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Abstract—This paper discusses how to analyse the 

firm-stakeholder interaction in open source software 
(OSS) communities by looking at the process from a 
multi-voiced strategy perspective. We argue that 
current business models are built on a single-voiced 
understanding of strategising and interaction. This 
means that different stakeholders in the OSS 
communities are left without a voice in firms’ strategy 
processes. As different actors involved in the OSS 
communities have sometimes very contradictory 
intentions and expectations, it is important to discover 
ways that will help us to better understand the nature of 
interaction in these communities and to create new ways 
of strategising that will take into account the different 
stakeholder perspectives. 
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I. INTRODUCTION 
The utilisation of open source software (OSS) has 

increased remarkably in the recent years (Meyers & 
Oberndorf 2001). Researching OSS networks and 
communities has received a lot of attention from scholars in 
the fields of organisation and innovation, too. At the same 
time as OSS has become a serious alternative for the 
utilisation of proprietary software as well in the office as in 
personal use (Helander & Rissanen 2006), it challenges our 
conventional understanding regarding the role of firms, 
intellectual property rights, and organisational forms 
(Dahlander & Magnusson 2005). Given that open source 
communities themselves are networks mixed up by 
individual developers and firms participating in the 
community, OSS is an interesting research context from the 
stakeholder viewpoint. There are largely over 100,000 open 

source projects in the world. These projects, and the OSS 
communities created by them, are usually in some way 
linked to each other. Thus, it is not a surprise that OSS 
communities have been in the interest of quite a few 
network researchers as well (e.g. Kidane &  Gloor 2005, 
Ye & Kishna 2003, Lakhani & von Hippel 2003, Lee & 
Cole 2003, Nakakoji et al. 2002).  

 
 

However, the number of studies that specifically take 
into account the role of firms in these OSS communities or 
emphasise the firm-stakeholder interaction is still rather 
limited (for exceptions, see Goldman & Gabriel 2005, 
Dahlander & Magnusson 2005). One of the most 
remarkable features of OSS is that the knowledge to create 
the product is not in the hands of firms, but resides within 
different actors around the firm (Dahlander & Magnusson 
2005). As actors involved in the OSS communities have 
sometimes very contradictory intentions and expectations, 
we find it important to seek ways of strategising that will 
take into account the perspectives of different parties by 
analysing the nature of firm-stakeholder interaction in the 
OSS communities. 

The purpose of this paper is to discuss how we can 
analyse the firm-stakeholder interaction in OSS 
communities by looking at the process from a multi-voiced 
strategy perspective. Multi-voicedness is defined as a 
company’s understanding of multiple stakeholder interests. 
The paper starts by discussing what it takes to formulate a 
multi-voiced strategy process that incorporates varying or 
even contradictory stakeholder views. As a result of the 
discussion build on stakeholder thinking, we present a way 
to look at strategy making from a multi-voiced stakeholder 
perspective.  

After that, we take a look at OSS communities and 
relations between OSS firms as well as other actors in the 
networks by assessing the elements of multi-voiced 
strategising in OSS communities. Finally, based on these 
elements, we discuss how multi-voiced strategising and 
firm-stakeholder interaction in OSS communities can be 
analysed at the empirical level. The paper is part of a larger 
research project, which aims to study the various business 
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opportunities and business models provided by the open 
source software. 

II. FROM SINGLE-VOICED TO MULTI-VOICED 
STRATEGISING 

The idea of multi-voiced strategising builds on the basic 
assumption of the stakeholder approach that an 
organisation’s purpose, be it public or private, is 
continuously constructed from multiple stakeholder views 
that often contradict each other. The purpose of the 
stakeholder organisation stems from the goals of its 
stakeholders and becomes identified by engaging in 
dialogue with different stakeholders. (See e.g. Evan & 
Freeman 1988, Wheeler & Sillanpää 1997.) This means 
that corporations and their managers have obligations to a 
large set of different stakeholders, not just stockholders or 
owners. Effective strategising in such an organisation needs 
practices that celebrate the multi-voiced nature of the 
operations. However, it seems that current strategic theories 
and practical models do not support strategising in multi-
voiced business settings. Rather, they promote single-
voiced strategy processes (Eriksson & Lehtimäki 2001).  

The single-voicedness of strategic thinking refers to the 
deterministic manner of prevalent strategy making 
discourse in determining, who are strategically important 
actors and who are not (Knights & Morgan 1990). In 
current strategy making practices, it is natural to view top 
managers, strategy consultants and large institutional 
stakeholders as legitimate participants in the strategy 
processes. It is as natural to neglect the role of, for instance, 
employees or all less influential stakeholders, such as 
activist groups and other NGOs, citizens and members of 
local communities or even raw material or component 
suppliers, in strategy making processes (Lehtimäki 2000). 

The core of the multi-voiced strategy process lies in the 
criticism of the conventions of strategy making which 
define other than the focal organisation’s understandings of 
its purpose and goals as less valuable, opinionated or even 
worthless information. A multi-voiced business setting calls 
for a multi-voiced strategy process that allows for different 
opinions and understandings to be heard in strategy 
making. In Table 1, single-voiced and multi-voiced 
strategising have been illustrated by paying attention to 
three dimensions: strategic actors, strategic activities and 
strategic actions (c.f. Lehtimäki & Kujala 2005). 

 
 
 
 
 
 
 
 
 

 
   TABLE 1 

SINGLE-VOICED AND MULTI-VOICED STRATEGISING (ADAPTED FROM 
LEHTIMÄKI & KUJALA 2005) 

 
 Single-voiced 

strategising 
Multi-voiced 
strategising 

Strategic actors Rational and 
opportunistic 

actors 

Willingness to listen 
and respect for 

others 
Strategic activities 

Hierarchical         
Instrumental 

Relational           
Networked 

Strategic actions 
Unified 
strategic 
vision 
Rational 
planning 

Open strategising 
Stakeholder 

inclusion 

 
Concerning strategic actors, multi-voiced strategising is a 

way to break away from predominant actor categories that 
limit open dialogue. The presumption in multi-voiced 
strategising is to allow for participants to be heard and 
treated as knowledgeable in their own terms. Thus, multi-
voiced strategising requires that actors are willing to listen 
and respect for others instead of rational and opportunistic 
actor view of single-voiced strategising. (Lehtimäki 2000.) 

In multi-voiced strategising, the strategy process is 
embedded in a broad range of stakeholder networks. This 
means that strategic activities are seen as relational and 
networked compared to hierarchical and instrumental 
activities of single-voiced strategising. Of course, power 
issues are always present whether we talk about 
hierarchical and instrumental or relational and networked 
activities. But, instead of brushing them away, they need to 
be taken into account. Strategic management meets a 
challenge in trying to piece together all the goals of 
different stakeholders. One should keep in mind that all 
actors are actively seeking to accomplish their own 
purposes, but these purposes can be negotiated and 
discussed. (Lehtimäki & Kujala 2005.) Ideally, taking the 
multitude of goals and purposes as the starting point leads 
to deeper level interaction and allows an open dialogue 
between different actors. Only then we can talk about 
genuine relational and networked strategic activities. 

Finally, in multi-voiced strategic actions, single-voiced 
strategising with unified strategic vision and rational 
planning is replaced with open strategising and stakeholder 
inclusion. This means, for example, that strategy practices 
are changed from closed and tightly scheduled expert and 
management meetings to listening to different stakeholder 
viewpoints, analysing the argumentation behind the 
viewpoints, and building an understanding of the value 
structure guiding different agendas under discussion 
(Kujala et al. 2005). Furthermore, strategising becomes 
understood as an ongoing process rather than a sequential 
process that begins with planning and ends in published 
strategy documents to be implemented in the organisation. 
Multi-voiced strategising brings stakeholder dialogue into 
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the strategic focus. Visions, purposes and other ways of 
strategic actions become formulated in the continuous 
process of stakeholder inclusion. 

III. MULTI-VOICED STRATEGISING IN OPEN SOURCE 
SOFTWARE COMMUNITIES 

Previous literature on OSS communities has discussed 
the different actor roles that the individual developers have 
in the networks. For example, Nakakoji et al. (2002) and 
Ye and Kishida (2003) have modelled the roles of the 
actors by their involvement in the OSS project. They have 
identified in total eight roles: project leaders, core 
members, active developers, peripheral developers, bug 
fixers, bug reporters, readers and passive users. Although 
not all OSS networks have all these participants, these eight 
roles can serve as a starting point for the empirical analysis 
of actors in the OSS communities. 

Another important point is to consider what kinds of 
firms and firm roles can be found in the OSS communities. 
Räsänen (2004) has identified an OSS value chain, starting 
from OSS developer communities and ending to the 
potential utilisers, for example different industry segments 
and public or private organisations, for the open source 
software. However, these potential utilisers rarely interact 
directly with the developer communities. This creates a 
need for intermediators between the utilisers and the 
developer community. In the OSS value chain model, 
Räsänen (2004) identified several different kinds of 
intermediators. Some firms operate almost entirely in the 
open source software business, either as software 
developers, integrators, service providers or pure 
consultants, whereas some other firms represent the more 
traditional, proprietary-based software business, but are 
producing software products and systems that are used in 
OSS environments.  

When we extend our analysis to the interaction and 
relationships between the actors, we can utilise the four 
basic elements of relationships identified by Easton (1992): 
mutuality, interdependence, different power relations, and 
investments made in the relationship. OSS macro networks, 
meaning the network consisted of several OSS 
communities, are characterised by three elements: 
mutuality, interdependence and different power relations. 
However, these elements may vary a lot between different 
OSS communities. The dependencies between communities 
can be two-way, leading towards mutuality and usually 
more balanced power relations between the two 
communities. However, one-way dependencies are also 
common, which means that one OSS community is 
dependent on another OSS community but not vice versa. 
This usually leads to unbalanced power relations between 
the two communities, as only one of the parties of the dyad 
is dependent on the other. Different kinds of power 
positions can be present just within one open source 
community. In fact, it is common that the heart of the 

community consists of central developers that have more 
power in the community than, for example, the fringe 
developers have. Central actors with a lot of power can 
influence the future directions of the developed system, 
work allocation and other important strategic decisions 
made within the community. 

Literature concerning OSS communities does not tell us 
much about the strategic actions dimension of multi-voiced 
strategising. However, we know some examples of OSS 
firms that are trying to bring new issues to strategic focus 
by placing their employees in everyday interaction with 
other actors of the communities. From multi-voiced 
strategy perspective, such actions can promote the dialogue 
between different stakeholders and engage new ideas and 
viewpoints to a company’s strategy process. Table 2 
summarises the above-discussed elements of multi-voiced 
strategising in OSS communities.  

 
TABLE II 

ELEMENTS OF MULTI-VOICED STRATEGISING IN OSS COMMUNITIES 
 

Strategic actors Individuals: project leaders, core members, 
active developers, peripheral developers, 

bug fixers, bug reporters, readers and 
passive users 

Organisations: Developer communities, 
intermediators, utilisers 

Strategic activities 
Mutuality, Interdependency, Different 

power relations, Investments made in the 
relationship 

Strategic actions 
Interaction between different stakeholders 

 
 
IV. ANALYSING MULTI-VOICED STRATEGISING IN 
OSS COMMUNITIES 

 
In order to analyse the multi-voiced strategising in OSS 

communities at the empirical level we must develop a 
research instrument that is able to capture the multi-
dimensional nature of the everyday management and 
strategising. We believe that it is important to gather data 
from different parties of the communities as well as from 
different levels of organisations to ensure that we get a rich 
and versatile description of the OSS communities. In 
empirical data gathering, we follow the advice of Denzin 
and Lincoln (2000), who recommend qualitative methods 
when researchers aim at capturing an individual’s own 
experiences and point of view and wish to secure rich 
descriptions of the social world explored. To collect the 
qualitative date, we use personal interviews, as the 
researched phenomenon is relatively new and unexplored 
(Hirsijärvi et al. 2005). Based on our theoretical premises 
of single-voiced and multi-voiced strategising presented in 
Table 1 and the elements of multi-voiced strategising in 
OSS communities presented in Table 2, we have developed 
a suggestion for the empirical research instrument for each 
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of the three dimensions of strategising (Table 3).  
 
 

TABLE III 
EMPIRICAL RESEARCH INSTRUMENT FOR ANALYSING MULTI-

VOICED STRATEGISING IN OSS COMMUNITIES 
 

 
Questions presented to the interviewees 

 
Strategic actors 

 
Which actors are thought to have strategic 

importance in the OSS communities? 

 
Strategic activities What are the relations between different 

actors like? 

 
Strategic actions How are different stakeholders 

incorporated as part of the strategic 
actions of the focal firm?   

 
  In the interviews, the dimension of strategic actors is 

suggested to be researched with a question: Which actors 
are thought to have strategic importance in the OSS 
communities? This questions stands for the interest in 
different individual and organisational actors in the OSS 
communities. In the analysis of the interviews, we can 
further pay attention to which actors are presented as active 
parties of strategising or who are thought to have power in 
terms of how the communities are developed.  

The dimension of strategic activities is proposed to be 
researched with the following question: What are the 
relations between different actors like? This question 
represents the concern for the quality of the relations 
between different parties of the OSS communities. When 
analysing the responses, we can consider what kinds of 
expectations different actors have toward each other, and 
pay attention to the taken-for-granted basis of actors’ 
relations.  

Finally, the dimension of strategic actions can be 
researched with a question: How are different stakeholders 
incorporated as part of the strategic actions of the focal 
firm? This question reveals the characteristics of the 
strategy process and its outcomes. In the interview analysis, 
we can pay attention to whether the strategy statements, 
such as visions or strategic goals, of the focal firm include 
the views of different stakeholders.  

In addition to personal interviews, some other data 
gathering methods might also be suitable for analysing 
multi-voiced strategising and firm-stakeholder interaction 
in OSS communities. For example, by looking at the 
printed strategy documents or the web pages of the 
companies, we could find out many things about the 
strategic actions dimension. A thorough case study of a 
OSS community could also reveal many interesting 
viewpoints. But, as a starting point for studying the novel 
and rapidly developing OSS phenomenon, the interview 
based qualitative research is believed to serve best. The 
next step is to move on with testing, and if needed further 

developing, the empirical research instrument presented 
above, and after that start the empirical data gathering.  

REFERENCES 

 
[1] Dahlander, Linus & Magnusson, Mats G. 2005. Relationships 

between open source software companies and communities: 
Observations from Nordic firms. Research Policy 34, 481–493. 

[2] Denzin, Norman K. and Lincoln, Yvonna S. 2000. Introduction: The 
Discipline and Practice of Qualitative Research. In Denzin, Norman 
K. and Lincoln, Yvonna (eds.) Handbook of Qualitative Research. 
2nd Edition. Thousand Oaks: Sage, 1–28. 

[3] Easton, G. 1992. Industrial Networks: A Reviw. In: Axelsson, B. & 
Easton, G. (eds.) Industrial Networks. A New View of Reality. 
Routledge, London, 3–34.  

[4] Eriksson, P. & Lehtimäki, H. 2001. Strategy rhetoric in city 
management. How the presumptions of classic strategic management 
live on? Scandinavian Journal of Management, 17, 201–224. 

[5] Evan, W. & Freeman, R. E. 1988. A Stakeholder Theory of the 
Modern Corporation: Kantian Capitalism. In Beauchamp, T. & 
Bowie, N. (eds.) 1988. Ethical Theory and Business (3rd ed.). 
Englewood Cliffs, NJ: Prentice-Hall. 

[6] Goldman, R. & Gabriel, R. P. 2005. Innovation Happens Elsewhere – 
Open Source as Business Strategy, Morgan Kaufmann, 1st ed. 

[7] Helander, Nina & Rissanen, Tommi 2006. Value-creating Networks 
Approach to Open Source Software Business Models. In Seppä, 
Marko, Hannula, Mika, Järvelin, Anne-Mari, Kujala, Johanna, 
Ruohonen, Mikko & Tiainen, Tarja (eds.) 2006. FeBR 2005. 
Frontiers of e-Business Research 2004. eBRF 2005 Conference 
Proceedings. Tampere: Tampere University of Technology and 
University of Tampere. Forthcoming. 

[8] Hirsijärvi, S., Remes, P. & Sajavaara, P. (2005). Tutki ja kirjoita. (10. 
ed.) Helsinki: Tammi. 

[9] Kidane, Y. & Gloor, P. 2005. Correlating Temporal Communication 
Patterns of the Eclipse Open Source Community with Performance 
and Creativity. NAACSOS Conference, June 26–28, Notre Dame IN, 
North American Association for Computational Social and 
Organizational Science. 

[10] Knights, D. & Morgan, G.1990. The Concept of Strategy in 
Sociology: A Note of Dissent. Sociology, 24 (3), 475–483. 

[11] Kujala, J., Lehtimäki, H. & Rehbein, K. 2005. Multi-voiced Strategy 
Processes. In EURAM 2005 Conference Proceedings. 
http://www.euram2005.de. 

[12] Lakhani, K. R. & von Hippel, E. 2003. How open source software 
works: “free” user-to-user assistance. Research Policy 32, 923–943. 

[13] Lee, G. K. & Cole, R. E. 2003. From a firm-based to a community-
based model of knowledge creation: the case of Linux kernel 
development. Organization Science, 14 (6), 633–649.  

[14] Lehtimäki, H. 2000. Strategiatarina kaupungista ja sen toimijoista. 
Acta Universitatis Tamperensis 746. Tampere: Tampereen yliopisto. 

[15] Lehtimäki, H. & Kujala, J. 2005. Strategising in Multi-Voiced 
Business Settings. In Seppä, M., Hannula, M., Järvelin, A.-M., 
Kujala, J., Ruohonen, M. & Tiainen, T. (eds.) 2005. FeBR 2004. 
Frontiers of e-Business Research 2004. eBRF 2004 Conference 
Proceedings. Tampere: Tampere University of Technology and 
University of Tampere, Volume 2, 534–545. 

[16] Meyers B. C. & Oberndorf, P. 2001. Managing Software 
Acquisition. Open Systems and COTS Products. SEI Series in 
Software Engineering. Addison-Wesley.  

[17] Nakakoji, K., Yamamoto, Y., Nishinaka, Y., Kishida, K., & Ye, Y. 
2002. Evolution patterns of open-source software systems and 
communities. In IWPSE ’02: Proceedings of the International 
Workshop on Principles of Software Evolution, ACM Press, New 
York, NY, USA, 76–85. 

[18] Räsänen, P. 2004. Open Source Software Value Chain.  
[19] Wheeler, D. & Sillanpää, M. 1997. The Stakeholder Corporation. 

London: Pitman. 
[20] Ye, Y. & Kishida, K. 2003. Toward an understanding of the 

motivation of open source software developers. In ICSE ’03: 
Proceedings of the 25th International Conference on Software 

FRONTIERS OF E-BUSINESS RESEARCH 2006

http://www.euram2005.de/


 

Engineering, IEEE Computer Society, Washington, DC, USA, 419–
429. 

 

FRONTIERS OF E-BUSINESS RESEARCH 2006


	Index
	ICEB + eBRF 2006 Home
	Conference Info
	Organizers
	International Program Committee
	Partners
	Conference Program

	Publication Info
	Bibliographical Information
	Foreword
	IJEB Journal Special Issue

	Papers
	All Papers
	Papers by Session

	Authors
	All Authors
	A
	B
	C
	D
	E
	F
	G
	H
	I
	J
	K
	L
	M
	N
	O
	P
	R
	S
	T
	V
	W

	Search
	Help
	Browsing the Conference Content
	The Search Functionality
	Acrobat Query Language
	Using Acrobat Reader
	Configurations and Limitations

	About
	Current paper
	Presentation session
	Abstract
	Authors
	Johanna Kujala
	Nina Helander
	Hanna Lehtimäki



