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ABSTRACT

When establishing a new technological standard, multiple actors often have to build coalitions
toovercometheinertiaof theemergentcollaborationnetworkandtomobilizedecisivelevelsof
support.Theauthorssuggestthattheemergenceofastandardinanetworkedfieldcanbestrategically
influencedbyfocusingonlyonasubsetofallactors.Thestudydefinedthechoiceofaspecificsetof
standard-initializingorganizationsasthetriggerstrategy.Aconceptualmodelwasdevelopedfrom
interorganizationalcollaborationasanetworkcomprisedofasetofheterogeneous,interconnected
nodes,qualifiedbytheirgroupmembershipandsize.Theauthorsemployednetworksimulations
identifyingthevalueofdifferenttriggerstrategies.Dataonanetworkofairlinecollaborationwas
usedtoillustratethemodel.Undermostconditionsconsidered,thestudyfoundastrongtriggering
potentialofinterrelatedcorecliquesincomparisontoothertriggerstrategies.Theresultssuggest
thatthisstrategyshouldreceivemoreattentioninthefuture.
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INTRoDUCTIoN

Multipleactorsareofteninvolvedincollectiveactionwhenestablishinganewstandard1(Hargrave
andvandeVen,2006).Collectiveactionmeansthatdifferentactorscometogethertoinfluencea
standardizationprocessinsuchawaythattheresultisintheirinterest.Thisisoftentheonlyoption
ininterorganizationalnetworkswherehierarchicalinterventionisnotpossible(Powell,1990;Provan,
Fish,&Sydow,2007).Collectiveactionthusformsanintermediatelevelbetweenthedecisionsof
individualactors,inourstudy,organizations,whichcanorcannotadoptthestandard,andtheoverall
systemiclevel,inourstudy,theinterorganizationalnetwork,atwhichthediffusionofthestandard
isreflected.Whencollectiveactionstandsatthebeginningofastandardizationprocess,itcanbe
aninitialimpulseortriggerthatsetsaself-reinforcingprocessinmotion(Arthur,1989;Meyer&
Schubert,2007;Sydow,Windeler,Müller-Seitz,&Lange,2012).Forinterorganizationalnetworks,
weconceivethisprocessasacontagionprocessinwhichthenewstandardwillspreadinthenetwork
characterizedbyexistingpartnershipsbetweenorganizations.Duetotheheterogeneityoftheactors
andthediversityoftheirinterests,itmustbeassumedthatthespreadofthestandardfromonepartner
toanotherhasdifferentthresholds.
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Againstthisbackground,it isimportanttounderstandhowcollectiveactioncanbemadeas
efficientaspossible,sothatasmallorpowerfulgroupcanhelpthestandardtoachievescalingon
abroad scale.Althoughabroad literature fromeconomicsandorganizational theorydealswith
collectiveactionproblems, the strategic influencingof standardizationprocesses isnotyet fully
understood.Thereisconsensusthatjointactionmayallowto“mobilizeacollectivedespiteresistance
andinertia”(GarudandKarnøe2001:6).Furthermore,alargebodyofliteraturealsostressesthe
importanceofnetworksinthepursuitofcollaborativeinterests(Gulati,Nohria,&Zaheer,2000;
Powell,1990;Powell,Koput,&Smith-Doerr,1996;Provanetal.,2007).Examplesarestrategic
alliances(Dyer,Kale,&Singh,2004;Reuer,2004),partnershipsformarketing(Gerlach,Cleophas,
&Kliewer,2013;Hu,Caldentey,&Vulcano,2013),ornewproductdevelopment(Pavlou&ElSawy,
2011),aswellasotherformsofhorizontalorverticalcollaboration(Sydow,Windeler,Schubert,&
Möllering,2012).Theseinterorganizationalnetworkstructuresnotonlyopenupbutalsoforeclose
viabledevelopmentpathsonthenetworklevel(Burger&Sydow,2014;Schmidt&Braun,2015).In
particular,existingnetworkstructuresare“pipesandprisms”(Podolny,2001).Theyactasconduits
todisseminateideasandinnovations(Galaskiewicz&Wasserman,1989),butatthesametimethey
reflectexistingdependencies(Sundararaja,Provost,Oestreicher-Singer,&Aral,2014).Thus,new
standardsmustovercometheinertiaandresistanceofexistingrelationshipssothatcollectiveactivities
caneventuallysucceed.

Theimportanceofcollectiveactioninstandarddiffusionprocessesisfrequentlycommented
onbuttheexistingknowledgerarelyformsaconsistentbasisforbehavioralorientationatthelevel
ofconcretestrategies.Thepreviousliteratureonstandards,andgenerallyinnovation,hasbegunto
acknowledgetheinfluenceofsocialnetworksondiffusionprocesses(Cohen,Hsu,&Dahlin,2016;
Geroski,2000;Greve,2009;Rogers,2003),yetitsaysrelativelylittleaboutthespecificconstellations
thathelpastandardscale.Theliteratureonnetworks,includingtheliteratureoninterorganizational
networks,hassimilarlyproducedrichcontextualaccountsofnetworkprocesses,yetitalsoprovides
nodefinitiveanswerstothequestionofeffectivecollectiveaction.Itlacksknowledgeabouthow
targetedinterventions,asintentionalprojectstoinfluencechangeandachievedesirableresults,should
bedesigned(Valente,2012).Thus,theextantliteraturetendstoprovideonlylimitedguidancefor
decisionmakers(e.g.,standardizationorganizationsormeta-organizations)innetworkedsettingsand
requiresfurtherspecificationandelaboration.

Thepurposeofthispaperistoexaminehowconstellationsofmultipleactorsinanetworkshould
becomposedinordertomobilizedecisivelevelsofsupportforanewstandard.Ourstartingpointis
anunderstandingofstandarddiffusionprocessesassocialcontagionprocesses(Aral,Muchnik,&
Sundararajan,2009;Centola,2015;Centola&Macy,2007;Gibbons,2004;Watts&Dodds,2007;
Watts&Strogatz,1998).Weconceptualizecollaborationnetworksaspatternsofinteractionamong
organizationsandperformsimulations.Organizationsarerepresentedbyinterconnectednodesof
certainsizeandgroupmembership.Thelinksdenotedependenciesinfluencingsubsequentdecision-
makingwithrespecttoastandard’sadoption.Wethensimulatecontagionprocessesrunningthrough
thenetwork.Todoso,weperformtargetedinterventionsinwhichwecollectivelytipmultipleactorsat
once.Weformvariouscoalitions,eachconsistingofagroupofactorsandexaminetheireffectiveness
asatriggerstrategy.Theresultssuggestthattheoptimaltriggerstrategyisnotnecessarilyafocus
onacertaingroup,e.g.membersofacertainalliance,orsize.Undermostconditionsconsidered,
wefindthatfocusingoncorecliqueswithinthenetworkcanbeusefultomobilizedecisivelevelsof
supportforanewstandard.

CoNCePTUAL FoUNDATIoNS

Westartbyturningtothenotionofstandarddiffusionininterorganizationalnetworksanddiscusshow
thiscanbeunderstoodasacontagionprocess.Then,weconceptualizedifferentstrategiesthatmultiple
actorsmayemploytotriggerastandarddiffusionprocessmobilizingdecisivelevelsofsupport.
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