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Rainforest Action Network activists climbed the pillars of a Union Bank of California building in San Francisco and hung a banner protest-
ing Mitsubishi’s environmental policies. At the time, 1996, Union Bank was owned by the Mitsubishi Bank.
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CASE STUDY

The Rainforest Action Network launched an intensive consumer boycott of
several Mitsubishi companies, leading to significant changes in the way
the Japanese giant and many of its partners do business. That engagement
provides critical lessons for both activist NGOs and corporations.

by PETER ASMUS, HANK CAULEY, & KATHARINE MARONEY

Ten years ago, top executives at three
Mitsubishi companies were suddenly
faced with a consumer boycott by Rain-
forest Action Network (RAN), an activist
NGO that was willing to wage a pro-
tracted war against the corporation’s
brand in order to get it to change its
business practices. Instead of fighting
RAN, the companies did exactly the
opposite of what most of its lawyers,
public relations experts, and crisis pro-
fessionals advised them at the time: They
sat down and engaged in a dialogue with
the group’s leaders.

After many fits and starts, the dia-
logue between RAN and Mitsubishi
resulted in several significant achieve-
ments. It created a precedent-setting
agreement that helped drive sustainable
forestry practices at some 400 compa-
nies, a new system for measuring cor-
porate environmental and social impacts,
and some close personal friendships
between former foes, which continue to
this day. No laws were enacted in the
process, no regulations promulgated,
and no lawsuits filed. Yet the impacts of
that early engagement continue to mul-
tiply even today.

The tactics that RAN employed —
dubbed “stakeholder engagement” and
“market campaigns” — have become
standard operating practice at many
NGOs. Instead of trying to get govern-
ments to enact laws, these NGOs target
companies that they believe have nega-
tive social and environmental impacts
with public campaigns that place the
company’s brand at risk.

Often, these tactics have made sig-

nificant contributions to changing com-
pany behavior. Home Depot’s com-
mitment to avoid sourcing products
from endangered forests is one example.
Other successes have occurred outside
forestry, like Nike’s creation of a code of
business conduct for its suppliers, and
Citibank’s adoption of the Equator Prin-
ciples to guide its lending practices.
The changes that individual compa-
nies have embarked on have, on occa-
sion, spread beyond the trendsetters to
include large numbers of firms. The
forestry industry has undergone the
most change of any sector, but even
here much remains to be done. Later in
the article, we take a close look at how
these types of campaigns have impacted
six different sectors — forestry, finance,
mining, apparel, chemicals, and oil and
natural gas' — as well as some of the
lessons that can be learned from these

How do NGOs change

corporate practices?

What different roles do
NGOs play in market

campaigns?

How do market campaigns

evolve over time?

experiences. But first, we return to
RAN’s campaign against Mitsubishi.

RAN Targets Mitsubishi

RAN’s global campaign against Japanese
giant Mitsubishi started innocuously
enough. In January 1993, Tachi Kiuchi,
then chairman and CEO of Mitsubishi
Electric America, began receiving a
steady stream of letters from elementary
school students, asking him why his
company was destroying the world’s
rain forests. The letters puzzled him.
Mitsubishi Electric didn’t own any
forests, and it used very little paper. How
could it be impacting the rain forest?

From his headquarters in Torrance,
Calif.,, Kiuchi called Richard Recchia,
then COO of Mitsubishi Motors” U.S.
sales arm, whose headquarters was just
down the street. His company; it turned
out, was also the target of a rain forest
campaign. Protesters were locking them-
selves inside Mitsubishi automobiles at
car shows around the country, drawing
publicity for their cause.

The force behind the actions was
the San Francisco group Rainforest
Action Network. According to RAN
founder and current board president
Randall Hayes, RAN’s real target was a
third company; Mitsubishi Corp., a Japan-
ese trading company responsible for per-
haps 3 percent of the world’s trade in
tropical timber.

'To understand why RAN targeted all
of the Mitsubishi companies, including
those that had no operations in the rain
forest, requires a brief step back into his-
tory. “General MacArthur broke up the
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[Mitsubishi] companies after World War
II,” explains Jim Brumm, general coun-
sel for Mitsubishi Corp. and an influ-
ential member of the corporate board.
“Each Mitsubishi company retained the
right to use the same name, but they
could not be subsidiaries. Because of
this, we at Mitsubishi Corp. view Mit-
subishi Electric and Mitsubishi Motors
as our clients.” But “the general public
doesn’t realize that the Mitsubishi com-
panies are all separate and distinct busi-
nesses,” Brumm says. The public’s
inability to distinguish between the var-
ious companies bearing the Mitsubishi
name, and the fact that the companies
often work together to protect the
name, gave RAN a strategic opportunity
to apply pressure.

RAN is the ultimate market cam-
paign NGO. Rather than advocating
laws, like the Sierra Club, or suing com-
panies, like the Natural Resources
Defense Council, RAN concentrates
on direct action in the socjal and eco-
nomic marketplace. If it can discredit
the names or disrupt the business activ-
ities of the companies it targets, it
believes that it can devastate the prof-
its from rajn forest destruction. The
problem that RAN faced is that most
consumers have never heard of most of
the tropical timber harvesters. And
even if it had, most of the companies
do not sell directly to the public, mak-
ing a consumer boycott difficult.

That’s why RAN picked Mitsubishi.
Ithad a recognizable name, and the var-
ious companies it owned or that bore the
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Attendees of the Los Angeles Auto Show were greeted with a banner hung by the Rain-

forest Action Network calling on consumers to boycott Mitsubishi Motors. The consumer
boycott was aimed at a number of different Mitsubishi-named firms.

Mitsubishi name sold numerous prod-
ucts to consumers. Mitsubishi Corp.
was one of several companies that shared
small and roughly equal portions of the
tropical timber trade. If RAN could tar-
get consumers of autos and electronics,
thought Hayes, perhaps those companies
could exert pressure on Mitsubishi Corp.
to change its timber practices. And if
Mitsubishi changed, maybe the rest of
the industry would, too.

Starting a Dialogue
The initial reaction from executives at

management consulting firm Ecos Corp.

PETER ASMUS is president of Pathfinder Communications. His articles on corporate
social responsibility have appeared in Business Ethics, green@work, The Christjan
Science Monitor, and other publications.

HANK CAULEY is a senior officer in the environment program at the Pew Charitable
Trusts. Before joining Pew in July of this year, Cauley was a partner at the sustainability

KATHARINE MARONEY is a partner at Ecos Corp. Before joining Ecos, Maroney was
chief of staff to Congressman John Edward Porter (R-IL).

Mitsubishi Electric and Mitsubishi
Motors was defensive. They considered
the boycott illegitimate. Why should
they respond to what they considered a
lie— RAN's assertion that the companies
were tightly connected?

But Kiuchi soon decided that fair-
ness wasn’t the issue, and took a differ-
ent approach. “The companies are sep-
arate, but nobody knows this except
us,” he says. “T decided it was better to
do something about the problem, rather
than worry so much about the name
confusion.”

Still, no one at Mitsubishi wanted
to sit down with RAN. “The perception
at the time was that RAN was too rad-
ical to deal with,” acknowledges Hayes.
The conventional wisdom, codified in
public relations manuals for dealing with
groups like his, was to “isolate the rad-
icals” by working with “mainstream”
groups.

As RAN'’s rhetoric increased, Rec-
chia decided to meet the people behind
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the attack on his company. He met with
Michael Marx, the head of RAN’s Mit-
subishi boycott, but the initial meeting
did not go well. According to Recchia,
it degenerated into an angry exchange,
as both sides gathered up everything
they felt was unfair about the other’s
actjons and “got it off their chests.”

So Kiuchi and Recchia regrouped
and took a different approach. They
called for a meeting with Brumm and his
colleagues at Mijtsubishi Corp., to
encourage them to do something about
the RAN boycott and the issues it raised.
To prepare, Kiuchi visited the rain forests
of Borneo, Malaysia, one of the sites in
RAN'’s campaign, and learned firsthand
about the issues.

In June 1993, six months after the
first letters protesting Mitsubishi’s prac-
tices began arriving, Brumm, Kjuchi,
Recchia, and their colleagues at Mit-
subishi met privately for a day. They
brought in two experts to advise them.
One was the prestigious public rela-
tions firm Hill & Knowlton. It advised
the companies that RAN was a fringe
group whose radical actjons were hav-
ing little, if any, impact on the general
public. Rather than acknowledging
RAN djrectly, the companies should
conduct alow-key campaign to bolster
their environmental image among the
media and opinion leaders, the firm
recommended.

'The other expert was Global Futures,
anonprofit consultancy that had orches-
trated several unusual alliances between
environmental activists and major cor-
porations. Bill Shireman, president and
CEO of Global Futures, advised the Mit-
subishi companies to take a more proac-
tive approach by evaluating their envi-
ronmental performance, engaging with
stakeholders to earn their trust, and
choosing a set of actjons that could both
protect the environment and build their
reputations. Recchia convinced the three
Mitsubishi companies to retain Global
Futures to develop a strategic plan.

Ten Lessons for NGOs Waging
Corporate Pressure Campaigns

Focus the campaign on a company with a valuable brand. Find ways to
harness the influence the company has over its business partners to create
change throughout the company’s supply chain.

2 Expect both sides to express pent-up frustrations during the first meet-
ings. Listen and learn from the process, and don‘t let it deter you from

holding future meetings.

Use a combination of carrots and sticks when pressuring a company. A
sticks-only approach may close the door to dialogue and block opportu-

nities for progress.

Partnerships between NGOs in the same niche frequently fail. The
chances of success increase when NGOs bring unique strengths and have

clearly defined roles.

Be prepared for the fact that engagements often veer between extremes
of optimism and pessimism in the early stages, before taking a realistic

course.

Consider targeting the largest buyers of the product you are protesting,

instead of just the largest sellers.

Find actions that a company can easily take, but which effect systemic

change throughout the marketplace.

8 Look for, and be aware of, how sustainability initiatives can save a com-
pany money, drive needed change, and create a competitive advantage.

Once a company'’s top executives and internal change agents commit to
sustainability, their commitment will continue to drive improvements,

even beyond the company.

1 O Be wary of waging campaigns that demonize a company. These can
leave a long legacy of negative feelings, making it difficult to rally
your supporters around an agreement and to earn the trust of company

executives.

Moving to Direct Engagement

Implementing the first part of the plan
—putting together an inventory of Mit-
subishi’s environmental assets — was
relatively easy. Implementing the sec-
ond part of the plan — engaging directly
with environmental stakeholders —
proved to be more difficult. The three
companies still saw no point in direct
engagements with RAN, whose
founder had said that he wanted to
“take down a multinational.”

Instead, the companies started with
indjrect engagements. Kjuchi hit the
speaking circuit, giving a keynote address
at Ecotech, a major environmental con-
ference with a positive, pro-technology
theme. Meanwhile, Shireman met infor-
mally with Marx and others at RAN to
find opportunities for productive dia-
logue. These contacts eventually broke
down perceptions that RAN was inca-
pable of reasoned dialogue, and later
led to direct meetings between RAN
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and Mitsubishi.

To implement the third part of the
plan — being proactive on forest pro-
tection — a third party was brought in
who was respected by both Mitsubishi
and RAN: Amory Lovins, the energy-
efficiency guru who heads the Rocky
Mountain Institute. After lengthy plan-
ning sessions between Shireman, Lovins,
and the three Mitsubishi executives,
two new organizations were formed:
the Systems Group on Forestry and
Future 500.

The Systems Group on Forestry
would develop potential solutions to
forest destruction, as well as systematic
steps companies could take to leverage
their market positions to protect forests.
Future 500 would convene corporate
and environmental stakeholders to con-
sider other systemic and market-based
actions for sustainability, and to develop
tools and processes for more effective
engagements between them. The three
Mitsubishi companies were the first
members of both organizatjons.

'The Systems Group held three meet-
ings but never produced a promised
final report. It did, however, have several
positive effects. The meetings educated
corporate leaders about forestry issues,
and it developed relationships among
the many stakeholders. Hayes and
Brumm became close friends, a rela-
tionship that would later lead to other
initiatives.

Other relationships blossomed as
well. Recchja and Marx discovered a
common passion for fly-fishing. Their
most productive meeting occurred dur-
ing a one-on-one fly-fishing expedition.

Global Futures facilitated direct dis-
cussions between all three companies
and RAN. The first meeting was exceed-
ingly positive, with all sides finding more
areas of agreement than they expected.
The second meeting was mostly nega-
tive, as all sides retrenched. By the third
meeting, realism finally began to prevail,
as the companies and activists realized

CASE STUDY
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The Super Rubin freighter was preparing to set sail from Longview, Wash., with a cargo of
logs destined for Mitsubishi-owned lumber mills. Seven Rainforest Action Network
activists were arrested for boarding the ship and hanging the banner.

what might be achieved if they set their
minds to it.

Striking an Accord

As they came to understand RAN bet-
ter, Kiuchi and Recchia grew increas-
ingly convinced that direct engagement
could end the boycott. Mitsubishi Corp.,
however, was unconvinced. During the
summer of 1996, in a tumultuous meet-
ing in Tokyo between top executives
from the three companies, Mitsubishi
Corp. broke off direct discussions with
RAN and dropped out of its partner-
ships with Mitsubishi Electric and Mit-
subishi Motors.

Freed from Mitsubishi Corp.’s more
conservative approach, Kiuchi and Rec-
chia asked Shireman to work toward a
formal agreement with RAN. The agree-
ment was based on the belief that even
though Mitsubishi Electric and Mit-
subishi Motors did not buy large quan-
tities of timber and paper products, their
sheer size and links into global supply
chains might generate an impact far

beyond the companies themselves.
Signed in February 1998, the agreement
stipulated that Mitsubishi Electric and
Mitsubishi Motors would, among other
things:

¢ Phase out purchase of paper or tim-
ber from old-growth sources by 1998.

e Achjeve a 75 percent reduction in
paper use by 1999.

® Phase out of all wood products by
2002.

e Commit Mitsubishi Motors to offer
“carbon offsets” tied to sales of its
Montero LS, proceeds from which
would fund forest reserves.

e Commit Mitsubishi Motors to
lobby President Clinton’s administra-
tion to reduce carbon emissions. Mit-
subishi Motors would be the first
major car company to do so.
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¢ Fund forest reserves to protect nat-
ural resources and indigenous com-
munities.

e Establish a comprehensive system of
eco-accounting to measure the net
value created by a company; after
accounting for socjal and environmen-
tal externalities.

The agreement was risky for all sides.
The companies had to trust that RAN
would not besiege them with additional
demands after they signed. RAN had to
demonstrate to its activist base that the
agreement was worthwhile even though
it did not directly require the company
to change its logging practices. Both
sides had to overcome internal factions
determined never to strike an agree-
ment with the enemy.

What Was Accomplished

One of the most powerful portions of
the agreement turned out to be the
phaseout of old-growth paper and tim-
ber purchases. Because neither com-
pany purchased many old-growth prod-
ucts, this step was relatively easy and
inexpensive for the Mitsubishi companies
to adhere to — though one timber com-
pany reportedly cancelled a contract
with Mitsubishi Electric over it.

But the ripple effect was tremen-
dous. Once the two Mitsubishi compa-
nies made their commitment, hundreds
of other companies followed suit. The
combined buying power of all these
companies created a healthy and grow-
ing market for sustainable timber, and set
the stage for several later agreements.

“It was really the first agreement
between corporate entities and an NGO
that took a systems approach,” says
Hayes. “This was one of the first times
issues of supply chain management were
addressed.”

'The other clause that spread beyond
the two Mitsubishi companies was the
eco-accounting commitment. To imple-

CASE STUDY

ment it, Future 500 developed a tool for
Mitsubishi Electric and Mitsubishi
Motors that consolidated several exist-
ing systems for measuring corporate
social and environmental performance.
The tool evolved into a process now
known as Global Citizenship 360, which
has been adopted by Coca-Cola, General
Motors, and a dozen other large corpo-
ratjons.

'The most controversial clause com-
mitted Mitsubishi Motors to be the first
auto company to buy carbon credits for
a line of its automobiles and to fund
forest reserves operated by indigenous
communities. The company has never

and challenged my attitude. What
exactly are we doing at Mitsubishi Corp.
about the environment? We really
should accept some responsibility — at
least in principle — on how and where
we cut trees,” Brumm says.
Mitsubishi Corp. ended up com-
mitting to a certification program devel-
oped by the Forest Stewardship Coun-
cil (FSC), the gold standard of
certification programs for sustainable
wood products. There is not yet an ade-
quate supply of FSC-certified timber
and paper products for the firm to fill all
of its orders, but that is its first product
choice for customers. Mitsubishi Corp.

Once the two Mitsubishi companies

made a commitment not to buy

old-growth lumber products, hundreds

of other companies followed suit.

implemented the clause, nor has RAN
ever pressed it to do so. Some RAN lead-
ers object to Mitsubishi funding the pro-
gram because they feel it undermines the
credibility of the organization, even if the
funds do not actually go to RAN. Oth-
ers hope the clause will eventually be fol-
lowed, once the now-struggling auto
company regains its financial footing.
But what about Mitsubishi Corp.,
which was not party to any formal
agreements with RAN? “The truth is,
we ended up getting what we wanted
from Mitsubishi Corp., even though
we never engaged in a formal agree-
ment with the company,” says Hayes.
Under the leadership of Brumm,
Mitsubishi Corp. ultimately went
through an internal process to change
its approach to buying timber. And
because of the forestry issue, Brumm
started investigating other environ-
mental concerns. “It opened my eyes

is certified to ISO 14000, the environ-
mental management standard, and per-
formed its first sustainability report in
1999.

Brumm and Hayes have even
become friends and colleagues. “T con-
tinued to converse with Randy. He was
on the board of Forest Trends and even-
tually asked me to join,” Brumm says. “I
was made a Forest Trends fellow two
years ago. Even though Randy and I
didn’t agree on things, we stayed in
touch. My views on the environment
have changed, they have evolved.”

According to Hayes, one of the most
enduring lessons from the experience
with working with each of the Mit-
subishi companies is “seeing the influ-
ence of individual people —leaders —in
these sorts of circumstances.” The com-
mitment of the chief executive to the
success of the process is vital.

On the other hand, support for sus-
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WHO THE PUBLIC BELIEVES TO ACT
IN THE BEST INTEREST OF SOCIETY
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tajinability can’t stop at the executive
suite. One weakness of the Mitsubishi-
RAN agreements was that support for
it waned after the departure of Kiuchi
and Recchia from their companies. “The
older leaders and managers who might
have understood why the agreements
were made in the first place are now
often gone,” laments Hayes. “These are
the folks who could explain to a new gen-
eration of employees why these agree-
ments should be implemented with
integrity.”

Perhaps the biggest impact of the
protracted engagement between RAN
and Mijtsubishi was to advance two
important trends in corporate-stake-
holder relations. The first is market cam-
paigns — initiatives like RAN's initial boy-
cott of Mitsubishi. The second is
stakeholder engagements — the approach
Mitsubishi employed to resolve its con-
flict with RAN. Hayes believes these

|
Large Local National Global
Companies Governments Companies

two trends have helped revitalize the
social change movement, even with the
lack of leadership from government.
“We learned that you do not have to
deal with corrupt government agencies
or Congress, who are bought off by the
big corporate money. We activists can go
directly to the corporations to get the
behavior changes that we want.”

Why Market Campaigns Work

Market campaigns have emerged as a
force for promoting environmental con-
servation and social justice for three
principal reasons. First, the growing
power of NGOs today is based on the
public’s belief that they are more likely
to act in society’s best interest than a
private corporation. A 2005 poll con-
ducted by GlobeScan (formerly Envi-
ronics) for the World Economic Forum
shows that the trust/mistrust gap
between NGOs and multinational com-

panies is almost 40 percent. (See graph,
left.)

'The second reason that market cam-
paigns work is that governments around
the world are retreating from direct reg-
ulation of environmental and social
problems in favor of market-orjented
approaches. As a consequence, these
issues are being increasingly left to the
private sector.

The third reason for the growing
influence of NGOs is the increased vul-
nerability of companies to market pres-
sures as a consequence of governments’
retreat from its traditional regulatory
role. A company that is free to operate
in the market is also susceptible to these
same market forces when they are
employed by NGOs to force the com-
pany to change its behavior and poli-
cies. A company that builds a strong
brand is susceptible to change when
forces are brought to bear that under-
mine the brand and what it represents.

A varjety of factors influence how
much a market campaign succeeds in
moving a single company, a group of
companies, or, ideally, a whole sector
toward fundamental improvements in
their operating practices, such as
whether:

® Material business value has been
placed at risk, and the company’s
brand has been undermined.

e Company senior management is
committed to change and responds
with positive actions.

e There is an internal champion who
is either a senjor executive or who has
the support of senjor management.

® A cross section of NGOs acts in
concert to push and pull the company
toward the goal.

¢ External market campaign activities
are complemented by internal coach-

~ DO NOT DISTRIBUTE ~ FOR PERSONAL USE ONLY ~
58 STANFORD SOCIAL INNOVATION REVIEW / fall 2006

WWW.Ssireview.org




Charting Environmental NGOs

They vary on two dimensions: degree of protectionism and use of public pressure

World Wildlife Fund

PUBLIC PRESSURE
High
A

Greenpeace

[ ]
Rainfores‘g Action Network

Y

[ ]
Ducks Unlimited

PROTECTIONISM
Low
A

ing by an NGO or other trusted out-
sider.

¢ The new operating standard is sus-
tajnable in the marketplace.

¢ Socially superior products are avail-
able for consumers that want to exer-
cise a choice.

Types of NGOs

NGOs come in all shapes and sizes. One
way to divide them is between market
campaigners and implementation groups.
Market campaigners help get issues on
the corporate agenda and create urgency
around an issue, often by attacking the
company’s brand. Implementation
groups often work as intermediaries
between market campaigners and com-
panies, either by working inside com-
panies to help direct and coach change,
or by helping define solutjons such as

Y
Low

standards of performance. The two
types of NGOs, although occasionally in
competition, quite often complement
one another in driving change.

Another way to segment NGOs is by
organizations’ interpretations of the
concept of sustainability. This axis
stretches from a strict protectionist inter-
pretation of sustainability (the wilderness
standard) to a fully integrated approach
involving social, economic, and envi-
ronmental considerations. Within the
realm of forestry, for example, many
grassroots organizations advocate strictly
protecting a landscape from any type
of use. Other organizations, such as
Ducks Unlimited, approach landscape
use as part of a system of human and
environmental concerns.

A third way to segment the NGO
community is by an organization’s will-
ingness to use public pressure to accom-
plish its goals. Along this axis, groups

ubIH

either use public pressure routinely or
avoid its use in the hopes of working out
solutions outside of the public’s eye.
RAN is an example of an NGO that has
used public pressure very effectively in
campaigning for the protection of forests
around the world.

The best way to understand these dif-
ferentiations is to map them on a matrix.
'The chart above depicts where NGOs in
the forestry sector fall on the dimen-
sions of public pressure use and notions
of sustainability.

The interplay between different types
of NGOs is an important driving force
in whether change took place. How-
ever, the position of an NGO within
this segmentatjon is not static. It can
shift according to the specific issue being
addressed. The World Wildlife Fund
(WWE or the World Wide Fund for
Nature as it is called outside the U.S.), for
example, is a member of the imple-
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EVOLUTION OF MARKET CAMPAIGNS (NORTH AMERICA)

Improved
Practices

Oil & Gas
NASCENT

Finance

Chemicals (PVC)

CATALYTIC GROWTH

MATURE

NASCENT

Little or no broad industrial impact
Lack of a coordinated effort
Inability to get traction in the media
Reliance on regulatory strategies
Market campaigners beginning to understand issues
Little value at stake for companies

GROWTH

Industry associations upgrading standards
Companies engaging with market campaigners
Second-tier companies adopting practices

Campaign Stages

Companies working with implementation groups

mentation group on many forestry
issues, but takes a market campaigner
stance on toxic chemical issues in
Europe.

Evolution of Market Campaigns

Market campaigns change over time.
The diagram above shows the path that
most campaigns undergo as they evolve.
It provides a description of the impor-
tant characteristics that define each stage
of development. And it plots the stage
of development of North American
companies in six industries.

The nascent stage captures market
campaign projects that are new or whose
market impact has been little to none.
The interplay of market campaigners

and implementation groups in this stage
is such that campaigners look to imple-
mentation groups for research and
options for improvement. At the same
time, implementation groups look to
campaigners to get the issue on the
radar screen and to show that value is at
stake for given companies. The recent
campaign against the use of PVC in chil-
dren’s toys, healthcare, construction,
and packaging is also an example of a
campaign that is still in its early stage of
development. Campaigns in the oil and
gas sector have been around for many
years but have not been effective, which
is why they are still in the nascent stage.

The catalytic stage refers to when
market campaigns are beginning to

CATALYTIC

Individual companies responding to pressure
Industry associations developing counterstrategies
Media profile of issue rising
Leaders realizing that company’s value is at stake
Safe or sustainable practices developing

MATURE

Legislation of new practices
New societal expectations
Evident and widespread quantitative changes

inspire industrial reactions, typically by
one or more industry leaders. During
this stage, campaigners have gotten a
company’s attentjon by demonstrating
that they can affect the value of the
company’s brand, and implementation
groups begin presenting optjons to the
targeted company. The mining sector is
in the catalytic stage. Leading mining
companies such as Rjo Tinto and BHP
Billiton have begun to work with NGOs
to develop environmental and socijal
performance standards.” The apparel
industry is also at this stage. A few lead-
ingbrands, such as Nike, have reacted to
the market campaigns, but the industry
as a whole is not responding.

The growth stage is when a market
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campaijgn really begins to have an
impact. During this stage, even compa-
nies that have not been the targets of spe-
cific campaigns begin to address the
issues. Implementation groups rely on
campaigners to “keep the heat,” while
campaigners look to the implementation
groups to help with the “how” in imple-
menting change. Market campaigns in
the finance sector, which appear to have
moved quickly through the first two
stages, are at the beginning of the
growth stage as financial institutions of
their own accord are responding to mar-
ket campaign messages. The forestry
sector is the furthest along in changing
an entjre industry. Yet even here, changes
are still far from being embedded and
irreversible.

We assume that a mature stage will
occur, but given the fact that no cam-
paign has yet reached this point, we will
leave it up to future analyses to define this
stage in more detail.

Future Challenges

Both NGOs and companies have learned
from targeting and being targeted for
questjonable practices. For market cam-
paigns to continue to be effective, the fol-
lowing outstanding issues need to be
addressed:

¢ Change in industry takes a long
time and therefore support for market
campaigns over the long term is essen-
tial. For example, approximately
$500,000 has been spent in the mining
sector over the last 10 years toward
the development of operations princi-
ples. This is a relatively small amount
of funding over a long perijod of time,
and progress is only slowly becoming
apparent.

e There is presently ljttle financial
reward for companies that choose to
do the right thing. To continue the
momentum that has been achieved, it
is important to demonstrate that com-
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Rainforest Action Network conducted a worldwide boycott. Here, protestors outside a
Mitsubishi Motors dealership hold a banner written in Japanese and Danish.

panies that have adopted socially
responsible practices also win in the
marketplace.

e It is uncertain to what extent a mar-
ket campaigner NGO can transition
into a implementation group NGO.
Numerous companies have said that
the issue of trust makes it difficult for
an NGO to play a dual role. If this is
true, it means that coordination
between different types of NGOs and
long-term funding of both is critical.

® People are translating market cam-
paigns into widespread sector
changes, but a broader set of stake-
holders will be necessary to take cam-
paigns to the mature stage, where
changes are permanent and irre-
versible. A model for this is the agree-
ment around the Great Bear Rainfor-
est involving all types of NGOs, First
Nations, and the provincial govern-
ment of British Columbia.

Market campaigns have become
more sophisticated and effective, emerg-
ing as a critical method for driving com-
panies to change their behavior. As effec-
tive as these campaigns have become,
they have not yet achieved their final
goal of changing entire industries. To
achieve real and sustained progress, strate-
gies that incorporate a diverse group of
sector stakeholders and that offer both
punishment and reward will prove to be
the most successful. []

1 Cauley, H. & Maroney, K. “The Growing Influ-
ence of Market Campajgns in Driving Socjal and
Environmental Change,” Ecos Corporation (April
20, 2006).

2 Each of the sectors identified has some regjonal
differences in regard to their state of evolution.
Arguably, the mining sector is one where actions by
leading companies in Australja have put the evolu-
tion of that sector at the top of the growth stage.
We've chosen to concentrate on the North Ameri-
can mining sector given the likely audience for this
artjcle and to highlight the potential for moving a
sector from one stage to the next.
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