abilj

An important aspect of EBB?J»E innova ity to SYnthe,
size and incorporate competing logics within the network of actors (Chen
& O’Mahony, 2006). For example, at F ort Baker, ﬁ.rn. idea o.m a luxury hote|
came into conflict with the NPS’s institutional logic of wmw__r»am: access 1,
all visitors. The hotel needed to charge high room rates in order to generay,
sufficient revenue for needed facility upgrades, yet the price of roop, rent.
als and perception of elitism were problematic for the NPS. CEE»S? the
hotel developers and NPS reached a compromise solution whereby 109, of
the hotel rooms were set aside at discounted rates for partner organizatiops
of the NPS during the low tourist season. The work at Fort Baker shows 3
selective reconfiguration of practices rather than resistance or conformiy,
which is more commonly described in the literature (Chen & O.Zmrgx
2006; Oliver, 1990). As part of the management of competing logics, the
leaders chose to set up an innovative nonprofit program, the Institute at the
Golden Gate (part of the Conservancy). The Institute would simultaneously
hold low-ost events important to the NPS's mission and draw visibility and
business to the site, which was important to the profit-maximizing logics
of the private sector entrepreneurs. The Institute, in turn, has brought in
many new innovative programs and ideas to the partnership.
. _ss.oénos resulting in the coexistence of competing logics may result
i an important purpose in not allowing either logic to dominate, and a
possible inversion of means and ends (Chen & O’Mahony, 2006). In the
Cavallo Point example, this result may have proven particularly helpful in
»:o.i.:m the project to reach success, Because the NPS retained its core
beliefs that the site remain affordable, accessible, and “park like,” the site
Hﬂw H.HM%QB_%& a E.:a:a brand, allowing it to differentiate itself from
fared Bcnhwww“.,ovowzmm in the area. Hotel mnovn_.:mm located on vszm_»zua

These enpr. M: M: :o:-vmzn.roﬁ_m during the recession of 2008-2011-
i t0 help moﬁnnvzmm show ::.: an _Bvo.q:_:a role of the social n::cv:w:n:h
ing ideas. This js :m qnnoﬂgsscws w?aamm a fitk ihe cosiistence af noz:.va
3l nenm s po small task within a setting of the pressures of working

ors, but the results can prove remarkable.

U»<o_oumsm Networks
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important is the fact that the networks cover diffe
strength to shared work and overcoming holes
ing individuals and _umﬁnn_..m. Over time, these networks evolve and further
change the work and capacity of the organizations of which they're a part,

For example, when the Presidio Trust was formed in 1997, it couldn’t
rely on the National Park Service for much of the requisite for-profit real
estate and development functions since these weren't core NPS skills. By
developing formal arrangements with leading real estate firms CB Richard
Ellis and the John Stewart Company, the Trust covered some obvious weak-
nesses and built a successful real estate function that in 2011 brought in
$75.6 million, including notable tenants such as Lucas Digital Arts, which
contributes nearly $6 million in annual lease payments (National Academy
of Public Administration, 2004).

Instead of engaging private-sector partners to develop its real estate
functionality, the Presidio Trust could have tried to develop these same ca-
pabilities internally. While this might have been successful, it surely would
have been much more challenging. The partnership with CB Richard Ellis
and other real estate partners brought not only skills and expertise but
also access to a network of other real estate partners, which proved invalu-
able in the Trust’s work. While certainly many of the real estate functional
operations are outsourced, the real estate function has been developed in-
ternally within the Trust. In effect, the Trust was able to capture the extant
real estate expertise and networks of its partners and integrate them into
their own and reform the combined network into an effective structure
for the core work of the Trust. The Trust has developed real estate compe-
tence in a remarkably short time. For example, in 2011 the Trust negotiated
an impressive “right of way” payment ($35.8 million E FY 2011) from the
California Department of Transportation for the Bp.:p.&.n.sq replacement wm
the Doyle Drive transportation corridor (The Presidio Trust, 2011). This
project—which the Trust had decried only a few years Q:__.nq as ca.:m det-
rimental 1o its financial health—had become one its most significant finan-
cial assets, mostly due to the Trust’s increased real estate competence and
negotiating acumen. .

The n_:mmnm of leadership for the Trust also showed an —.sa.a..%“ﬂ”__“n
of the importance of network building. _.,...-u ex..::v_w. :-m AMM__””QE: &
executive director, Craig Middleton, was critical to 3:%.?:“ secritae o
ing the early successes of the park. Having .#._..42_ .wmaﬁ_ ...ncﬂqw.uc:n:_ o the
the high-profile Congresswoman Nancy Pelosi, Mid e it hocalcons
Job critical network connections in Washington, c«m.hyn,ﬂ: 10 navigate
stituents. These connections and Eﬁ:q c:.._:_ea. ...n._.f,..a_ activities of the
the complexity of ensuring that the x--ﬂ._:EmA..u:.:w fiddleton also came
Trust didn't derail the overall success of .:E _v:,.: 2... r:%:ﬁc:.u networks
with important history working with the Conservancy.

€rentarenas, hence adding
in the skill sets of the exist-
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ished by t

helped broaden and -.nym:nuon.ma ﬂ“w”““c”“”m—.h mn”ww___wwn”mvh% he Trus
nxnm:ﬁ«.ﬂ%ﬂ“”.: M”M_“M_wa_ﬂm_gmona:m newworks also proved val
] At :__n the developers and operators of the lodge had am.m_u ne

or example, lity field and could utilize these networks to bring ip
in the :am_,s :Wrm sheer magnitude of the investment required, the de.
tors. But MMM”Q to find investors who also valued the historic anq Natury
H_Mwmwh_o: values of the project. These investors had a long W:MSQ of
philanthropic involvement in the park, and do.m»:wm of the _..::._G Involye.
ment, they were willing to invest in a hotel project that io:ﬁ: t normally
have been in their investment portfolio. Tom w»...ma:.r H_.ﬁ chief developer
and founding principal of the project, brought with him immense networks
in both real estate development and environmental causes from his prior
work developing sites in environmentally sensitive areas. Sargent’s history
as asocial entrepreneur and philanthropist brought him access to investors
with an interest in environmental causes who would be willing to invest in

the project for its social and environmental purposes as much as its poten-
tal financial rewards,

Another key function where the networks complemented one another
was in the actual fillin

g of the rooms of the Cavallo Point lodge. Early in
the lodge’s operations, occupancy was a significant concern. Although the
lodge had substantial marketing and sales operations in place, in the eary
days before the facility was well-known, the internally generated business
wasn't sufficient. Through its combined networks, the NPS and its partners
generated over $1.5

million in sales, The NPS can’t actively sell on behalf
of the private entity,

but instead it set up a lease-ne
whereby entities shari

—.'m m,:up

:mv_n.
tWorg
inves,

gotiated arrangement
Ng a mission with the NPS receive a significant dis
count during offseason time periods. This meant that significant numbers
of government and nss_.o:SnEm__v, related organizations had the oppor
tunity to use the lodge. In addition 10 the more than $1.5 million in rev
€nue this generated in the early years, it also had the important effect of

raising visibility of (he Park and developin ) ing helpful 10
i ts networks proving help
the Nps Programmatic work. . _u

Uo<o_ou5n o_.umsmum:o:m_ Trust

itably focused on trust. >___,c=m
by most as a key ingredient ¢ _
artnership and work begin _c.w._
individual level, and then this :
the institution, Individual '

™, this is seep

» when (ryg, crodes, the p

gy .“: is aaﬁ,_c_x& at the
It becomes assocj i

ated wigh

ffet
s
L
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therefore critical because jt helps keep the instityg;
gether, balancing the many institutional forces that
to pull apart—competing institutiona] |
institutions, power inequities, and the ]
involved, and others. The NPS recogni

onal relationships to-
. Pressure relationships
Ogics, divergent incentives of the
Pecific personalities of the people

Trust is an essential ingredient for successful
laboration and contrihution, Trust must be
by day. A single betrayal can be

partnerships and cnables col-
demonstrated and carned day
costly and make it hard 10 regain the same
level of trust between the partners. Trust croding behaviors include: in-
dependent action by one partner that has not hee
partner(s); grandstanding at the ¢
one’s word, commitme
one’s motives;

n shared with the other
xpense of another partne
ntor conlidentiality;
or acting in any way contrary o
partnership. You build wrust through the
tions over time. And you have
(O'Neill, 2004, n.p.)

T3 not honoring
creating suspicion in terms of
the bestinterests of the overall
consistency and integrity of your ac-
W trust your partners in order o be trusted,

A component of developing trust in complicated interorganizational
partnerships appears to be the presence of a boundary organization, which
serves the purpose of helping bridge the divergent interests of organiza-
tional players (Guston, 1999, 2000; 2001; Miller, 2001; O'Mahony & Bechky,
2008). Sociologists have described the importance of these boundary or-
ganizations that “perform tasks that are useful 10 both sides and involve
People from both communities in their work but play a distinctive role that
would be difficult or impossible for organizations in either community to
Play” (Guston, 2001, P- 403). Boundary organizations reinforce collabora-
tive interests for the individuals involved and organize around these inter
sts while allowing the actors to maintain their distinctive identities and
institutional logics as well as divergent interests to coexist AC,Z,..:EG &
Wen:rx 2008). Our hypothesis is that the boundary c_,n.:_.:b,zcs. may play
an importang role in helping the individuals see their collective identity as
Part of a new, recombined effort.

In both the Presidio and the Cavallo cases, the most prominent Jc::a.
ary organization was the Golden Gate National Parks Conservancy (€ onser-
s.zn«.v’vqaic:w; known as the Golden Gate z“.:_c:‘._ ._......,rw .P/xx_.,:.:sh
The Oo:z.._éxsﬁ, is a nonprofit organization with a mission 10 v:SDM
the Golden Gage National Parks, enhance the park visitor SRPERSHCS: a0
build community dedicated to conserving the parks for the m:n_:q_q._., J:A.”.M
its m:navacz it has worked closely with the NPS and later 4.5,_*@ :“..,_ -
Trusy, The Conservancy is regarded as one of the most successtul inits pe
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group of park support organizations, by 2013 :’aving raised 3.243 l"nillion t
support the GGNRA (GGNPC, 2'013). Greg Moore, executive filreuor of
the Conservancy, has deep ties with the NPS yet also has recruited ap, im.
pressive board of directors consisting of CE(')S and .leadt?rs .from Major p,.
tional corporations and foundations. Moore's work in bulldlrlg the Partner.
ships between government, business, and nonprofits effectively illustrage
an important theoretical point about the importance of boundary organ;.
zational leaders—they introduce disconnected individuals or facilitate new
coordination between previously connected individuals.

This importance of the Conservancy as a boundary organization showed
itself at numerous times throughout the development of the institutions,
For example, during the development of the Presidio, Congress consid-
ered selling off the real estate assets and privatizing the national park. The
Conservancy actively intervened, creating a national body of civic leaders
to lobby Congress to keep the Presidio within public ownership. To this
day, Moore’s role at the Conservancy has been to create a bridge for many
of the partners with an interest in the successful operation of the Presidio.
While one of the Conservancy’s most successful functions is raising needed
funds for the Preservation of the Presidio, it serves a role behind the scenes

convening leaders across the key partners and assisting them to maintain
their focus on building the national park.

The Conservancy’s role as a bounda

nently in the development of Fort Bak
lodge and ¢

the project
resolve the
tial develo
and discus
solve the s

ry organization also figured promi
er and Cavallo Point. The size of the
oncerns about resulting traffic were a publicly contested part N
and held up the development of the site for many years. To ey
many tensions between the community, the NPS, and the pote™
p?rs, the Conservancy S€L up a citizens
S issues of concern to
talemate between
Project o move forward,

group to regularly meet
the community. This ultimately helped ::
the community and the NPS, thus allowing !

. ongressional staffers
l . . . ’
Ng capacity, ang hosung tours of the sjte

u;)ns. Further, once the Project comme
Played an essential Coordination o]
the key Partners of the Project

funding and coordinating lob &
all proved essential bridging fll: /
nced operations, the Consef\’aec
¢ of hosting monthly meetings beti

T AT ) 5
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Coordinating the Shared Work

In order to accomplish the projects of the Pre
Point lodge, traditional networks were utilize
of managing a cohesive initiative among numerous partne
because the force of each system’s logic is always pulling o
work. Recent research on nexus work shows that man
place to coordinate the shared work: a common agenda, shared measure-
ment systems, mutually rewnforcing activities, continuous communication,
and backbone support organizations (Kania & Kramer, 2011),

The players described in our cases have created similar arrangements
that keep the partnerships functioning optimally. For example, regular
meetings of the key partners form the backbone of the collaborative work
of the partners, essential to the functioning of the work. Typically, the meet-
ings involve leaders at the same levels in the respective organizations, yet
both organizations have instituted regular cross-level and cross-function
meetings. The weekly coordination meetings are not all business, though.
One senior Trust official characterized the relationship “as more like that
of a family than a partnership” (National Academy, 2004, p. 14). Particu-
larly important is the level of candor between the executive Ir‘a.d‘crs o.f the
initiatives. By meeting regularly, these leaders coordinate activities, dispel
institutional rumors, and resolve interagency conflict. .

One of the ofien-overlooked aspects of work at the nexus of sectors is the
importance of negotiating rights and responsibilities of the various part-
ners within the relationship. Also essential is the willingness of the entities
working in the relationship to evolve traditional power 1:0!05. ' '

Both of the cases discussed in this chapter have explicit and detailed wnr-
ten documentation that would be unnecessary for most social entrepreneur-
ial endeavors. The Presidio was created by an act of Congress; the ena::h.ng:
legislation stipulated explicit roles for many ul? the'kCY actors. C“":‘lll‘)“";"irl‘e
has a massive written lease spelling out all details ot. the arrangement. e
the scale of documentation used by the partners in this vr*nturc(’ls(i:-:::lwas
essary for smaller ventures, the importance of wmlen.dow;u-col‘ll dhmu e
often mentioned by key leaders of the initiative. Many “'“Cls\tlc]:_s ,-f(er-enced
€arly phases of the implementation of the project, kCY P a
the lease or other partnership documents for role cl«mll)- ( the park's oth-

More informal written documentation i? U:“Cd 'lh [’Ol:i:?il of rights and
€r projects, and the importance on negotiating “(‘“(‘I;KNA- Former GGNRA
responsibilities is embedded in the culwre of the GG
S"Pt‘l'intcndcm O’Neill wrote:

sidio Trust and Cavallo
d in innovative ways. The work
IS is never easy
n the collective
y have key elements in

nough Partnerships need formal
‘ : i shake are not ¢ . in
Good ntentions and a handshake are ne e i ape

’ . Sfine mutud
Writlen agreements and work plans that def
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tions, the roles and responsibilities c_.. cach partner, and clear accounyy,
for the work to be performed. The formal agreement serves as a my,
binding contract o cnsurce that cach partner mn_m::z_c&xcz and Fulfills
responsibility. Most people are :<e_.cx_.c=mc.z with work, m_wa_ tasks cap fall
through the cracks. If a given partnership is 5.?5.&:.. provide structure foy
the partnership through a formal agreement and specific work plans thy, lay
out what tasks nced to be performed for cach initiative, by whom, ang whep,
In a busy world, clearly written inteny, roles, process, schedules, and accouny.
ability procedures guide performance and follow through. If differcences arise
or performance lags, the formal written agreement provides a touchstone for
accountability, revisiting intent and commitments, reconciliation, and gelting
back on track. (('Ncill, 2004, n.p.)

:3
ally
theiy

While this type of documentation and paperwork may seem like a hip.

a_w:no8maE.:mwnz.m_iozﬁwnnoav—..mrna,promssww::m:pi: pay huge
dividends in the future.

A final way that the GGRNA managed to develop effective shared work
with partners is by creating a culture where employees and managers are

encouraged to let go of individual power and ego. In the words of former
Superintendent O’Neill:

The most insidious impediment o good partnerships is the unwillingness or
inability of a partner 10 share power and control. This can be the “Achilles
heel” of partnerships. At their very basic definition, partnerships are abowt
shared power, shared vision, and shared responsibility. While one entity may
possess a supcerior position, larger budget, more staff, ete. in a relationship,
the exeeution of the work and credit for accomplishments should not reflect
this. This is not about a landlord-tenant rclationship. This is about (wo of
more entities working in unity 1o accomplish important work. A “boss=s¢r
vant” mentality will lead only to frustration and unfulfilled promisc. Pariner
ships are about “we™ not “1." They arc about creating an cquality of impor

tance—an environment where individual personal cgos are subservient to the
____...Ezr,..._.___ci_.:_e.

This being said, it is important o he

N - at
i Ip your organization understand th
partnering does not mean giving up ¢

. .. .,_—
the - ontrol or influence, nor does 1t _:nus
d ”, OTRanizations give up their autonomy. Good parterships represent

“Hcale balance b oy a1 ini ¥ i i . e
. »,_E: _K_&fr bewween maintining onc’s own identity and adding value!
a collective effor, (O'Ncill, 2004, n P-) ‘

Adaption and Evolution

Many of the four dimens .

; . ad to!
10ns of nexus work discussed thus far lead .

. . . 71 mﬁq—
mension—adapiation and evolution. Typ

. . ¢
working with one se h

ctor, with congruent organizational 1081¢

ot 1ur
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ability to adapt and evolve is relatively straightforward a
nized. Ia.viwﬁa n_.omm.mnn:w.. entrepreneurial ventures ofte
challenging power %:xzw_nm ._53:8 of the power inequality—the govern-
mental actor typically maintains the bulk of the Power in the relationship.

In nqoww.maa.Sn work, the competing logics and struggle over individual
and organizational power within the partnership can prove fatal 1o organi-
zational evolution. The leaders of the initiatives described realized this and
paid due attention to power issues. For example, one of the co-founders of
the park commented, “I was concerned about the Conservancy during its
early years. The NPS’s administrators cramped its ambitions. . .. [All of its
directors had the expertise and ability to do more than the NPS would al-
low™ (Meyer & Delehanty, 2006, p. 240). Ultimately, the NPS gave the Con-
servancy more power and authority, and the “organization moved out of
the traditional relationship with the NPS...to a more complete array of
nonprofit support skills including philanthropy and volunteerism™ (Meyer
& Delehanty, 2006, p. 240).

Power issues were certainly at the heart of the discussion during the for-
mation of the Presidio Trust. Knowing that governmental entities typically
hold on to power, many were concerned that the Presidio Trust would not
be successful if encumbered by many of the traditional constraints of the
logical overseeing agencies within the government. To resolve this prob-
lem, in setting up the Presidio Trust, Congress freed the Trust from many
of the traditional constraints that apply to a governmental agency. Most
dramatically, the Trust was established in such a way that its activities and ex-
ecutive staff are overseen by a hoard of directors appointed by the President
of the United States. This placed the organization outside of :.#. 8:.3_.0»,
many of the traditional park and natural resource bureaucracies and quite
close to the executive power structure of the country. . .

It is difficult to determine the exact extent to which the modification
of traditional power and control structures had on the success of the part-
ners, but clearly it was a necessary part of the discussion, and the leaders
working within the partnerships often cite it as one of the top q.n.m.wc:m:wcq
their success. Ultimately, the evolution of ::%:::ﬁ power ?._.z‘:d:q _v”
likely created an environment fostering innovation in the organizauona
relationships.

This ﬁ.cﬂ::.:d can be seen in the many new organizations that 7:.8 %Din
o . % wurlv unheard of in other national park

ut of the partnerships described, nearly un i nizational part
settings. For example, within the GGNRA, :.2_‘:. nog.v_..:ﬂ.z_,_wé,. partner-
nerships exist. These organizational partnenships range ﬁ::, i provides a
ships 10 scientific and research entities. .;w 1...3.&: :_,“ cm.c ople work
w.c:.c o 225 companies and nonprofit ci:.:h:_w_,z." :“.-“q. N k .”.cz.._‘ 1,200
In the Presidio and another 3,000 live in :.za.»..:.,.cw..._d..”u.v,wh:m.:. In 2012,
_.cE:_m units in 21 distinct neighborhoods (Presidio v

nd inn_v. recog-
nare fraught with
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Trust even launched a new “think tank” organization, E.n Natio
- y d Innovative Leadership (Perry, 2012). This neyw
ter for mawsn.o.wwm to “offer programs in leadership developmeny,
tion :sﬂﬂ”EM to help purpose-driven leaders achieve greater im pa
MMM“V—-_._,.E%, (Presidio Trust, wE.mc. n.p.).While :.5. m:nnamm. of this 535.
tion remains unproven, the idea is _._o§<.023|.m: 5:05.55 Cross-secty,
model has created a new oﬁmsmumn._o: that is helping to provide res earch ang
training to generate more innovation.

naj Cep,
Organiy,
Hmwow_.n:.
Ctin the,

CONCLUSION

In this chapter we examined two largescale initiatives to explicate ap
emerging theory of nexus work in social entrepreneurship. We believe that
these approaches are important to many shared initiatives but are likely
even more important to social entrepreneurial endeavors, because the f.
nancial and organizational stakes can be so high. The effective social ep.
trepreneur needs to bridge the differing individual and institutional log-
ics and construct a new set of relationships between actors. The theory of
nexus work in social entrepreneurship focuses on five key dimensions of
nexus work that are particularly relevant to social entrepreneurs: develop-
ing organizational innovation, amﬁw_o_&:m new networks, building trust,

managing shared work, and adaptation and evolutj
are not discrete. Rather, the

Asis true for any study,
In future research, we ho
this chapter. An interesti
are a simply a subset of
there are truly unique d
ing place at the intersec

on. These dimensions
y depend upon and build upon one another.
often more questions are raised than are answered.
Pe to deepen and broaden the analysis explored in
Ng question to explore is whether these examples
the public-private partnership domain or whether
ynamics taking place when entrepreneurship is tak-
tion of sectors. The authors would also like t0 %a._z_
more time documenting and researching the struggles of the partnerships
described in hopes of sharing the lessons learned with a wider audience. F¥
nally, as the par tnerships described continue to grow and evolve, more 1

d development would prove fruitful.
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CHAPTER 5

CULTURAL PERSPECTIVE ON
SOCIAL ENTREPRENEURSHIP

A Case Study of Facebook Usage by a
Community-Based Cancer Treatment
Center in Rural Thailand

Suwichit (Sean) Chaidaroon and Angela Ka Ying Mak

INTRODUCTION

Social entrepreneurship has rapidly emerged and gained the s.:m:no: of
both researchers and practitioners as a response to pressing societal :.co.%.
Social entrepreneurs aim to efficiently cater to “human needs that existing
Markets and institutions have failed to satisfy” (Seelos & Mair, 2005, P- 241).
O..m.;:iu:o:w with socially entrepreneurial stances can c.m characterized by
their socjal mission, their drive for sustainability, and their responses ﬁ.o en-
vironmental dynamism (Weerawardena & Zo_.r.mc.cov. ._..o date, most _:..M“m
tWre on social entrepreneurship has provided insights into the m.F_cnnn,Mm#.
characteristics of social entrepreneurs (Wood, mc_wv. and o:nnr.,‘w .%_::r
models 1o run the socially entrepreneurial organizations effectively ( ,

Oqcz_mx & Barr, 2012).
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