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Introduction

• Coffee organizations have been crucial in shaping the coffee 
industry in Colombia, which has resulted in prosperity in 
several regions of the country. 

• However, traditional coffee production is volatile, so it is 
necessary to rethink the industry's role.

• This paper examines the interplay between organizational 
change, reinstitutionalization, production, and profitability 
within the Colombian coffee industry. 

• We used a system dynamics approach for understanding 
complex phenomena such as the coffee industry through 
identifying circular causal relationships.



Introduction

• The literature about change in organizational fields has focused 
on observing institutional entrepreneurs from the centre of the 
industry.

• Few studies focus on unorganised peripheral actors such as 
consumers (Ansari & Phillips, 2011)

• Our focus is to examine the effect of the interplay between the 
organizational change, the reinstitutionalization, the 
production, and the profitability from a dynamic perspective, 
including peripheral actors in the Colombian coffee sector 
such as coffee growers, independent entrepreneurs, social 
leaders, new coffee associations, etc.



Introduction

• The coffee sector has been a cornerstone in Colombia’s 
economy. 



Literature review
Institutions

• Institutions are those arrangements in social life that 
shape actors' thoughts, feelings, and behaviours.

• Institutional entrepreneurship: how interested actors work 
to influence their institutional context (Lawrence & 
Suddaby, 2006).

• Within institutional entrepreneurship, the institutional 
work of sector leaders allows high levels of industry 
stability.



Literature review
Organizational field

• The organizational field is regarded as a recognised area 
of institutional life (DiMaggio and Powell 1983; Ansari, 
2011), with a set of institutions that constitute it 
(Greenwood and Suddaby 2006) or a community of 
organizations that share a system of common meanings 
(Zietsma and Lawrence 2010; Yepes-Lugo, 2019).

• The concept of the organizational field represents an 
intermediate level between the organization and society. 



Literature review
Change in organizational field

• Once organizations are consolidated in an organizational 
field, they begin to generate changes that tend towards 
homogenisation and institutionalisation, regarded as 
isomorphic processes.

• These changes are primarily about the institutional 
characteristics of an organizational field (Ansari, 2011).

• Isomorphism within organizational fields can be 
generated from two types: competitive and institutional.



Literature review
Change in organizational field

•Competitive component: 
Market competition, niche 
change, and adjustment 
measures.

•Institutional: 
Political power and 
institutional legitimacy for 
economic and institutional 
adjustments. 

•Institutional Mechanisms
•Coercive 
•Mimetic

•Normative



Literature review
Institutional work, praxis, and change

• Institutional work refers to how actors influence their 
institutional context.

• The institutional work and entrepreneurs with resources 
and skills are crucial for creating new institutions 
(Lawrence & Suddaby, 2006).

• IW Coffee industry to re-configure legitimate practices 
through phases of conflict and cooperation and create 
new institutions on a broader collective of actors (Smolka
& Heugens, 2020).



Methodological approach

•Approaches to institutional work-study have ranged 
from qualitative methods, such as ethnography, to 
quantitative approaches, such as statistical analysis 
and social networks (Lawrence and Suddaby, 
2006). 

•However, a gap exists in the study of institutional 
work using System Dynamics techniques. 



Methodological approach

•This research starts with historical qualitative 
analysis and continues with quantitative simulation 
studies based on two analytical units: 

•Change in the organizational field.
•Institutional work.

•We analysed 105 documents and 30 interviews in 
2016, 2017, and 2018.



Methodological approach
Period 1960-1974 Period 1974-1979 Period 1979-1989 Period 1989-2002 Period 2002-2018

Evidence Evidence Evidence Evidence Evidence

Organizational field
Academic documents:(Cárdenas,

2004)

Academic documents:

(Cárdenas, 1993)

Academic documents: (Arcila et

al., 2007)

Academic documents: (Rodríguez,

1998)

Academic documents: (Junguito,

2016)

Change in organizational fields
Academic documents: (Suarez,

2002; Silva, 2006; Moreno,2016)

Academic documents:

(Moreno, 2016; Silva, 2006;

National Federation of Coffee

Growers, 2013)

Academic documents (Moreno,

2016)

Academic documents: (Lodder,

1997; Rodríguez, 1998)

Academic documents: (Muñoz,

2014; Moreno, 2016; Roldán, 2008;

National Federation of Coffee

Growers, 2015).

Interviews: (A. Zuleta, personal

communication, January 7, 2017)

Institutional Work, Praxis and

Change

Academic documents: (Arcila,

2007; Muñoz, 2013; Federación

Nacional de Cafeteros, 2010;

Cárdenas, 1993; Arcila, 2007; Silva,

2006; National Federation of

Coffee Growers, 2010).

Interviews: J. García, personal

communication, December 15,

2016)

Academic documents:

(Cárdenas, 1993; Silva, 2006;

Roldán, 2008; Rodríguez, 1998)

Academic documents: (Bohman

& Harvis, 2017; (Moreno, 2016)

Academic documents: (Rodríguez,

1998; Rodríguez, 1998)

Academic documents: (Roldán,

2008; National Coffee Growers

Federation, 2013; National Coffee

Growers Federation, 2015; García,

2016; Federación Nacional de

Cafeteros, 2013).

Interviews: R. Suarez, personal

communication, December 1, 2016;

P. Bravo, personal communication,

December 12, 2016)



Methodological approach
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Figure 1 Causal diagram of the organizational change within the Colombian coffee sector. Own elaboration.



The model

1. Organizational Field 

2. Organizational change 

3. Institutional work

4. Industry

5. Diversification

6. International Consumption

7. Profitability throughout the time  

8. Production

𝑑𝑅𝑒𝑛𝑡
𝑑𝑡

=
𝐶𝑜𝐼
𝑃𝑟𝑜

∗ 𝑃𝐼

𝑑𝐶𝑂/𝑑𝑡 = 𝐶𝑎𝑂 + 𝑇𝐼 + 𝐸𝑥 + 𝐻𝑜 + 𝐼𝑛𝑠

𝐶𝑎𝑂 =
𝐶𝑎𝐶𝑒 ∗ 𝐴𝑝

𝐶𝑜

𝑇𝐼 = 𝐶𝑎𝑂 + 𝐷𝑖𝑣 + 𝑃𝑟 + 𝐶𝑂

𝐼 = 𝐻𝑜 +  𝐷𝑖𝑣

𝐷𝑖𝑣 = 𝐼 + 𝐼𝑚𝑝

𝐶𝑜𝐼 = 𝐸𝑥𝑝 ∗ 𝑅𝑒𝑛𝑡

𝑃𝑟𝑜 =
𝐷𝑒𝑙𝑎𝑦1 𝑅 𝑒𝑛𝑡5

𝐶𝑜𝑃



Methodological approach

Figure 2 Stocks and Flows Diagram about the Organizational Change within the Coffee Industry in Colombia. Own elaboration.
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Validation

•To assess the possibility of adopting the model by 
decision-makers in the coffee sector, we conducted 
a sensitivity analysis of the model under extreme 
conditions, such as a very low or high level of 
exports. 

•Similarly, partial models were evaluated to ensure 
that most model subsystems containing historical 
data do not demonstrate apparent deviations from 
historical behaviour (Yang et al., 2016).



Validation

•1960-1974, when the character Juan Valdez and 
several of the representative organizations of the 
sector, such as coffee cooperatives, were created. 

•1974- 1979, when the freeze-dried coffee factory 
was launched. 

•1979-1989, when coffee tastings are 
institutionalised. 

•1989-2002, when the coffee agreement ends. 
•Finally, from 2002-to 2018, the company Procafecol
and the Juan Valdez Stores were created.



Validation

Figure 3 Comparison between the tendency of the coffee production based on historical data and the simulation result. Own elaboration
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Conclusions

•Our research confirmed the notion within the 
literature regarding the distribution of actors in 
stable fields (Purdy & Gray2009; Kipping & 
Kirkpatrick, 2013) because the coffee sector in 
Colombia, especially from 1989 to 2018, is a stable 
field centrally distributed.

•Actors, such as the FNC, Almacafé, members of 
the national government, etc. exert influence 
concerning legitimate norms and behaviors
(Cárdenas, 2004; Cárdenas, 1993; Arcila, et al., 
2007; Rodríguez, 1998; Junguito, 2006).



Conclusions

•Also, we found that once organizations 
consolidated, they began to generate changes that 
tend towards homogenisation through 
reinstitutionalization. 

•Thus, reinstitutionalization had a high level of 
powerful (centralised) actors who adopted beliefs 
and practices. We observed that within the coffee 
sector mainly between 1960 and 1974.



Conclusions

•Between 1974 and 1989, an increase in peripheral 
actors began to be generated from the appearance 
of the first community coffee companies, which 
coincided with a decline in the level of centralised 
actors. 

•Finally, after the fall of the ICO, 1989), both 
centralised and peripheral actors began to generate 
central changes such as the establishment of 
requirements regarding the preparation, contests, 
and fairs of specialty coffees and peripheral 
changes through associative groups, consumers, 
and activists.



Conclusions

•Regarding the reinstitutionalization, we observed 
decreasing praxis in the period 1960-1974, which 
favoured the homogenisation of the field at that time 
because trials of programs such as crops under the 
sun hardly started, advertising campaigns such as 
"The richest coffee in the world" only began to be 
generated. Coffee growers' cooperatives first began 
to be promoted.



Conclusions

•Similarly, exporters began to manage 50% of 
Colombian coffee exports; cooperatives became 
essential to the extent that they began to carry out 
the entire economic circuit, gaining more and more 
autonomy. 

•Also, the FNC promoted the creation of Procafecol
SA. The agricultural unemployment generated the 
Colombian State increased its intervention in the 
sector by financing different programs and projects. 



Recomendations

•Reallocation of resources
•Update the Social Agenda
•Professionalisation of the Coffee sector
•Linkage to Local Communities

•Relationship between organizational change and 
other specific variables such as the production of 
specialty coffees.

•Relationship between production and profitability 
with the emergence of new peripheral organizations 
and actors.
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