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Management Controlsand Pressure Groups:
The Mediation of Overflows

Abstract:

Purpose

Organisations produce effects that go beyond tbhearic framing within which they operate, referred
to as overflows in this paper. When an organisatimmes under pressure to address these overflows
they must decide how to respond. Previous resdwstplaced social and environmental reporting as
an important tool organisations mobilise in théie@pts to mediate these pressures and the grioaps t
give rise to them. However, these reports are &lgionly released once a year while the pressures
that organisations face can arise at any timepag®ing and constant. This paper explores situated
organisational practices and examines if and howag@ment controls are mobilised in relation to the
actions of pressure groups.

Design/methodol ogy/appr oach

This paper takes a case study approach to undérktam an organisation attempts to mediate the
pressures from a number of overflows: carbon ewmmissichanging lifestyles, aspartame and obesity.
To undertake this research a performative undedstgof management control is utilised. This focuse
the research on if and how management controlsmatalised to assist with attempts to mediate
pressures.

Findings

Analysis of the data shows that many different ngan@ent controls, beyond just reports, were
mobilised during the attempts to mediate the presarsing from the actions of groups affectedtzsy t
overflows. The management controls were utilisedtentify pressures, demonstrate how the pressure
had been addressed, alleviate the pressure, espote the legitimacy of the pressure.

Originality/value

This paper shows the potential for new connecttorise made between the management control and
social and environmental accounting literatureglelinonstrates that future research may gain much
from examining the management controls mobilisethiwithe situated practices that constitute an
organisations response to the pressures it faces.

Keywords: Social and environmental accounting; Managemenitrols; Pressure groups; Overflows;
Situated organisational practices; Case Study
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Management Controlsand Pressure Groups:
The Mediation of Overflows

Introduction

The impact of any given organisational activity nasre than economic effects (Hines, 1991). These
effects are traditionally labelled as ‘externaiti€Callon, 1998). The limitation of viewing theas
‘externalities’ is that it focuses on quantitatesaluations and monetary compensation at the @zalus
of other effects, such as the wider impacts orespaind the environment (Callon, 2007). Callon §)99
notes that the concept of ‘overflows’ is a bettaywof understanding and encapsulating these wider
impacts.

Without some form of outside pressure, usually vettonomic implications, the overflows
from organisational activities would, in most casemtinue unabated as the organisation would have
no incentive to change (Callon, 1998). Thus overflare highlighted and made visible by those
affected by it (Callon, 1998), often driven or agsil by pressure groups (Roberts, 2003; Tilt, 7994)
Through identifying and making the overflow visipfgessure groups can place an organisation under
scrutiny. For example, this may be through theasnst pressure leading to increased regulationeor t
need to discontinue specific aspects of its oparatiPressure groups, who do not always have et dire
economic relationships with the organisation, htwe potential to affect its economic wellbeing
through causing changes to the context in whiopédtrates (Demetrious, 2013; Jollands & Quinn, 2017;
Tryggestad et al., 2013). Therefore the managewmaatcontrol of the pressures that arise from the
added scrutiny created by these groups is incrgigsiparticularly with the ubiquitous use of social
media[2], an important area for managers.

It has been argued that social and environmentairtiag is an important tool utilised to
manage and control the pressures that arise ocoveaflows (see for example Adams, 2002; Buhr,
1998). These reports are typically released ongeaa However, it is reasonable to expect that the
pressures arising from overflows are ongoing, @misand can emerge at any time. Pressure groups
may have to undertake much work, with great pemscs, to establish the existence of an overflow
(Callon, 2007). It can, therefore, be expected trganisations will utilise other means, enrolling
different management controls, in attempts to medtzese pressures.

It has been established that organisations adjest dperations to address pressures arising
from overflows (Kober et al., 2007; Otley and Bert®80). Managers may also attempt to mobilise
management controls to act on the pressures afisimgoverflows to allow for the continuation ofth
organisations’ operations as they are (Otley, 12806). Currently there is only a small amount of
evidence relating to the use of management coninothis respect (see for example Arjalies and
Mundy, 2013).

The aim of this research is to examine situatecisgtional practices (Garfinkel, 2002) to
understand if and how organisations mobilise mamage controls, beyond just social and
environmental reporting, in their attempts to meglihe pressures that arise from the added scrutiny
created by the groups or individuals who claim ¢oaffected by specific overflows. To address this
aim a case based approach is utilised to examisitilnated organisational practices (Garfinkel,2200
at ‘Kiwi’ (a pseudonym). To enrich the understamdof this context a performative understanding
(Latour, 1986, 2005) of management control (seevbels utilised and the concept of overflows
(Callon, 1998) is mobilised as a lens to structur@ analyse the data. Specific overflows affedting
are examined: carbon emissions, changing lifes{lésstyles of Health and Sustainability — LOHAS),
aspartame and obesity. Kiwi is suitable for theearch as their activities have been linked byspires
groups to each of these issues. Therefore, thesirels seeks to understand how management controls
are mobilised at Kiwi to mediate the resulting gress.



The analysis of the data highlights different piaes at Kiwi focused on mediating the
pressures in order to limit the impacts on theonemic wellbeing. Within these practices many
different management controls, beyond just repavexe mobilised in the attempts to mediate the
pressure from the actions of pressure groups. Hmagement controls were utilised not only to idgnti
pressures arising from overflows but also withimwanber of different strategies designed to gain
specific outcomes[3]. The first of these strategieslved Kiwi demonstrating how they had responded
appropriately to the pressure. The second invoredimplementing tactics in order to try to disaie
the pressure. Within these strategies, managenwmritots were mobilised to construct Kiwi as
‘knowledgeable’ and ‘active’ in terms of addressihg overflow. In that way Kiwi aimed to construct
certainty for itself around the overflow in orderrhitigate the impact of the associated pressuites.
final strategy involved Kiwi implementing tactias try to dispute the overflow. Management controls
were mobilised to challenge the existence of therftow through such means as providing alternative
mechanisms for measuring its presence or absemcerdingly management controls were mobilised
to dispute the legitimacy of the pressure and toaigs that gave rise to it, thereby dissipating the
potential for it to impact on Kiwi's economic wedling.

The remainder of the paper is structured as folldwe next section outlines the literature that
underpins this research. This is followed by aisadhat examines the concept of overflows, inaigdi
outlining how it is useful for this research. Thexhsection provides details of the approach taken
collecting and analysing data from the case orgdinis. This is followed by an overview of episodes
from the data that exemplify the different stragsgtaken at Kiwi in relation to overflows and the
management controls mobilised within these attenfpiowing this is a discussion of the findings
and concluding remarks.

Literaturereview

The accounting literature that has examined orgéinisal responses to the pressure exerted by groups
has been dominated by a focus on social and emagntal reporting (Bebbington and Larrinaga, 2014;
Milne, 2007; Owen, 2008; Unerman and Chapman, 20IHjs literature has drawn upon many
theoretical perspectives to explain why organisetioelease these voluntary reports including
accountability (see for example Gray et al., 19G7ay et al., 1996), legitimacy (see for example
Deegan, 2002, 2007), stakeholder (see for exammg & al., 1995; Roberts, 1992), reputation risk
management (see for example Bebbington et al.,)2@d8ical discourse analysis (see for example
Tregidga et al., 2014) and new institutional samigl (see for example Rahaman et al., 2004). This
literature places reporting as the main meanssadlito manage interactions with the pressure groups
that form in relation to overflows and thereby nagitig the pressures that arise.

The literature also raises questions about how itapband effective organisations perceive
reporting practices to be (Kaspersen and Joha@®d®, O'Dwyer, 2002). This is complicated by an
acknowledgement (see for example Tregidga et@l4Pthat not much is known about how important
these reports are to pressure groups, which ispmnsing given that the majority of this literatunas
utilised desk based research methods (Owen, 20@8gn together these issues raise questions as to
whether these reports are the main and only meandich organisations seek to mediate the impacts
pressure groups have on their operations. As tteggwts are only released on an annual basis they
would seem to have limited potential for addressihegpressures related to overflows that can emerge
at any time, are ongoing in nature and often regailot of management attention.

Adams (2002) notes the large variety of media ulgdorganisations to distribute and
communicate health, safety and environmental in&ion. Further, this media was the domain of
either the environmental department or the corpatatnmunications department, not the accountants
(see also Ball, 2007; Gray et al., 1995). Thusreomafocus on reporting and those involved in ityma
miss some of the practices involved with social andronmental accounting.
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This paper contributes to the extant literatureulgh engaging with the situated practices of
an organisation as they seek to address the pessthat result from overflows. This enables an
examination of a variety of management controlsée whether and how they are enrolled to act in
attempts to mediate the potential impacts thaedriam the activities of pressures groups. Whike th
social and environmental accounting literatureliegun to expand its focus beyond reporting towards
other potential management control practices (seexXample Contrafatto and Burns, 2013; Jollands
et al, 2015; Norris and O'Dwyer, 2004), these aaiy in relation to internal organisational acties.
There has only been a limited examination of theaagament controls that are mobilised in relation to
these external pressures. Arjalies and Mundy (21395, emphasis added) provide initial evidence
of this when they state that “the findings indictitat the companies in our study manage CSR syrateg
through a variety of MCS [management controls] udahg extensive internal anexternal
communication processes, EMS [environmental managesystems], CSR reporting systems, and
processes for reporting best practices”. Despiteititial evidence, little is known about managee
control practices in relation to these external gmmication processes and it therefore is a rich and
fertile area for research.

Otley (1980, p. 422) notes the potential for thetof research, as “[p]art of an organisation’s
control strategy may well be to influence its eamiment; [but] little consideration has been given t
the patterns of dependence of an organisation poriant external resources”. Further Henisz et al.
(2014, p. 1728) argue that actions taken to mediese pressures can change the pressure groups
actions “in a manner that enhances the probaliilaya business plan will proceed on schedule and o
budget and, ultimately, generate sustainable sbhifehvalue”. However, through the effective use of
media and other forms of communications, presstweaps can provide a substantial challenge to an
organisation (Hoffman and Fodor, 2010). For exammessure may arise as a result of an overflow,
such as pollution, that results in calls for tlise internalised and quantified within the orgaties
(Hines, 1988). This suggests that the pressuregglan organisations as a result of overflows may
impact their economic wellbeing (Roberts, 2003Ydsponse organisation members may enrol various
management controls, such as carbon footprintsitéoact with groups related to specific overflows
(Christensen and Skaerbaek, 2007; Roberts, 20@8)etkr, the use of management controls may not
always be effective at mediating these pressures.

In order to undertake research into the situatgdrisational practices that focus on mediating
these pressures, an understanding of what a maeageantrol can be must be established. In this
research a performative understanding (Latour, 19865) of management control is utilised. This
performative view is demonstrated by Jollands e24115) who draw upon Latour (1991) to argue for
a broader understanding of what management cordirels Their explanation provides a lens for
discerning within this research which artefactsearmlled to act as management controls. It pravide
a way of conceptualising what a management coo#tolbe based on how an artefact is enrolled to act
rather than its’ technical attributes. Howevemnabilising this performative understanding, it neé&al
be recognised that even if they are enrolled taragatcertain way, this is only one potential oueo

The performative understanding provided by Jollsetdd. (2015) of management controls has
implications for this research. To start, the ated that are enrolled are not always accountingals,
such as social and environmental reports. Nonethéhe artefacts can be seen as types of accounts i
that they aim to provide information about the so#d responsibilities of those involved. Further,
Jollands et al. (2015) use of the example providgd.atour (1991) illustrates the potential for
management controls acting upon things other tinapiayees in order to manage the organisations’
activities. Given organisations operate in a cantééxapid change and uncertainty (Otley and Soin,
2014) suggests that the external context, speltyfipaessures arising from overflows, is something
that is considered in need of management and doffinos this paper examines how management
controls are mobilised to mediate the impact ofpuee from groups in relation to overflows. However

5



the study of overflows is closely related to thanfing that allows economic transacting to occur.
Hence, the next section provides an overview otdmral concept of overflows.

Overflows and Framing

Performative understandings have been utilisedinvithe social and environmental accounting
literature (see for example Barter and Bebbing2®i,3; Jollands et al., 2015) and within the broader
accounting literature (see for example Boedker,02¢ansen, 2011). Drawing on a performative
perspective enables the examination of situateanisgtional practices (Garfinkel, 2002) in relation
pressure groups through the use of the conceptasflows (Callon, 1998)[4]. This concept has been
utilised previously in the accounting literature éxamine corporate strategy (Skaerbaek and
Tryggestad, 2010), accountability reports in thblipusector (Christensen and Skaerbaek, 2007), and
auditing in the public sector (Skeerbaek, 2009)rdttes na priori privileging (Callon, 1986; Law,
1992; Reckwitz, 2002) of artefacts that may ac asanagement control. It allows for the potentfal o
management controls taking an active role in sdi@rganisational practices (Akroyd and Maguire,
2011; Jollands et al., 2015). Management controlaat gain their strength through being inherently
‘good’ or ‘effective’ but rather through their aitiés to enrol and mobilise others (Mouritsen et al
2009). Hence, this paper examines the use of mare&geontrols within attempts to enrol and mobilise
others in order to mediate the pressure arising vgerflows.

An understanding of framing is required to comprehbow overflows give rise to pressure
groups. In order for organisations to perform ecoicaransactions effectively presupposes a framing
of the action (Callon, 1998). Framing is the displaent, defining and assembling of the elements
required for the time and space to be constructeddonomic transactions to occur. All these elémen
and things combine and become interdependent toderda set of stable assumptions, conventions,
mechanisms, and settings” (Skaerbaek and Tryggea®dd, p. 110). It refers to the establishment of
a frame “within which interactions — the signific@nand content of which are self-evident to the
protagonists — take place more or less independehtheir surrounding context” (Callon, 1998, p.
249). The elements that are required to be disgladefined and assembled include distinct and
dissociated individual agents and perfectly idéattie objects, goods and merchandise (Callon, 1999)

Framing occurs as a result of active participatmna multitude of actors including
organisations, politicians, activist groups, acadsireconomists, newspapers, and legislation (lcatou
1986, 2005; Law, 1992). For this reason, any giframing is an ever changing, heterogeneous
assemblage of actors (Callon, 2010) that are shdtref continuous experimentation by those invdlve
(Callon, 2009). Thus the best any organisationtage for is to influence the framing within which
they operate. Due to the vast number of actordwedoand the experimental, ongoing nature of frgmin
any given organisation may become influential witthie framing but will never be able to absolutely
control how it is constructed. Framing “presuppasgsrs who are bringing to bear cognitive resairce
as well as forms of behaviour and strategies wihiate been shaped and structured by previous
experience: the actors are capable of agreeinggi@ement which does not have to be explicit) en th
frame within which their interactions will take pand on the courses of action open to them” ¢@all
1998, p. 249). This suggests that those who ppatieiin constructing and transacting within the
framing are not as if born anew into it and thatfing if present is rare, expensive and costhetap
(Callon, 1998). Those that are particularly skitnld bring to bear their full range of resourcesbbs
relative stability to be constructed for themseltleough bringing into play durable associations
(Callon and Latour, 1981) that construct their firagm

Once the framing is constructed, it “constitutes@dul mechanisms of exclusion, for to frame
means to select, to sever links and finally to med@e trajectories (at least temporarily) irreusesi
(Callon, 2007, p. 140). However, Callon (1998) emgibes that everything mobilised in the
construction of the framing guarantees, simply ivjue of its presence, that the outside world soal
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present. Thus, while framing holds the world at,bagannot completely cut the links between the tw
(Callon, 1998). No matter how skilful those thatr@together are it is impossible to ever provide a
complete framing (Callon, 1999). Organisations widime under pressure from leakages to that not
included within the framing, which are the overflavin a sense, through attempting to constructrprde
disorder may also be simultaneously produced (@ms&n and Skaerbaek, 2007). These overflows can
take many differing forms, such as man-made clinchtenge, changing lifestyles, concerns around
products that cause obesity or other damage cdadée consumers’ health by the product. Further,
while there are many actors involved in the coms$ton of framing, the pressure arising from ovesf$o
may become focused on specific organisations oda range of these actors, as seen in the example
of man-made climate change.

In this context, pressure groups provide the pobtfie existence of an overflow (Callon, 1998,
2007). This in itself will take considerable effantluding measuring its source and impacts, dedni
the elements involved, and assigning and havinggied the roles of who is responsible and who or
what is affected (Callon, 2007). This requires eadbn and measurement, including the use of
recognised instruments, before it will have sigmifice (Callon, 1998). With causal links potentially
hard to determine or not very self-evident, patéidy if time and space lies between the elememts t
be associated (Callon, 2007), this process maymg, lcostly and complicated (Callon, 1998). This
highlights that having the overflow recognised andepted is far from guaranteed.

Once the existence of an overflow is establishegkqure may be placed on those causing it,
which has the potential to affect the organisas@ctonomic wellbeing. The organisation must decide
what response it will take to mediate the impadhf pressure. Does it passively accept the emeege
and impacts of pressure groups or do they takera proactive approach. This may be to disrupt the
attempts of the pressure groups to establish tisteexe of the overflow. This could be through, for
example, arguing that it is beyond the framing tdlefore signalled as being in need of resolutipn
other means (Callon, 2010). Or it may be to atter@fpaming in a way that the matters of concern are
taken into consideration within the framing (Call@®07). The specific interest of this paper is the
examination of how management controls are mobiilieeact within this process.

In order to assist with the structuring of the el Callon’s (1998) dichotomy of *hot" and
‘cold’ overflows is utilised. This is a rough buseful representation of the potential spectrum of
overflows and provides the analogy to water runriiogn a tap. That is it can be described as being
either ‘hot’ or ‘cold’, while being aware of the titude of different temperatures held within eactu
that movement occurs between the two. The critesied to differentiate between ‘hot’ and ‘cold’
overflows centres on the extent of divergence betwdne mechanism organisations and pressure
groups use to quantify and identify the overflolfiglivergence between the organisation and pressure
group is large then it is a ‘hot’ situation as “exteing becomes controversial: the identificatidn o
intermediaries and overflows, the distribution@fice and target agents, the way effects are medisur
(Callon, 1998, p. 260). In contrast, if divergetetween the organisation and pressure group id smal
then it is a ‘cold’ situation as “[aJctors are idi€ied, interests are stabilized, preferences can b
expressed, responsibilities are acknowledged acebted” (Callon, 1998, p. 261). This dichotomy is
utilised to structure the analysis, as presentéoibeSpecifically the level of divergence betwebn t
case organisation and pressure groups was utibsestablish whether an overflow was ‘hot’ or ‘cold

The analysis has purposely been structured to fach®w management controls are mobilised
in relation to overflows. As outlined above, fragis a complex process of assembling many divergent
actors to enable economic transactions to occurbd&aable to describe the framing, given its
complexities and numerous actors involved, wouldo@opossible within the confines of this paper, if
in practice possible at all. Further, the datastllates, management controls are mobilised intsftor
mediate the potential impacts of the overflowsstmaking them the obvious unit of analysis. Hence
the remainder of the paper focuses on the desamipti the specific overflows rather than attempting
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to provide a precise description of the framinghwitwhich these occurred. The next section provides
an overview of the case organisation, which hetpprbvide a basic understanding of the framing
involved, and a brief description of the data ailten and analysis process.

Research Method

Kiwi is a manufacturer that competes in the fastimg consumer goods industry. It has approximately
one thousand employees across sixteen locationspemdtes as if it were a wholly New Zealand owned
company. However, it is the New Zealand operatiohan Australian listed company, ‘Koala’ (a
pseudonym). Beyond New Zealand, Koala operate®im 6ther countries; having approximately
fifteen thousand employees, over seven hundreds#mabiactive customers, and over two hundred and
sixty five million final consumers of its productsoala is thirty percent owned by a North American
based multinational, ‘Eagle’ (a pseudonym). Eagipants two of the eight directors of Koala and
provides the secret ingredient to their most fanmprosluct; which Koala and Kiwi manufacturer under
licence. Two of Kiwi's product lines are marketdeas but it also competes in all areas of its marke
While most of its products are manufactured unaentce from Eagle it also manufactures products
that are unique to New Zealand, including one ihabnsidered iconic.

Kiwi was selected as the case organisation beautelong history of skilfully maintaining
a market leader’s position despite the numerousspres that consistently challenges its economic
wellbeing. The case study of Kiwi started with attimg three corporate presentations. The firsthyas
the GM Corporate Affairs at the World EnvironmerayBusiness Symposium, held in Auckland, New
Zealand, on June 4, 2008[5]. Her presentation fatas the use of the artificial sweetener aspartame
(see below), which is used in a number of theidpots. The second presentation was given by the
Project Manager Finance on October 13, 2008 ahdargraduate class of one of the authors. The final
presentation was by the CFO on November 28, 20@8canference organised by two of the authors.
These presentations provided an overview of Kiweluding their chosen strategy, revenue
management practices, and some of the overflowatetto their operations.

The field was formerly entered in March 2009 andtegk at the end of November 2009.
However, the data collected related to the 20020@9 time period. This was selected due to the
majority of key people being employed throughous ttime by Kiwi. Data collection involved
observations, interviews, and the analysis of nomeartefacts. Twenty one interviews lasting al tota
of twenty two hours were conducted. These intersiéuwvolved a broad range of people including
members of the New Zealand Leadership Team (NZ&d9h as the Managing Director, the CFO and
the Director of People and Performance, as wedl sge of different people across the organisation
such as the Corporate Affairs Manager, Project lan®perations, Integrated Management Systems
Manager, and the Christchurch Production Managémigrviews were recorded and then transcribed.

A series of eighteen observations were also undartaln depth notes were taken of all
observations. These observations covered a raraygivities including those at head office, prodoret
at two different sites, accompanying sales repsprapanying delivery drivers, sitting in on meetings
and a lunch time seminar to staff from a represeataf WWF. Numerous documents and artefacts
were collected or observed, some of which are eatsr available, while others were only available
within Kiwi. These included information from webss#, intranet, management reports, accounting
controls (such as budgets) and more issue speunditagement controls (such as the organisations
carbon footprint report and supporting calculagpeeadsheets). Detailed notes were taken if a cbpy
a document or artefact was unable to be retained.

nVivo, was used to organise the data to help utalaighe specific overflows that are detailed
in the next section. As the data was collectedhs wollated, analysed and used to inform the negss
taken in the field. The continuing analysis of daga allowed the identification of gaps in underdiag
in regards to the specific overflows. Based onahgoing analysis further topics to be explored and
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guestions to be asked were developed. This involdedtifying the most appropriate people to
interview and what observations should be undentalext. As such the data collection and analysis
processes were iterative and informed each otluapghs, 1990). This enabled a deep understandings
to develop of the situated organisational practietsted to the specific overflows and events thak
place during the period of investigation. Finatlyy November 22, 2010 an hour and a half interview
was conducted with the Sustainability Initiativeaddefor the South Pacific of Eagle in Sydney,
Australia. Given his in depth knowledge of event¥avi during the period of investigation, this
provided the ideal opportunity to gain further adehce for the validity of the analysis and finding
(Ahrens and Chapman, 2006; Vaivio, 2008).

The iterative analysis during data collection akothe understanding to develop of the
strategies Kiwi undertook in relation to ‘hot’ afwbld’ overflows. In regards to ‘cold’ overflows ¢h
response observed was to use management contasisisb with the navigation of reframing. In regard
to ‘hot’ overflows there are at least three stregeghat were possible. The first was to utilise
management controls in efforts to cool down the'‘bieerflow in order to make reframing a possilyilit
The second was to utilise management controlsfantefto dispute the existence of the ‘hot’ ovenflo
and deny the identity claimed by those trying tmelish themselves as a group effected by it. iastl
was to completely ignore the ‘hot’ overflow. Theseategies are utilised to provide structure to the
presentation of the findings in the next section.

The Management Controls and Overflows of Kiwi

This section examines four examples of overflowd e strategies adopted by Kiwi to address the
pressures arising from them. Before examining thexftows, it is useful to show how Kiwi became
aware of them. The data collected suggests thai Kiilsed many means to identify overflows
including gathering intelligence from outside origations (see the LOHAS example below) or
utilising management controls to do so. While lhéyond the scope of the research aim to go irgthde
in regards to these means, an illustrative examdeovided by a metric called ‘Estimated Adverigi
Value' (EAV). EAV was one of the Key Performancdaitators used to measure the performance of
the Corporate Affairs Manager. EAV was calculatgdb outside consultancy on behalf of Kiwi who
counted the number of times they were mentioned wide range of media outlets. The count was
divided by issue and as to whether the referengentowas positive, negative or neutral. The Cogder
Affairs Manager noted that she only wrote two t@éformal press releases a year. She statedhéhat t
majority of the mentions made in the media wereingnfrom third parties commenting on Kiwi's
activities.

This illustrates that Kiwi mobilised a managemeunteol to identify pressure groups and they
were aware that pressures arising from these issadsthe potential to impact their economic
wellbeing. EAV acted on the Corporate Affairs Maeagn a way that relates to the ability of
management controls to expand and reduce actMibyfitsen et al., 2009). Where negative comments
were made around an issue it assisted with comstguthe identity of overflows and the related
pressure groups. Through identifying pressureswiat challenging Kiwi's ability to transact, ittad
upon the Corporate Affairs Manager. The resulthaf thay be the Corporate Affairs Manager taking
direct action or informing the relevant managerhiitKiwi about the need to take action. If the
construction of an overflow sufficiently interesté@allon, 1986) managers it would result in the
expansion of activities through the implementatba response. The following four sub-sections give
examples of the management controls mobilised @i ki act in activities designed to mediate the
pressures from overflows. These examples demoedtrat a variety of management controls, beyond
social and environmental reporting, are enrollethe1situated organisational practices at Kiwi.



Cold Overflow for Reframing: Carbon Emissions

Man-made climate change and the related issuerbbeamissions have been contested topics for a
number of years (IPCC, 2014). This prompted the Meaiand government to introduce the Climate
Change Response Act 2002, which ratified New Zefgaobligations to the Kyoto Protocol. This Act
signalled that an uncapped and internationallydthiEmissions Trading Scheme (ETS) would be
introduced in the future. At that time, many NG&s;h as Greenpeace, and other pressure groups were
active in promoting the view that industry shouédtking action in regards to reducing their erpissi

and not waiting until the ETS was introduced. Ae ohthe largest manufacturers within New Zealand,
Kiwi came under this pressure.

In response Kiwi's 2006-7 stand-alone sustainghiéport noted that they would quantify all
of their emissions within the coming year (p11).thAis time Koala and Eagle had already started
calculating their carbon footprints. Further thecidion had been made by the NZLT to assign the
Project Manager Finance to constructing Kiwi's aartfootprint. In early 2008 the Project Manager
Finance started what was expected to be a threthrpooject to calculate Kiwi's carbon footprint and
produce a corresponding report for circulation.sTiioject had as its aim calculating the base year
results for 2007 and creating a process for cocistigi future calculations.

This type of artefact has many similarities to tiadal accounting controls: it is a type of
calculation (Callon and Muniesa, 2005; Jollands &ir@, 2017). It requires the gathering of data (the
summarising of millions of particles of gas intolman equivalents (MacKenzie, 2009)), the assembling
of it within a predetermined space that allows rpatitions to be performed (the spreadsheets of the
Project Manager Finance) and for a new identitypéoconstructed that can circulate beyond the
calculative space (the carbon footprint report).

Collating the required data proved to be probleenatid resulted in it taking eight months to
construct the 2007 report. During this time the @@onomic recession took hold and resulted in
revenue generating initiatives taking priority. Aawtions suggested by the carbon footprint weresola
on hold indefinitely. As noted by the Project Maaaginance, it was still seen as a worthwhile goje
to have undertaken:

“The carbon footprint has given us some answeaslabd of other questions which are coming
out of a range of different stakeholders such agr@mmental groups, governmental groups,
regulatory groups, and all sorts of different otherups who are looking for information. We
now actually have something that we can refer lbatk

This is reinforced by the Corporate Affairs Manager

“The carbon footprint is an internal measure. B¢ main people that it has influence on is
your external audience. So it’s often in peopl@skihg that it is the reverse. It's really hard to
get people to understand that. So even thoughetvork to ensure your carbon footprint is
measured and right is internal, there is no vadubat conversation internally.”

Further the CFO referred to the Carbon Footprira &s/giene factor”. That is, it is necessary, bot
sufficient, to be seen to have one in order toudged by others (Latour, 1987) as a company that is
healthy in its approach to society and the enviremmin essence, the New Zealand government had
introduced legislation that objectified man-madenate change and the divergence between the
mechanism various actors used to quantify andifgehts overflow no longer existed due to the @carb
footprint becoming the taken for granted calcukatifevice. Kiwi constructed their carbon footprimt t
demonstrate alignment with the objectified man-meldeate change and thereby act upon those that
would judge.
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At the time of Kiwi calculating their carbon footprt it was not compulsory, albeit that it was
the taken for granted calculative device that wegseeted to be utilised by all in the future. Thus,
reframing to include man-made climate change withatime and space constructed for transactions
to occur had at this stage not happened. Throudilising this management control it allowed them
to provide ‘answers’ to any pressure group, suckragronmental and governmental groups, while
waiting for the reframing to occur. Further, througsing this management control to provide ‘answers
to pressure groups and thereby constructing pratifeif form rather than substance) of their
commitment to addressing this overflow, Kiwi wasaibetter situation to be part of the negotiations
that the reframing would involve. Representativiethe New Zealand government would often contact
Kiwi, as a result of their size and relative importe within the economy, to discuss proposed
legislation or initiatives. The NZLT knew that bginne of the first big corporates to produce a@arb
footprint in New Zealand would make it more likdlyat representatives of the government would
contact them as they finalised the forthcoming E€Beme. This would allow the opportunity to act
upon and influence the process of reframing.

In summary, Kiwi constructed and enrolled a carfoatprint to act as a management control.
This management control was mobilised to give dwiired ‘answers’ to pressure groups who were
advocating that they should be taking action irardg to climate change. The management control
allowed them to appear ‘serious’ about this overfend thereby acted to allow Kiwi to continue to
maintain or alter their activities, in this caseftaus their efforts on addressing the effectshef t
economic recession. As such the carbon footpridteessociated report were focused on constructing
the organisation as ‘knowledgeable’ and assistingfforts to mediate the pressures arising from
external groups.

Hot Overflow to be Cooled: LOHAS

Lifestyles of Health and Sustainability (LOHAS) associal movement (Diani, 1992) that, through
advocating for a specific type of lifestyle, haglivations for large manufacturers like Kiwi. LOHAS

are conscientious consumers whose purchases aen dy a set of beliefs focused on healthy living
and sustainability ideals. They have been activeutitising social media to advocate for their
perspective on how to live[6]. The movement witihilew Zealand states that the typical New
Zealanders’ approach to life resonates well with lifestyle they advocate[7]. As such thirty two
percent of New Zealand’s population can be categdras LOHAS, with fifty seven percent of these
being female, the greatest concentration (29%)doeirthe 45 to 54 age group, and typically with an
income profile that is increasing over time[8].

LOHAS was first introduced to Kiwi by a consultiogganisation (Consult), who at the time
had been brought in to assist with the preparatidtiwi's first sustainability report. As Kiwi's stcess
is based upon their, Koala’'s and Eagle’s markeéffgrts, Consult constructed LOHAS as a new
market demographic that Kiwi was not aligned wittithin this construction, ‘facts’ (Latour, 2005)
were presented that demonstrated that Kiwi's prtsddil not fit the criteria that LOHAS adhere to.
This acted on the NZLT through highlighting a pressgroup related to an overflow that had the
possibility of changing established consumer behavi This new market demographic was an
overflow, with the potential to place pressure awikhrough influencing the purchasing habits of
others. If established consumer behaviour chartgeduld impact upon the resources flowing in and
out of Kiwi, affecting their economic wellbeing.

The NZLT decided that the best course of actiomati@ to counteract the LOHAS social
movement was to try to change their perceptioniofi’K products. This was to be done in a way that
associated Kiwi's products with the LOHAS notioridiealth and sustainability. In so doing the NZLT
aimed to make LOHAS into consumers of Kiwi's profu¢dowever, this could not be done through
traditional marketing routes, such as print andimadvertisements, as it could not tap into theifipe
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focus these conscientious consumers have on haadtisustainability. Hence, the NZLT decided that
they needed to undertake new initiatives that eehén aligning Kiwi with the LOHAS network and
thereby attempting to cool this overflow to allogframing to occur.

These initiatives started by using the service€ohsult to provide guidance for a cross-
functional group, the ‘Imagineering Team'. Initiathis group gathered for ‘Blue Sky’ meetings aimed
at understanding issues related to LOHAS. Initegtithat resulted from the Imagineering Team
meetings included changing the sales rep carttbe@iore fuel efficient models, switching to an eger
supplier that utilised only renewable sources,iaititing public place recycling schemes. All bese
actions were reflected in articles published incefalike Kiwi's intranet, standalone sustainability
report, internal magazine (the importance of whéchxplained below), and as news items in external
media outlets.

An example is provided by Kiwi's enrolment of thevironmental Performance Metric (EPM)
focused on waste minimisation. This EPM calculdbedoercentage of waste created at each production
plant that was recycled into other uses rather grating up in (for example) land fill. The EPM was
utilised by Kiwi in steering operations within psoduction plants towards zero waste. The Productio
Manager of each plant would calculate this metnid submit it to the NZLT on a monthly basis. The
NZLT reviewed the results in order to monitor ananage the process of reducing the amount of waste
produced.

This metric has significantly improved over thegieriod covered by this research including
two plants, Christchurch and Putaruru, consistemiyntaining levels over ninety nine percent. This
was achieved by the use of setting an EPM targstitiluenced the relevant manager to search for
improvement opportunities. For instance, the Ctinigtch Production Planning Manager found a new
supplier of dry waste removal. This organisatiowmmollects the dry waste, which had previously been
destined for landfill, and takes it to their faiils where it gets sorted for recycling. As thei§tbhurch
Production Planning Manager notes:

“I can tell you there are tons of stuff that ismgithrough that [recycling] plant, which, had it
gone through the normal curb side recycling statrayuld have ended up in landfill. They do
a whole large gamut of stuff that the council datot”

Kiwi promoted this change through various meanhigtiog attainment of a packaging award for these
two plants from the Packaging Council of New Zedlaran organisation Kiwi helped to establish and
which has a NZLT member on its board. The attairtroéthis award was then published in articles in
many of the major New Zealand daily newspapersyelsas being written about in Kiwi's internal
magazine.

Another initiative undertaken was to align Kiwi tvid number of other organisations that they
perceived would appeal to this pressure group.dxample, Kiwi aligned itself with ‘Keep New
Zealand Beautiful’, a group focused on reducinglytioin. Kiwi began to give staff time off to
participate in a Keep New Zealand Beautiful orgediditter abatement event. Kiwi gave each
volunteering employee a back pack, with the bragpdiinone of Kiwi's products on it. The contents of
this bag included snack food, a rubbish bag, adtewybag, plastic gloves, some of Kiwi's products,
and a t-shirt with both Kiwi and Keep New ZealanglaBtiful branding on it. The Corporate Affairs
Manager stated that the event resulted in aroundhimdred and fifty volunteers from across Kiwi
who collected around one thousand bags of rubbigh public areas throughout New Zealand.

Hence, there were large numbers of Kiwi staff ighly populated areas of New Zealand,
dressed in Kiwi branded clothing, carrying a baghvKiwi product branding on it, and seen to be
removing litter. The NZLT decided not to perfornetiitter abatement around the industrial area where
Kiwi's buildings were situated but rather in higlggpulated areas, with large traffic flows, suclthes
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waterfront of the eastern suburbs of Auckland. Bitemding chosen to appear on the bag was one that
specifically fits within the range of Kiwi producthat were being promoted as healthy to appeal to
LOHAS and thereby designed to act upon anyonepieed by. Having Kiwi staff in highly populated
areas of New Zealand, dressed in Kiwi branded irigtftarrying a bag with Kiwi product branding on

it, and seen to be removing litter is about comsiing a specific ‘account’ of the organisation thaiuld
appeal to LOHAS.

Beyond this event, Kiwi positioned a couple ofgteduct ranges to maximise the potential for
LOHAS to make an association between the produutstiaeir lifestyle choices. For example, one
product was used to sponsor New Zealand’s mostdeports teams. During the television coverage
of the sporting event members of this team canbserwed using this Kiwi product. The same product
was utilised for sponsoring a number of New Zealatfietes who were about to compete at the 2008
Beijing Olympics.

These initiatives were promoted through many chisnmeluding local media and Kiwi’s
internal magazine. An example is found on pagerse¥¢he July / August 2008 issue of the internal
magazine, available via Kiwi's intranet and throutife distribution of hard copies, where two
interrelated articles focused on a product rangegberomoted as healthy. The first of these anicle
provides an overview of one of the athletes représg New Zealand in the forthcoming 2008 Beijing
Olympics. The second article overviews how one ofvils products, aimed at fithess minded
consumers such as athletes, is being used to gpiresathlete from the previous article. The agticl
explains the benefits this product may have fortspeople such as high performing Olympic athletes,
thereby linking Kiwi and its products with fitnessid the Olympics. In turn they were distancing
themselves and their products from other overfl@ush as links between Kiwi’s products and obesity
(see below), that may counteract their effortspjpeal to LOHAS.

In summary through situated organisational prasti€isvi constructed and enrolled a number
of management controls aimed at constructing ti@ducts as those suitable for LOHAS. Some of
these management controls were in relation to ngakialculations and adjustments within the
organisation, such as the EPMs. Others were madegredly focused, such as the packaging award.
What they all had in common was that they were fis@a as a means to try to reduce the pressures
from an overflow, thereby safeguarding Kiwi's ecomo wellbeing. Kiwi also altered some of their
activities, be it reducing waste from production ssvapping electricity providers. However, the
activities that they changed allowed them to maintheir core activities which were focused on
manufacturing and selling their products. FurtKémi’'s aim was to increase their profitability thrgh
increasing their sales. Hence these activities wiessggned not only to cool the overflow but also to
produce a reframing whereby LOHAS went from beingrassure group into being enrolled as
customers. While some of these management comteils more like accounting controls, such as the
EPM, others were less so, including branded clgthimd bags. However, reflecting on the performative
understanding of management control provided badads et al. (2015) shows that each was enrolled
to construct an account of Kiwi as a ‘knowledgeabhlganisation whose actions aligned with those
seen as desirable by LOHAS.

Hot Overflows to Dispute: Aspartame and Obesity

Kiwi's efforts in relation to the aspartame and sibeoverflows predated the period covered by the
research, continued through the period covered, ardstill ongoing. Aspartame is an artificial
sweetener utilised in many products as a substituteugar. Concerns have been raised by a number
of pressure groups who argue that it causes oribates to a wide range of health issues[9]. Qbesi

is a growing issue within New Zealand[10] with mamgssure groups claiming that the high levels of
sugar consumption is a leading cause.
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Aspartame is utilised within a number of Kiwi's picts and the Director of Sustainability
Value Chain Initiative for Eagle commented thah&twider Eagle network] buys something like 4%
of the worlds’ sugar, which is a hell of a lot afygr”. Kiwi has been implicated in the issues sumding
both of these overflows with the resulting pressimeatening their economic wellbeing through
changing the framing that they transacts withint Eeample, with aspartame the effect could be
legislation being passed that rules this ingredient safe for use, meaning Kiwi would need to
withdraw a number of its products. An example ilatien to obesity could be the introduction of a
sugar tax that would significantly increase thecgrof Kiwi's products, potentially driving down
demand for them.

The analysis of the data suggests that these arlaws that Kiwi actively and aggressively
takes measures to dispute the existence of. Funtiéle these two overflows are in many respects
different issues Kiwi deliberately draws links betn the two in order to dispute them both indivigua
and collectively. This can be seen in relationhe World Environment Day Business Symposium
where the GM Corporate Affairs devoted her entreesh to these issues. This was in contrast to the
other invited speakers who concentrated on outjihiow their organisations were addressing aspects
of the environmental impacts caused by their opmrat In her speech the GM Corporate Affairs
outlined the grounds upon which Kiwi disputed theserflows. Specifically in relation to obesity,
Kiwi's efforts have been centred on promoting thedpicts within their extensive range that are seen
as healthy (see also LOHAS above) and at the saneeurging their consumers to act responsibly
when using their products. In relation to aspart&imé’s efforts have centred on providing scierifi
‘facts’ (Latour, 2005) that argue for the safetyagpartame. In relation to both, Kiwi's response ha
been to dispute not only their existence but asormeans by which pressure groups are measuring
them.

The initiatives used by Kiwi have been publicisadotigh many different channels. These
include, in relation to obesity, the voluntary meaeent of RDI (recommended daily intake) details on
product labels to demonstrate that they are asgistieir consumers in making informed decisions.
Also within their internal magazine they commis&drarticles by a registered dietician for eacthef t
six issues in 2008. In an excerpt from the Julyigést issue the registered dietician noted:

“Aspartame (Nutra-sweet or Equal) is a safe, namiize sweetener used in many diet foods

(including diet drinks) in place of sugar. It prdes a sweet taste without any calories (energy)
and therefore provides a good option for those areotrying to reduce their energy intake to

maintain or lose weight. There has been a lot adianeoverage on aspartame in the past 12
months. Some true, some far from the truth. It setenioe a topic on which everyone has their
own agenda, regardless of the scientific facts. gendas gaining the most media attention
are political and commercial — not scientific.” {p6

From this we can see that Kiwi has enrolled theiadan to actively dispute the overflow related to
aspartame. Also we see the first example of howi Kiilks the overflow of aspartame to that of obgsit
through promoting the former as a solution to Hitéet. The article then deals with “commonly held
myths about aspartame (put forward on multiple pEpwebsites by anti-aspartame campaigners
without substantiation)” (p6). It continues with:

“The most unfortunate thing is that the smear cagmpagainst aspartame is one that is
potentially harming New Zealanders. In the midsaofobesity epidemic, products sweetened
with non-nutritive sweeteners such as aspartame aessible part of the solution, yet people
are being falsely told they are not safe. Robustarch published in credible, peer reviewed
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scientific journals confirm the safety of aspartaamel studies show that consuming products
sweetened with aspartame is an effective partvefight management plan.” (p6)

Thus, in this article the safety of aspartameignald with efforts to overcome obesity through tise

of products, such as those produced by Kiwi, tres this artificial sweetener. Finally the article
concludes with the “facts on aspartame” (p6) whgleentred on proving its safety and includes a
reference to a website run by the New Zealand gonent where the reader is able to obtain “accurate
information” (p6).

This article is followed up in the next issue, Sepiber / October, where the dietician presents
“Aspartame — Facts & Fiction” (p6). The article oviews how, in conjunction with the New Zealand
Nutrition Foundation, Kiwi funded the trip to Newedland of “one of the world’s leading experts in
aspartame” who “was the lead author on a recenbmayiew of all of safety research related to
aspartame” (p6). The article outlines how this eawi published in the journ&ritical Reviews in
Toxicology, summarises the findings of over five hundred istadt focuses on some of the specific
findings of the review and then the dietician ndtes following regarding this expert’s trip to New
Zealand:

“Having sat in [the expert’'s] seminars to healtll aotrition professionals | remain frustrated

at the lack of balance and misinformation that icr#s to surround this beneficial ingredient,

and urge you question anyone who believes thewitything other than safe. In my experience
you will most likely find that their opinions aresed on shaky foundations. | hope that this
helps clarify the scientific facts about aspartaméhat we can all make fully informed choices
about their consumption of aspartame sweetened fiooiditure” (p6).

Again aspartame is constructed as safe, thus digpthie overflow, and linking this with the positiog
of Kiwi as an organisation whose actions, throughuse of this ingredient, is aligned with addregsi
obesity. The aim of these articles is explainednaylnternal Communications Officer, whose jolsit i
to produce the internal magazine, who notes:

“My objective at first is to actually give peophetio work at Kiwi] information that they could
use in those BBQ conversations when someone shyglgre causing obesity and all the rest
of it'. So we've got a whole bunch of stories thad published throughout the last couple of
years that actually talk about all the good thithgg we are doing.”

Thus the internal magazine is designed to keep lpawojthin Kiwi informed and allow them to
participate in the wider discussions around asp@tand obesity, even if these conversations ate wit
their work colleagues and wider circle of acquaiots. This is reinforced by the Director of People
and Performance:

“What you do want are your employees to be brandeates. So for that to happen you need
to make sure that the employees understand whaeweing and understanding what our
strategy is. That way they understand what ouratbje is and what our time frames are
underneath it.”

However, Kiwi is also aware that the internal magazas a wider audience beyond those that are
employees. As the Internal Communications Officated:
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“So, well it goes internally but just by the vergtare of it being on a paper document we realise
that it probably goes to places we’d rather it didike competitors and such and so it is a
public document and able to be quoted.”

Kiwi can print articles within its internal magaeitknowing that it is monitored by a wider audience
including pressure groups related to specific dvers. As with the carbon footprint, while this
magazine may look like it is solely internally feeadl, one of its main aims is to act beyond theicesf

of Kiwi. It achieves this through acting upon enydes to make them advocates to those that are not
part of Kiwi as well as through circulating beyath@ confines of Kiwi in an attempt to act upon and
influence other readers.

In summary, through situated organisational prasti€iwi constructed and enrolled artefacts,
such as RDIs and the internal magazine, as pattedf efforts to dispute these overflows. These
artefacts were utilised to provide an ‘account’t theesents ‘facts’ (Latour, 2005) aimed at not only
disputing the existence of these overflows but &dsandermine and trivialise the means by which
pressure groups measure their existence. Agaih,refiéerence to the performative understanding of
Jollands et al. (2015), these artefacts, with #oedunts’ they contain, can be labelled as manageme
controls. These management controls are enrollaa Kiwi's efforts aimed at allowing them to
continue making products in the way that they alsvhpve and thereby protecting its economic
wellbeing. These efforts include enrolling act@sgch as the dietician, a New Zealand Government
website, the aspartame expert, and more than finelried research articles, to provide the means to
strengthen their arguments against attacks (Lat®87) from the very pressure groups they aim to
dispute. These actors are all reflected within #ecounts’ that Kiwi then construct with the
management controls aimed at disseminating theseder to produce specific effects. Within this
process they utilise a tactic of setting the twerflews against one another in order to show that i
disputing Kiwi’'s position on one of the overflowggeessure group is contributing to the existenak an
impacts of the other. Thus, their strategy canurmansarised as one of challenging the legitimacy of
pressure groups that try to claim to be affectedttimse overflows. However, returning to the
continuation of this overflow over time, this segy focuses on maintaining the state of controversy
(Callon, 1998) in order that Kiwi may continue ttlise these ingredients while the disputes are
entangled within the politics of difference (Call@907).

Hot Overflows to be Ignored.

The final potential response to a ‘hot’ overflow jisst to ignore it. In some circumstances an
organisation may have very good reasons to doRather than allowing the pressure group to gain
momentum through acknowledging their existencetiganisation may instead minimise the exposure
they are given through ignoring them. In this wiag tlogic of repetition thus prevails over thattlé
production of differences” (Callon, 2007, p. 158).

In terms of this response at Kiwi it was not obsérduring the data collection process, which
included a substantial search of the internet o ga understanding of what overflows existed. Tis
not an issue given the focus of the research. iggdhe overflow implies not undertaking any new
initiatives, which would also mean that it is highinlikely that any management controls would have
been mobilised. However, this tactic has been dsedi in some depth by O'Dwyer (2002) and still
remains an interesting area for future researcle. Adxt section provides further discussion of our
findings.

Discussion
The paper started by questioning whether socialeavdtonmental reports are the main means that an
organisation uses to mediate the pressures tisat faom overflows. Given the ongoing, constant and
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emergent nature of overflows it questioned whettiieer management controls were mobilised in the
efforts to mediate these pressures. A collectiareration of the episodes above illustrates thalewh
Kiwi's sustainability report was mobilised withihdir efforts to mediate these pressures it was only
one amongst many different management controlsh Véfierence to the performative understanding
of management control provided by Jollands etZi1%), the data above shows that a broad range of
artefacts were mobilised in the attempts to mediatepressures that arise from overflows. These
artefacts were mobilised in a way that can be laeds an ‘account’ in that they aimed to provide
information for decision making to those extermathie organisation. As shown in the section above,
an internal magazine, a branded t-shirt or RDI IRlsan equally be seen to be enrolled to convey
specific information to decision makers as a budgetocial and environmental report or any other
accounting control. It would therefore be remisstite these artefacts off as merely part of public
relations activities and reminds us that accounsrgut one flow of information within and beyond a
organisation (Llewellyn, 1994). Hence, moving beya@narrow focus on social and environmental
reports may also require a broadening of our utaieding of what organisations utilise as management
controls. The performative understanding providgdlbllands et al. (2015) is of assistance in this
regards as it focuses the researcher on whethatefact is being utilised as a type of ‘accouather
than bringing ima priori assumptions or categorisations.

While the evidence above shows that managementat®mbay be utilised in relation to the
mediation of pressures that arise from overflolstd is scant literature that addresses this Heae,
the above case study of Kiwi is used to demons#adigorovide some evidence about how organisations
utilise other management controls rather thanthet social and environmental reports. However, in
demonstrating this only initial evidence is preseras is required to show the breadth of artethats
are utilised. As such there is a need for futuseaech to build upon this initial breadth of evidero
provide the much required depth of understandimguding how these artefacts interact with, support
and go beyond the use of social and environmeepalrts. This will include the need to address how
these management controls, including social anir@mwmental reports, act upon the pressure groups
and in turn the framing within which the organieatioperates. In so doing it will contribute to
addressing the lack of knowledge around how theyreceived by those outside of the organisation
(Tregidga et al., 2014).

It is worth noting that undertaking this type okearch will come with many challenges,
particularly given that the use of these managem@mitrols occur within a complex and messy context
where linear relationships may not exist. For eXamphile having Kiwi staff in highly populated a®
of New Zealand, dressed in Kiwi branded clothirgyrging a bag with Kiwi product branding on it,
and seen to be removing litter is about constrgdispecific ‘account’ of the organisation, tracivayv
this acts upon those passing by will be difficolt the researcher. Another example is that bringing
New Zealand a leading expert in aspartame and ubmgnternal magazine to highlight this has no
guarantee of ‘success’ in constructing their pestpe as ‘facts’. That is, even though the Internal
Communications Officer undertook this strategy blase the internal magazine reaching “places we’d
rather it didn't”, for the researcher tracing whérends up and the effects that it creates istheitie
problems.

Despite these issues it is undoubtedly a rich methe social and environmental accounting
researcher to pursue. A starting point for thi®igote that “control systems [are] increasinglyuieed
to operate across organizational boundaries” (Q#8¢6, p. 45). Some research has begun to examine
this, with specifically the inter-organisationaleliature having shown that “in contrast with some
formulations of management control [...] inter-orgaational relations place not only the firm’s own
but also the partners’ activities as objects fonagement and control” (Mouritsen et al., 2001,71.)2
This suggests that a progression from the inteaftigational research is to examine other things tha
become the objects of management and control, asithe pressures arising from overflows. There
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seems much that could be gained by drawing fudbenections between the management control and
social and environmental accounting literaturesrder to develop new understandings and knowledge
of the situated practices within different orgatita@al contexts. This is particularly relevant givine
seriousness of the issues examined by (or whickigeothe context to) much of the social and
environmental accounting literature.

Examining the specific episodes highlights othsights. In relation to the carbon overflow, it
was of interest that the Project Manager Finanaedtthat the carbon footprint was being utilised t
give answers to questions that were being askeuidsgsure groups. The carbon footprint allowed Kiwi
to internalise and quantify this overflow withinetlorganisation (Hines, 1988) and demonstrate, in a
very technical way, to these pressure groups th@nsitment’ that they had made to this issue. Kiwi
was utilising the carbon footprint to construcelfsaas a ‘knowledgeable’ and ‘active’ organisation
regards to climate change and thereby gain legitynfar itself. However, the Corporate Affairs
Manager commented that the carbon footprint ontyérdernal value rather than internal value, which
does not capture the whole story. The value frasrttanagement control is through it acting to miedia
pressure of a specific overflow. This allowed th&einal activities of Kiwi to continue as they were
and is what led to the CFO labelling it as a ‘hygidactor’. This highlights that the decision ok@wi
being a contributor to or antagonist towards addngsissues over man-made climate change resides
with others (Latour, 2005). This concern for howoaganisation enrols the support of others has been
the focus of the social and environmental accogrliterature, which has studied it from a variety o
perspectives including those mentioned in theditee review. It would seem that the variety of
perspectives drawn upon in this literature may $eful in highlighting broader understandings of the
way in which management controls are utilised acpce.

The LOHAS overflow episode also highlights someitamithal insights. The first is that it
allows for some empirical flesh to be added to @a#l (1998, 2007) notion of overflows and
framing[11]. It is helpful to return to the pointagke above that any specific organisation may become
influential within the framing but due to the vamitmbers of actors involved it will never be able to
absolutely control how it is constructed. LOHAS hamserged as a reaction to the vast number of
products on the market that they deem to be urtheaitat odds with a sustainable planet. This tesul
in new purchasing patterns that are within diffefeamings with different actors involved. As LOHAS
influence more people’s purchasing patterns theptne an overflow for the original framing and the
actors this still contains. What is of interesteher that it was sufficient for Consult to providicts’
about this and for the NZLT to accept these agctfle of truth for this to become a taken for ¢gean
overflow. What is important is not whether thesacts’ reflected certainty or whether this overflow
actually existed but whether the NZLT acceptedtitise true. Thus overflows may arise for any given
framing through the changing preferences, percepmd motivations of those involved rather than as
a direct result of any actions taken by a spe@ai@itor within the framing. As changing preferences,
perceptions and motivations are not easily disckrfi@atour, 1986) the NZLT may have been
comfortable to act based on the ‘facts’ providatieathan searching further for the existence isf th
overflow.

Related to this is how management controls wereiliret to act upon this group that was ‘out
there’. Of interest were the attempts to align Kwith other networks, such as Keep New Zealand
Beautiful. These types of actions are a commondafuesearch within the social and environmental
accounting literature (see for example Deegan doth@uist, 2006; Neu et al., 1998). However, the
social and environmental reports that Kiwi prodytétidid not seem to feature prominently within
these situated practices. Adding to this is thdifig that the networks that Kiwi attempted to align
itself with were previously pressure groups fomther had the potential to become a pressure group,
as was the case with Keep New Zealand Beautifuhcklehis tactic involved working with pressure
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groups that they deemed could be managed and HBedtio attempts to overcome other pressure
groups that could not.

The final two overflows, aspartame and obesityp g@iovided some new insights. One is in
relation to how the concepts of cold and hot oesrfl (Callon, 1998) were utilised to provide a basis
to present episodes in relation to specific ovarfloThe use of these concepts enabled us to prasent
a manageable and understandable way, the messimésomplexities of the events that unfolded at
Kiwi over time. However, these two overflows wemesented together to illustrate connections that
were constructed between these overflows as & tactlispute both. We should also note that any
actions that were presented in a specific epishdald not be viewed as necessarily solely relating
that overflow. For example the associations madé e Olympic athletes in trying to appeal to
LOHAS could also be seen to be part of the attetopdéstance Kiwi and its’ products from the obesit
overflow.

One final insight provided by the aspartame anditpeverflows is in relation to how Kiwi
mobilised management controls to produce effectswiould disrupt and dispute the very existence of
these overflows (Callon, 1998, p. 263). In esséhisestrategy was about distancing the arguments of
the pressure groups from the economic framing kmblpmatizing them as political. Hence, this
engagement may not aim to pacify (Christensen dwkiBaek, 2007) but rather to delineate the
overflow as ‘political’ rather than ‘economic’ aridlereby provide justification for maintaining the
framing as it is (Callon, 2010; Jollands & QuinB12Z). It appears that Kiwi, Koala, and Eagle afe al
still currently being ‘successful’ with this strgieas these are still ongoing overflows for then[13
This again resonates with much of the social anit@mmental accounting literature.

These insights suggest that future research sheeglt to embrace the complexities and
messiness of practice and allow for the possihilftpecoming surprised (Mouritsen et al., 2010)sTh
requires taking a napriori stance (Latour, 2005; Law, 1992) as to what actefenay be enrolled to
act as a management control rather than focusing @pecific control, such as the social and
environmental report. This would allow future resbathe opportunity to uncover new candidates
(Mouritsen et al., 2010) for management controlt @ire mobilised in an organisations’ efforts to
mediate the pressures that relate to an overflath€r, this may allow for more connections to be
drawn between the management control and sociataviconmental accounting literatures, providing
for a more nuanced understanding of situated osgéohal practices.

This broader examination of management controlzletion to overflows can be contrasted
with the disturbances, kicks or jolts in Laughlifi®91) model of organisation change[14]. Rathanth
being sudden disturbances, kicks or jolts, theftoxes examined above were more pervasive, ongoing,
and the result of a large amount of effort by puesgroups. The responses to them could be seen as
situated, everyday practices rather than crisisagament. This demonstrates that from a performative
perspective, change is constant, ongoing and leliséd (Quattrone and Hopper, 2001) and that
organisations must work hard to create relativbilitafor themselves. Increasing our understanding
of situated organisational practices may open appttential for social and environmental accounting
researchers to contribute knowledge that assi¢itstivé changes demanded by sustainable development
(Bebbington, 2007). This could be through, for eganproviding new avenues for workplace activism
(Ball, 2007) or providing understandings that m#ie practices of shadow accounts (Collison et al.,
2010) more effective. Such opportunities would owgere the limitation that is common in the social
and environmental accounting literature, whichss #éhe case for this research. That is, the emgege
with those that are placing the pressure on org#aiss to change would allow the development of
knowledge over which management controls are seerimportant, including the social and
environmental reports (Tregidga et al., 2014). Tdi®wing section concludes the paper with some
final remarks.
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Conclusion

This research set out to examine how organisatemipers’ mobilise management controls, other than
reporting, in their attempts to mediate pressurasdrise from groups that relate to specific doars.

To guide this research a performative understarafinganagement controls was mobilised.a\wiori
assumptions were made as to what a managemenblcaas in practice. Rather how an artefact was
enrolled and acted within the attempts to mediaeptressures arising from overflows allowed them to
be viewed as a management control. A case studypagp was undertaken in order to address the
research purpose. The concept of overflows (Call®98) were utilised, with the distinction being
made between ‘hot’ or ‘cold’, to structure the g of the collected data.

The case study of Kiwi demonstrated that many difietypes of management controls were
mobilised in their attempts to mediate the pressthiat related to overflows. Further, it could bers
that the approach taken differed between ‘cold’ ‘ot overflows. If the overflow was ‘cold’ theiné
management controls were mobilised to mediate tesspre through providing the ability to placate
the questions arising from various groups. Thidbthorganisational activities to be maintainedrdyr
the time before the overflow was addressed throafsthming.

If the overflow was ‘hot’ then one of three stratsgcould be adopted. The first was to mobilise
management controls within the attempts to coobtrerflow. This aimed to allow the organisation to
maintain its economic wellbeing through protectitsglf from the potential impacts that may have
arisen had the overflow not been addressed. Thandegas to mobilise management controls within
efforts to disrupt and dispute the overflow. Thgamisation aimed to keep the overflow outside ef th
framing and to limit the impact it could have, thigy maintaining economic wellbeing. The final way
was to ignore the overflow in an attempt to inhibi pressure group’s ability to gather furthermrp
This final strategy was not observed within theecstsidy.

The analysis of these episodes demonstrates thatais prepared to commit substantial time,
effort, and resources to influence how the (re)irgwas (re)constructed. Within this management
controls were mobilised to mediate the potentigdast from pressures that arose from groups related
to specific overflows. Whether it is climate charagivists, LOHAS or scientists who research the
issues of aspartame and obesity, Kiwi's enrolmentmanagement controls to produce effects
demonstrates that there are many things seen bpisagions to be objects of management and control.
Hence Kiwi mobilised many different management oalatin relation to specific overflows. This paper
contributes to the extant literature through broaéug the scope of the social and environmental
accounting research by providing new understandirighe kinds of management controls, beyond
reporting, organisation members mobilise in practacdeal with pressures that relate to overflaves.
do this the research reported here responds ®tcalixpand the accounting literature by providing
more holistic examination of organisational prassi¢Hopwood, 1996; Otley, 2016).

Finally, it should be noted that overflows will ¢otue to be caused by organisational activities.
Given the very nature of framing producing exclasievery organisation’s activities will be assoetht
with some form of overflow. Therefore, it would seéhat much could be gained through the continued
research of management controls using a performatarspective in this area to extend the extant
knowledge of social and environmental accounting.

Notes:
1. Pressure groups (often with support from social ia)edre network(s) of actors who come
together to achieve a common goal in relation éoattivities of an organisation (Tilt, 1994)
2. For example, Jollands and Quinn (2017) note howunsental social media was in organising
protests and other actions taken against the ttaxh of domestic water billing and the
establishment of a new water utility within the Rblic of Ireland in 2014. Conversely, it has

20



10.

11.
12.

13.

14.

been noted that organisations are not always adeing social media to engage with these
issues (Manetti and Bellucci, 2016; Quinn et 801&).

In line with the theoretical perspective takenlirstresearch, it is not assumed that the use of
management controls will result in a predetermimedcome. Rather, we examine how
management controls are utilised in attempts tluénice outcomes, what is referred to as
mediate. In essence, we are examining practicasniodilise management controls, the
outcome of which is far from being certain.

Drawing from Garfinkel's (2002) notion of focusiog situated organisational practices allows
the research aim to be addressed through develagingadth of understanding of the types of
artefacts, beyond social and environmental reperisylled to act as management controls. It
focuses the research on the setting rather thiowiiolg an actor as it moves through time and
space (Latour, 1987). While focusing on the foraduresses the research aim, future research
is required that implements the latter, as ackndgdd in the discussion section, to provide
much needed depth of understanding of these pesctic

This event was organised to coincide with New Zsalaosting the World Environment Day
on behalf of the United Nations Environment Prograar{UNEP). Other speakers at this event
included other corporate representatives, the Pkitinéster of New Zealand, the Chair of the
Intergovernmental Panel on Climate Change, acadeard civil servants. Further the, then
newly appointed, head of UNEP, while not formerartpof the official schedule of speakers,
took the opportunity to outline his goals and wvisfor the future of UNEP.

Examples of these social media sites include Z&aow Gaia), see http://www.zaadz.com/,
and RiverWired, see http://www.riverwired.com/.

According to http://media.newzealand.com/en/stdsas/lohas-in-new-zealand/ accessed on
29 November 2015

This data was extracted from http://www.lohas.cdaglization-lohas accessed on 29
November 2015

See for example http://aspartame.mercola.com/ ¢aece30 November 2015)

The Ministry of Health (2013) noted that one inenchildren aged between two and fourteen
and three out of ten adults in New Zealand areeabes

We are grateful to one of our anonymous reviewarbiinging this to our attention.

During the time frame investigated Kiwi producedtaustainability reports, for the 2006-7
and 2008 years.

For example in November 2015 it was alleged thgld=avas implicated in co-opting a major
anti-obesity group within North America through yiding them with substantial funding.

This model has been selected as it is commonly lieediwithin the social and environmental
accounting literature (see for example Bebbingd@@7).
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