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Abstract 

The qualitative ethnographic study sought to uncover the leadership and behavioral 

characteristics of 20 successful double-bottom-line entrepreneurs in the U.S.  Insights 

from this study highlights the importance of how these characteristics guided the 

entrepreneur through challenges that led to the sustainability of their ventures and 

achievement of social mission. Based on the findings of this research, recommendations 

for professional training and the creation of an online community to assist current and 

future professional development of double-bottom-line entrepreneurs   

Keywords: Double-bottom-line entrepreneurs, social ventures, professional development, 

ethnographic study 
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CHAPTER ONE: INTRODUCTION 

Introduction and Background  

Companies like Ben and Jerry’s, Grameen Bank, and Kiva.org have increased the 

excitement for social entrepreneurship (Sharir & Learner, 2006).  Research has shown 

that over the last 30 years, tens of thousands of double-bottom-line ventures formed 

worldwide, attracting broad attention from policy-makers (Lepoutre, Justo, Terjesen, & 

Bosma, 2013).   These companies were formed specifically for a social mission and have 

also created significant wealth for their founders and investors (Sharir & Learner, 2006).  

The goal of these companies is to balance social impact with wealth creation. 

For centuries, many of our world's problems, like access to quality, affordable 

health care, reducing or eliminating poverty, and providing high quality education, have 

been addressed by nonprofit organizations and governments.  Unfortunately, 

governments and charities have often been criticized as inefficient and ineffectual 

channels for solving social problems (Dees, 2007).   A current United States trend that 

further confounds both governments and charities have been significant budget 

reductions, further pressuring the capabilities of government and nonprofit capabilities to 

meet social challenges.   In fact, the Congressional Budget Office predicted that Federal 

noninterest spending would decrease from 11.3% of GDP in 2012, to 7.6% in 2023 

(Congressional Budget Office, 2013).   Private charitable donations have also decreased 

by almost 10% per year since 2005 (Blackwood, Roeger, & Pettijohn, 2012).   As a 

result, entrepreneurs have tried to fill the void by searching for more sustainable,  
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innovative and cost effective approaches to solve social issues (Dees, 2006). This new 

breed of entrepreneur was defined as double-bottom-line entrepreneurs (Dees, 2007). 

Subsequently, the investment sector has since validated the premise that 

organizations can meet both profit and social mission objectives.  In 2001 for instance, 

over $1.9 billion of total capital was available in the US for investing in social or 

environmental purposes (Clark & Gaillard 2003).  According to a JP Morgan survey of 

54 private equity firms, that number rose to an estimated $4 billion in 2012 (Hagerman & 

Geballe, 2013).  It is expected that the interest in social ventures will continue to grow.  

In fact, experts predicted that the market for social venture funds could be as high as $3 

trillion dollars in 2016 (Price, 2016).   

Social entrepreneurship, and the investment in the sector, encompass both 

nonprofit ventures (Austin, Leonard, & Wei-Skillern, 2004), corporate social 

responsibility (Weidinger, Fischler, & Schmidpeter, 2014), and for profit, social purpose, 

commercial ventures (Dees, 2007).   This study specifically focused on for profit, social 

purpose ventures which were defined by Dees (2007) as double-bottom-line ventures. 

Distinct from the traditional charities, these companies have innovated by combining 

charity with aspects of for profit business operations, including selling products and 

services, seeking mainstream commercial funding, and hiring professionals trained in 

business rather than forming an organization based on voluntarism (Young, 2009).    

 Smith, Besharov, Wessles, and Chertok (2012) wrote that leading organizations 

that both address profit and social mission required a unique skill-set beyond those 

needed to achieve an organization’s commercial goals.  This present study 

ethnographically explores that study’s theory and addressed the question as to how these 
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double-bottom-line entrepreneurs lead their respective organizations, and what behaviors 

or skills they possess that allow them to successfully guide their organizations to 

sustainability.  This present study also used Shahir’s and Learner’s (2006) definition of a 

successful social venture. Shahir and Learner (2006) defined success of a social venture 

as an organization that has had a positive impact on over 10,000 individuals, is cash flow 

positive, and has the capacity to grow and expand due to the availability of capital or 

through reinvestments of profits.  

This present study was conducted using a qualitative ethnography design.  

Although quantitative studies predominate, examples of ethnography applied in business 

or entrepreneurship research demonstrate that it is an appropriate approach depending on 

the nature of the inquiry at hand.  For instance, Douglas (2004) put forward the notion of 

using grounded theory for entrepreneurial research, arguing that grounded theory 

emphasizes how socially constructed experiences are given context and meaning.  

Several studies such as “The Mexican Entrepreneur” by Martinez and Dorfman (2008) as 

well as Julien Cayla and Eric Arnould’s work on “Ethnographic Stories for Market 

Learning” (2013), Julien Cayla and Lisa Peñaloza’s work on “Mapping the Play of 

Organizational Identity in Foreign Market Adaptation” (2012), and Melea Press 

“Ideological Challenges to Changing Strategic Orientation in Commodity Agriculture” 

(Press, Arnould, Murray, & Strand, 2014) employed ethnographic methodology.  

Ethnography was used here primarily because it is generally accepted as an effective way 

to describe a particular group’s norms, thinking, actions and values (Gebhardt, 2015) and 

development (Strauss & Corbin, 1997).  It is also seen as a strategic way to describe 

change (Hou & Holme, 2015). 
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Approximately 1500 entrepreneurs were solicited from both the B Corp 

registration database found on http://www.bcorporation.net and from three double-

bottom-line venture groups found on http://www.svn.org and http://www.Linkedin.com.   

Three hundred organizations, or 20%, from the B Corp, SVN.org and LinkedIn groups 

met the criteria of the study.  An email or LinkedIn “InMessage” was sent to the founders 

or CEOs of these organizations.  Out of the 300 recruiting emails and messages, twenty-

seven (27) entrepreneurs agreed to participate in the study.   Logistical considerations 

narrowed this group of willing participants to twenty (20) subjects who were 

subsequently interviewed and observed over a four-month period.  The interviews and 

field notes were recorded, coded, and analyzed.  The study resulted in the development of 

seven themes that are described under “Findings” in Chapter 4 of this dissertation in 

practice. 

Statement of the Problem  

Because of the competing interests, leaders of double-bottom-line ventures have a 

more difficult challenge than those who lead traditional for profit or nonprofit 

organizations (Dees, 2003).  According to Hannan and Freeman (1997), double-bottom-

line ventures inherently create tension by co-mingling resources and organizational 

models and by combining a profit motive with nonprofit mission.  This creates a classic 

problem of how to balance innovation, driving goals that fulfill a social mission, and 

goals that create sustainable profits for the key financial stakeholders. These complexities 

have led to skepticism that social entrepreneurs can deliver both profits and solutions to 

social problems (Page & Katz, 2010).   

http://www.bcorporation.net/
http://www.svn.org/
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While investments in social ventures have increased, there are few studies as to 

the effects of leadership to the success of double-bottom-line ventures (Smith, Besharov, 

Wessles, and Chertok, 2012).  For instance, there have been many studies that address the 

complex nature of double-bottom-line ventures (Dees & Anderson, 2003), the legal 

challenges (Page & Katz, 2010), organizational development challenges (Dees & 

Anderson, 2003), and even venture capital strategies (Harjula, 2006).  There are also 

studies that have focused on traditional for profit entrepreneurial leadership 

characteristics and their relationship to the performance of the venture (Waldman, 

Ramirez, House & Puranam, 2001).  Studies have also identified educational curriculums 

to develop the social entrepreneur (Dees, 2007).  However, the study of leadership styles 

and behaviors are largely nascent (Neergard & Ulhoi, 2007).  This lack of understanding 

creates unnecessary market risks and may hinder the development of a more efficient 

process to deliver social impact and sustainability.  

Theoretical Framework 

 This study was guided by several theories of entrepreneurship: 

1. Moore’s Model of Entrepreneurial Process 

2. Timmons’s Model of Entrepreneurship 

3. Critical Realism Perspective.  

 One of the theories that guided this research was Moore’s model of the 

entrepreneurial process.  Moore’s process model highlights the key factors that drive the 

development of the business at every state from innovation to growth of the venture and 

states that entrepreneurial traits are shaped by personal attributes and the environment 

(Moore, 1986).  Moore hypothesizes that personal attributes of entrepreneurs make them 
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different from non-entrepreneurs, but is Moore’s theory apparent in the differences 

between for-profit entrepreneurs, non-profit entrepreneurs, and double-bottom-line 

entrepreneurs? 

 As a second source of theory that informed this study, Timmons’s Model of 

Entrepreneurship states that there are three factors that drive a venture’s success: 1) that 

the opportunity must already be large or have the trajectory for growth; 2) the team 

formed must be the best available to meet the opportunity; and 3) that organization must 

have adequate resources (capital) to launch (Timmons, 1985).  This present study tests 

Timmons’ theory that successful entrepreneurs are those that can balance the 

aforementioned critical factors, but looks at it through the scope of double-bottom-line 

entrepreneurship, wherein leaders must address a social problem as well as raising value 

for shareholders. 

 Last, the research was conducted using a Critical Realist perspective.  Critical 

Realism is a philosophical approach that combined transcendental realism found in 

natural science with the critical naturalism found in social science to describe how each 

interact together (Bhaskar, 1979).  The theory is used to explain why two entrepreneurs 

might have all the capabilities to become successful yet due to different conditions, only 

one achieves success.  Applied to entrepreneurial research, Critical Realism means that 

investigations are not meant to isolate a single stratum such as a successful entrepreneur’s 

psychological traits, and hypothesize that those traits must be exhibited or adopted by 

other entrepreneurs in order to achieve the same type of success.  Therefore, this present 

study does not attempt to correlate specific behaviors or leadership styles with success.  
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Instead, this research focuses on providing an ethnographic narrative to describe a 

specific type of entrepreneur. 

Purpose of the Study 

Steyaert (1997) wrote that entrepreneurship is never “done”.  Instead, it is a 

creative process enacted through everyday practices, always going on, and a journey 

filled with surprises rather than predictable patterns.  As a result every entrepreneur 

writes her or his own story and approaches their respective organization uniquely.  Dees 

(2001) wrote that double-bottom-line entrepreneurs are a new genus of entrepreneur-. 

This study accepts Dees’ challenge of studying double-bottom-line entrepreneurs as a 

new genus. Therefore, the purpose of the study was to describe the leadership and 

behavioral characteristics of successful double-bottom-line entrepreneurs in the United 

States. Specifically, the study sought to identify themes that can be further explored 

through future research that may aid educators, scholars and practitioners in 

understanding how current and future double-bottom-line entrepreneurs lead their 

companies successfully.  

Research Question(s)  

 There were several studies that previously explored the impact of leadership to the 

success of social ventures as well as the skills demonstrated by social entrepreneurs.  As 

an example, Waldman, et al (2001) hypothesized that leadership has an impact on the 

success of a venture.  In addition, Hannan and Freeman (1997) proposed that double-

bottom-line entrepreneurs have to develop unique skills in order to manage the competing 

values of profit and mission.  Last, Katre and Salipante (2012) observed that double-

bottom-line entrepreneurs blend skills from their experiences in for profit and non-profit 
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ventures.  This present study could serve to further inform studies conducted by 

Waldman (2001), Hannan and Freeman (1997), and Katre and Salipante (2012).  

In addition, this present study sought to explore the following questions.  First, what 

are the similarities and differences between social entrepreneurs, and are there any 

binding commonalities (Morris, 2006)?  Second, are social entrepreneurs different than 

traditional for-profit entrepreneurs (Sastre-Castillo, Peris-Ortiz, & Danvila-Delvalle, 

2015)?   

Furthermore, aside from the overarching questions above, the following research 

question guided this study: 

1. What are the leadership characteristics and behaviors displayed by double-

bottom-line entrepreneurs? 

2. What characteristic did the double-bottom-line entrepreneur display that allowed 

them to meet the competing objectives of profit and mission? 

3. What values drive double-bottom-line entrepreneurs? 

4. What were the triggering events that defined the double-bottom-line 

entrepreneurs’ leadership style? 

Aim of the Study 

The aim of this study was to develop an understanding of what leadership styles 

and behavioral characteristics were prevalent in successful double-bottom-line 

entrepreneurs.  The findings of the study could influence further research.  In addition, 

the findings could be used to prepare current and future double-bottom-line entrepreneurs 

to better lead their organizations. 
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Methodology Overview 

 According to Creswell (2007), ethnography is appropriate if the needs are to 

describe how a cultural group works and to explore the beliefs, language, and behaviors.  

A culture group is defined as the sum of attitudes, customs, and beliefs that distinguishes 

one group of people from another (Barth, 1998).  In the case of this study, the cultural 

group of double-bottom-line entrepreneurs is based on Dees (2003) assertion than 

double-bottom-line entrepreneurs must be distinguished from traditional entrepreneurs as 

separate “genus”.   In addition, while a geographical disparate group of entrepreneurs 

may not fit the anthropological definition of a cultural group, Neergard and Ulhoi (2007) 

wrote that an ethnographic approach to studying entrepreneurs in order to gain 

knowledge and understanding of entrepreneurs and entrepreneurship is a legitimate 

approach.  As a result, this present study uses qualitative ethnography to describe the 

group in terms of the shared language, dilemmas, leadership styles, and behaviors. 

 The criteria used for the study required the selection of entrepreneurs whose 

companies had reached success based on the following criteria: 

1. The business has created social impact affecting greater than 10,000 individuals, 

2. The business has reached a positive cash flow,  

3. The business has had access to resources and funds that allow it to expand (Shahir 

& Learner, 2006).   

This study looked at various double-bottom-line business models. Approximately 20 

percent of the companies registered as B-Corps or were members of social venture 

groups met that criteria resulting in a sample size of 300 self-identified double-bottom-
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line ventures. From this sample size, 20 individuals were interviewed and where 

appropriate, shadowing and observation was conducted on the subjects.   

Definition of Relevant Terms 

 The study used several terms that are common in business literature but may not 

be widely known in interdisciplinary studies.  In the context of the study, these terms 

were used to differentiate between different types of organizational entities.  

Additionally, the terms were used to separate the business practice of social corporate 

responsibility as a business strategy to the organizational creation of a new business 

venture:    

 Social Venture:  A new, private organization that pursue a social mission (Dees, 

2007). 

 Double-Bottom-Line Venture:  A new, private organization whose mission is to 

both deliver commercial profits through sales and services and at the same time pursue a 

social mission (Dees, 2003). 

 Charity:  An organizational form based on voluntarism that is focused on 

providing goods and services to meet a social mission, and whose existence is primarily 

dependent upon financial contributions from donors (Dees, 2003). 

 Integrated Management:  Directing every aspect of an organization so that the 

needs and expectations of stakeholders are equally satisfied by the use of all the available 

resources (Pache, 2010). 

 Practice Integration: The needs of the organization are met through common 

practices (Pache, 2010). 



SUCCESSFUL DOUBLE-BOTTOM-LINE ENTREPRENEURS  11 

 Corporate Social Responsibility (CSR): A business approach that contributes to 

environmental and social sustainability (Weidinger, et al, 2014). 

 Entrepreneur:  A person who organizes and operates a business and who assumes 

the financial risks of that business (Neergard & Ulhoi, 2007) 

 Social Entrepreneur:  A person who organizes and operates a business that 

pursues a social mission (Weidinger, et al, 2014). 

 Double-Bottom-Line Entrepreneur:  A person who organizes and operates a 

business that pursues a profit through commercialization of goods and services with the 

stated goal of meeting a social mission (Dees, 2003). 

 Social Mission:  A goal to make the world a better place (Dees, 2003). 

 B Corporation: Also called a Benefit Corporation.  It is a type of for-profit 

corporate entity authorized in the 30 US States and the District of Columbia that includes 

the ability of the corporation to produce positive social impact on society, workers, the 

community, and the environment (Weidinger, et al, 2014). 

Assumptions 

 The study assumed the following: 

1. The participants in the study answered all the interview questions honestly and 

openly. 

2. The entrepreneurs in the study were honest in self-reporting the social impact of 

their ventures and their financial condition. 

3. The researcher in the study observed the entrepreneur’s behavior but did not 

observe or measure social impact of the organizations in this research. 
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Delimitations and Limitations 

 The study included only those participants who matched the selection criteria of 

the study.  The selection criteria used was that the ventures self-reported that their 

companies had achieved sustainability through profits.  The second criteria was that the 

ventures’ services or products had reached over 10,000 customers or people served. The 

data for this research was collected between January 2016 and May 2016. As previously 

stated, all the subjects were founders or co-founders of their organizations.  There was no 

attempt to recruit based on gender, industry sector, or geographic location of the ventures 

except that the researcher only selected participants that were located in the United 

States. Furthermore, the study did not delimitate based on age, experience, or academic 

background of the participants.  

 An obstacle of the study was the difficulty in recruiting participants because 

many companies do not identify as a double-bottom-line organization.  For instance, 

while the researcher contacted B Corporations, many B Corporations did not 

necessarily have a social impact business model.  The researcher encountered a 

similar issue with social venture registries.  Last, the researcher was not able to 

independently validate the organizations’ financial or social impact records. 

Leader’s Role and Responsibility in Relation to Social Problems  

 In any venture, the leader has the ability to impact the success of the endeavor at 

hand (Kaplan, Klebanov, & Sorensen, 2010).  Double-bottom-line ventures are faced 

with more complex challenge than traditional firms (Dees, 2007).  Dees further wrote that 

it is possible for the leaders of these organizations to reduce the risks of investing in 
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ventures if we better understand the characteristics of their success in managing 

competing initiatives.   

In Moore’s entrepreneurial process model (1985), the leader has no impact on the 

economy, competition, government policy and even availability of resources to solve a 

social problem.  However, the leader has an impact in driving innovation, implementation 

and growth of the organization through creating vision, defining the mission, identifying 

the opportunity, organizing the team, developing structure, and defining strategy (Moore, 

1985). Consequently, while this research does not assume that the leader is the primary 

factor in determining the success of the venture, it does accept Timmons’ theory (1985) 

that the leader is a key factor in the venture’s success.   

 Furthermore, double-bottom-line ventures exist in conflict and tension (Hannan & 

Freeman, 1997).  It is the leaders’ responsibility to resolve this conflict.   For instance, 

Smith, Besharov, Wesles, and Chertok (2012) asserted that the leader’s responsibility is 

to manage the competing goals of social mission and profit.   

Significance of the Study 

The study aimed to develop a better understanding of two ongoing deficiencies in 

entrepreneurship research. First, as identified by Short, Moss, and Lumpkin (2009), and 

Santos (2012) social entrepreneurship lacks management, resource-based, and leadership 

theories.  While there is an abundance of research that describes the phenomenon, there is 

a paucity of research that describes leadership skills and behaviors.  

  Additionally, this study borrows a process approach used by researchers such as 

Stevenson and Hammerling and transposes that approach to the study of social 

entrepreneurship. As Stevenson and Hammerling (1990) wrote, a process approach is 
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seen more and more as an appropriate way to develop knowledge about entrepreneurship 

in that it allows the researcher to address the rapidly changing dynamics of 

entrepreneurship more closely than traditional static and equilibrium-focused models. 

Using a realistic ethnographic framework, the implications for leadership could be drawn 

from the data that will allow for future researchers to develop a programmed body of 

research in the field.   

Last, by using a qualitative ethnographic methodology, this study was intended to 

explore additional organizational issues faced by leaders and founders of double-bottom-

line ventures, and develops a greater understanding of themes and constructs which 

would support the development of grounded theory.  For example, by understanding the 

culture of the social entrepreneur, educators might better support the development of 

social entrepreneurship globally.   

Summary 

  Double-bottom-line entrepreneurs have emerged to address social issues through 

the organizations that they create.  These entrepreneurs have introduced practices such as 

innovation, venture funding, and using profit to create organizational value in order to 

address pressing social problems.  However, despite the growth of these types of 

ventures, risks have existed because of the conflict created by competing missions of 

delivering profit and social impact. Furthermore, as a nascent genus of entrepreneurship, 

there have been very few established theoretical frameworks or models that frame this 

new business approach. Through this qualitative ethnographic study, this research aimed 

to describe what role leadership styles and behaviors played in the ultimate successes of 

double-bottom-line ventures. Also through this Dissertation in Practice, the research 
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aimed to produce key themes and theories that can be used to help entrepreneurs assess 

areas of improvement and engage in personal development that will help them lead their 

ventures to sustainability and fulfillment of the mission. 
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CHAPTER TWO: LITERATURE REVIEW 

Introduction 

 Research and writing on social entrepreneurship spans a period of more than 

20 years.  However, one of the challenges of the research and current literature is 

that social entrepreneurship exists in a “large tent” with any established theories 

that are consistent with other disciplines (Mair & Marti, 2006).   Additionally, while 

the number of double-bottom-line ventures is growing (Eskin, 2003), the literature 

on social and double-bottom-line entrepreneurship remains minimal (Dorado, 

2006).  The consequence is that social entrepreneurship can be studied using many 

lenses, from business theory, entrepreneurship, psychology, sociology and 

leadership.  The following literature review reflects that reality and accordingly 

highlights literature from different disciplines.   

First, because defining social entrepreneurship is difficult (Dacin, 2010) the 

literature review begins with a synthesis of the research in order to develop a new 

conception and definitions, including the challenges of defining the phenomena and  

past contributions.   Those contributions include specific articles pertaining to 

leadership and the psychological makeup of social entrepreneurs but do not address 

the characteristics that contribute to the success of the double-bottom-line 

entrepreneurs.  The literature focuses primarily on conceptual themes.  The 

literature is also geared toward prediction and asking and answering questions such 

as to ‘Who will be a social entrepreneur?’ versus attributing behaviors to success. As 

a result, the second section of the review transitions to the discussion of leadership, 

psychology and behavioral characteristics of the entrepreneur to the success of the 
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venture.  Last, because at its core, social entrepreneurship encompasses 

management and business, literature from management and finance contribute to 

the body of research of social entrepreneurship. 

Synthesis of Literature on Past Contributions  

Short, Moss, and Lumpkin (2009) argued that despite the interest in social 

entrepreneurship, scholarly research is challenging because definitions of social 

entrepreneurship were developed across broad domains such as nonprofit, for-

profit and the public sector.  As a result, a unified definition of social 

entrepreneurship has not emerged.  This lack of definition has made empirical 

research difficult.  For instance, they wrote that measuring a social venture’s 

performance is both difficult and inconsistent as both financial measurements and 

social impact measurements needed to be used.  Consequently, researchers have 

found it difficult to study antecedents and consequences (Neergard & Ulhoi, 2007).  

Short, Moss and Lumpkin (2009) further argued that past research have not focused 

on developing theoretical relationships and asking research questions that are 

theory driven. 

 In order to prove their argument, Short, Moss, and Lumpkin (2009) 

conducted both a bibliographic search of scholarly articles and a citation review to 

measure the impact of the research on social entrepreneurship across other 

domains.  They divided the article citations into both a conceptual and narrative 

constructs.  Their study found only ten papers that proposed theory despite a 750 

percent increase in publication rate on the topic of social entrepreneurship over the 

last 20 years (Short, et al, 2009).  Additionally, the authors found a significant 
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absence of the use of management, resource-based and leadership theories in 

discussion of social entrepreneurship.  The authors cited the need for further 

research on behavioral characteristics of entrepreneurial activity, including the 

process underlying the social venture formation.  

 Santos (2012) agreed with Short, Moss, and Lumpkin (2009).    Santos argued 

that despite the evidence that social entrepreneurship is growing and academic 

research is accelerating, there is no conceptual understanding of the economic role 

and logic of action of social entrepreneurs (Santos, 2012).  Like Short, Moss and 

Lumpkin (2009), Santos suggested that there are many definitions of social 

entrepreneurship citing no fewer than twenty in his research. He provided this 

plurality of definitions as evidence that not only is social entrepreneurship poorly 

defined, it is also difficult to ascertain the boundaries of study with other fields.  

Meanwhile, Mair and Martin (2006) argued that the lack of a unifying definition 

should not be a problem, because social entrepreneurship is connected with many 

established fields of inquiry--an argument that Santos (2012) counters, positing that 

without defined theories, it is difficult to explain the role of social entrepreneurship 

in the economic system, and inform research and practice by competing with other 

theories for validation.   

 Ultimately, Santos argued for a positive economic impact theory of social 

entrepreneurship to provide a conceptual framework to study the field.  The 

positive economic impact model allows researchers to define what exists today, 

versus using the normative theory to define what social entrepreneurship ought to 
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be.    It also provides context as to how social entrepreneurship fits into the dialog 

about economic organization and human behavior (Santos, 2012). 

 Weerawardena, and Mort (2006) also considered that the research is 

fragmented.  As others have suggested (Short, et al, 2009) and Santos (2012), social 

entrepreneurship needs to be studied using defined theories, especially in 

considering the unique characteristics of social entrepreneurs and the context 

where these entrepreneurs operate.  Weerawardena and Mort (2006) 

recommended using grounded theory specifically because much of the field is 

unchartered.   

Using grounded theory, they argued for a multidimensional model that 

proposes six factors to create a holistic theory of social entrepreneurship: 

1.  The environmental dynamics hypothesis considers the changing social 

and business contexts that may change the social entrepreneurs’ mission.  

This theory proposes that social entrepreneurs are both responsive and 

constrained by environmental dynamics.   

2. The innovativeness hypothesis places emphasis on innovation as the 

factor used by social entrepreneurs to create social value.   

3. The proactivity hypothesis proposes that social entrepreneurs need to be 

proactive to survive.  Consequently, their behavior will have heavy 

displays of strategic planning and forecasting.   

4. The management hypothesis proposes that since there are constraints 

around generating funds for sustainability and may not necessarily have 
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access to traditional sources of funding, social entrepreneurs will be more 

risk averse and cautious and drive social value through risk management.    

5. The sustainability hypothesis proposes that since social entrepreneurs 

have a sense of urgency to achieve sustainability, they will be likely to try 

new approaches and business models.   

6. The social mission hypothesis proposes that the primary reason for 

existence is social mission versus profits, and that given a choice, social 

entrepreneurs will choose strategy that promotes social mission over 

profits.  

 These proposals create what the authors call a bounded, multi-dimensional 

model for social entrepreneurship.  It suggests that while value creation (social 

mission) is the primary driver of the venture, the role of sustainability and 

dependence on environmental factors are equally important.  The implication of this 

model is that it allows the organization to resolve profit versus mission and 

provides a framework to guide future research.  

 After reviewing previous research and examining existing conceptual models 

this present research reviewed literature on the predictability, and influence of 

demographics, psychology and leadership models.  The reviewed literature sought 

to explain who becomes a social entrepreneur and what personality and 

demographics are common amongst those who pursue social ventures.  In addition, 

the literature discussed what psychological and leadership factors are required to 

create and sustain a new venture.  Absent from the literature, however, is the use of 
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behavioral models to identify characteristics of leadership styles of successful 

double-bottom-line entrepreneurs. 

Psychological Makeup and Predictability of Entrepreneurial Intent 

 Van Ryzin, Grossman, DiPadova-Stocks, and Bergrud (2009) asked the 

question and sought to provide an explanation as to what kind of person is likely to 

become a social entrepreneur.  The objective of their study was to help describe the 

social entrepreneur and suggest ways to identify individuals who can be cultivated 

and developed for these roles.  Van Ryzin, Grossman, DiPadova-Stocks, and 

Bergrud’s findings are relevant to this ethnographic study in that they provided 

context to the psychological makeup of the double-bottom-line entrepreneur.   

 Van Ryzin, Grossman, DiPadova-Stocks, and Bergrud (2009) studied social 

entrepreneurs in the United States to provide an initial statistical portrait.  In order 

to create a predictive model, the authors combined background variables such as 

sex, age, health, and race with human capital factors such as education and business 

experience.  They further created correlations with social capital (participation in 

clubs, civic organizations) and personality traits.  Lastly, they examined social and 

political attitudes such as political ideology, interest in politics, perceptions on 

giving to charity, and general happiness.   

 Van Ryzin, Grossman, DiPadova-Stocks, and Bergrund (2009) results 

suggested that social entrepreneurs are more likely to be female, non-white, 

younger, college-educated, reside in big cities, and have some business experience.  

The authors suggested that the strongest predictor of those individuals who became 

social entrepreneurs was social capital.  This was illustrated by the entrepreneurs’ 
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heavy reliance on their connections and their social networks in order to pursue 

their social mission.  Also of interest was the correlation between education and 

business experience.  This correlation potentially suggests that human capital was 

an important prerequisite for company creation.  Again, while Van Ryzin, Grossman, 

DiPadova-Stocks, and Bergrud ’s objective was to predict entrepreneurial creation, 

it was not used to predict entrepreneurial success. 

 In The Influence of Personality Traits and Demographic Factors on Social 

Entrepreneurship Start Up Intentions, the authors Nga, and Shamuganathan (2010) 

extend the previous research by Van Ryzin, Grossman, DiPadova-Stocks, and 

Bergrund (2009) by including personality traits as a factor in identifying social 

entrepreneurs.  Like the Van Ryzin, Grossman, DiPadova-Stocks and Bergrund 

study, the authors’ aim was to identify those who could be cultivated as social 

entrepreneurs.   Their aim was to use the identified characteristics so that business 

schools might better support social entrepreneurs by equipping them with needed 

skills, and also developing and nurturing the appropriate personality characteristics.  

 Nga, and Shamuganathan streamlined the characteristics of social 

entrepreneurs into the five dimensions of social vision, sustainability, social 

networking, innovativeness, and financial returns.  The authors further combined 

these five dimensions with personality traits.    They provided a hypothesis that 

personality traits of an individual may be a factor that influences how entrepreneurs 

make decisions.  Using the Big Five personality traits of openness, extroversion, 

agreeableness, conscientiousness, and neuroticism found in Llewellyn and Wilson 
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(2003), they attempted to study how these Big Five personality traits may influence 

the aforementioned social entrepreneurial dimensions.   

 Nga, and Shamuganathan developed several hypotheses that suggest that 

certain personality traits such as agreeableness, openness, and conscientiousness 

have the most influence on the entrepreneurs’ social dimensions.  Specifically, their 

study revealed that agreeableness was the dominant personality trait that exerts 

significant influence across all the dimensions of social entrepreneurship. The 

authors also found openness and conscientiousness as positive personality 

influencers on the sustainability of the social venture.    The authors suggested that 

because of these findings, there was a need to include the development or nurturing 

of these personality traits in business students who want to become social 

entrepreneurs.   

Leadership and Entrepreneurial Success 

 In the previous literature discussed above, the studies focused on personality 

characteristics, demographics, and social entrepreneurial dimensions to both 

predict who will be social entrepreneurs and suggest the need to cultivate these 

traits in order to achieve success. Santos’ (2012) Positive Theory and the 

Weerawardena and Morth’s  (2006) multi-dimensional models sought to explain 

social entrepreneurs in contextual theories.   In The Relationship Between 

Entrepreneur’s Psychological Capital and Their Authentic Leadership, Jensen and 

Luthans (2006) studied the question, “what is required to create and sustain a 

successful new business venture”.   While the research was not specifically focused 

on double-bottom-line ventures, like previous studies, it provided context that 
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served to inform this present study by virtue of its possible implications in 

connection with double-bottom-line entrepreneurship. 

 In their research, Jensen and Luthans (2006) explored the theory that 

positive psychological capital and authentic leadership have pivotal roles in the 

success of a new venture. The article is one of the few studies that hypothesized a 

correlation between psychological traits and leadership theory.  Unlike the aim of 

this present study, Jensen and Luthans (2006) focused on one style of leadership --- 

authentic leadership.   In contrast, this present study did not assume a single 

leadership style was necessary or singly best for the success of the venture.  

 Jensen and Luthans (2006) first began by defining entrepreneurs as leaders.  

The evidence for this declaration is that they asserted that the ability to motivate 

others was critical to entrepreneurial success.  Second, the authors cited research by 

Chandler and Hanks (1994) which previously proposed that a founder’s 

demonstrated leadership ability was the primary reason why a Venture Capital firm 

funds a new venture.  Using research from Luthans and Avolio (2003), Chandler and 

Hanks (1994) defined authentic leaders as individuals who were true to themselves 

but also behaved in such a way that followers were able to gain self-awareness and 

strength.  Jensen and Luthans (2006) wrote that authentic leadership created 

conditions for higher trust, which ultimately improved the overall performance of 

the organization.  They also examined psychological capital as expressed in 

characteristics such as optimism, resiliency, and hope.  These characteristics were 

used in the study to represent the core constructs of positive psychological capital.   

 As a result of their study, they developed four hypotheses to test: 
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1. The entrepreneurs’ level of optimism positively related to the perceptions of 

authentic leadership.   

2. The entrepreneurs’ level of resiliency is positively related to perceptions of 

authentic leadership.   

3. The entrepreneurs’ level of hope is positively related to perceptions of 

authentic leadership.   

4. The entrepreneurs’ level of psychological capital is positively related to 

authentic leadership.   

Jensen and Luthans (2006) recommended further research to better 

understand linkages between social entrepreneurship and leadership.  The 

authors argued that while both social entrepreneurship and leadership are 

rapidly developing as areas being researched over the last several years, both 

scholars working in these two disciplines have largely have ignored one another.  

Yet, there is promising evidence that links the effects of leadership styles to an 

organization’s survival chances.  This study agrees with their findings and seeks 

to expand on Jensen and Luthans (2006) to identify through ethnography the 

leadership styles and behavioral characteristics, if any, that correlate with the 

success of double-bottom-line ventures.   

Entrepreneurial Leadership and Impact on Performance  

 The following section transitions from broad conceptual studies on leadership and 

psychology to focus specifically on the relationship of leadership to the success of the 

venture.  While the research in the previous section primarily addressed conceptual 

themes, the literature reviewed, with the exception of the Luthans and Avolio (2003) 
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study that developed four positive psychological constructs, did not provide 

answers specifically to the question, “What behavioral characteristics and 

leadership styles are essential to the success of a venture?”  Additionally, while the 

literature in the previous section studied characteristics and psychology of social 

entrepreneurs it stopped short by not extending the correlation to the success of the 

ventures they started.  It simply predicted who would be a good social entrepreneur.   

Correspondingly, the literature explored the correlation between leadership 

and success of the organization.  It is important to note, however, that the volume of 

literature on leadership is extensive (Kaiser, Hogan, & Craig, 2008). Hence, the 

literature reviewed was divided into three subthemes.  The first subtheme discussed the 

question ‘Is it possible to for leaders to have a substantive effect on the performance of 

the organization?’ The second subtheme focused on behavioral studies in successful 

social enterprises, not just double-bottom-line ventures.  The third subtheme discussed 

determinants of success in new ventures.   

Leadership and Impact to the Organization 

 The previous discussion assumed that leadership has an effect on the organization.  

However, many scholars disagree with that assumption, or at best, that the leader’s effect 

on the organization is oversimplified and romanticized.  Lieberson and O’Connor 

conducted one of the seminal studies on this subject in 1972.  In their study, the authors 

argue that organizational performance is constrained by environmental, financial and 

social factors and that leadership may not be as important as originally assumed.  Given 

those constraints, Lieberson and O’Connor (1972) asked the question of how much can a 

leader affect the organization, and can that affect be measured as in increase in sales, 
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earnings and profit margins?  They concluded that the external constrictions matter, and 

that depending on the effects of the external circumstances there are limits to the 

leadership influence.  However, the authors also acknowledged that in some industries, 

leadership may matter more than in others.  In the second phase of the study the authors 

considered industry characteristics that appeared to be associated with high and low 

leadership influences. While their results did not specifically mention double-bottom-line 

ventures, they did suggest a perspective on organization performance that may be applied 

to the influence of leadership in double-bottom-line ventures (Lieberson & O’Conner, 

1972).  

 However, since Lieberson and O’Connor, numerous studies have concluded that 

changes in leadership do result in changes in the firm’s performance.  For instance, in a 

study conducted by Kaiser, Hogan, and Craig in 2008, while they conceded that 

organizations are complex systems, leadership is one of the variables that determined the 

success of an organization (Kaiser, Hogan, & Craig, 2008).  The authors’ main argument 

is that leadership is often romanticized in culture.  Therefore, it is easy to evaluate leaders 

based on perception and individual characteristics.  Instead, they suggest that leadership 

should be measured based on the performance of the group that the leader leads (Kaiser, 

Hogan, & Craig, 2008).  Their research has implications for every organization, including 

double-bottom-line ventures.  Additionally, it has direct implications to the approach of 

this present ethnographic qualitative research by recommending a different way to 

evaluate the leader.  For instance, given the competing goals of profit and achievement of 

social mission, there is potential for a double-bottom-line entrepreneur to be measured by 

their ability to influence their followers to contribute to the good of the group so as the 
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organization’s goals are achieved.  Additionally, leaders may be measured by their 

organizations’ outcome.  Therefore, for this research, we focused exclusively on 

organizations that are successful and sustainable and ethnographically observe how 

bottom-line-entrepreneurs affect the performance of their organizations.  

 From the contextual research arguing in support or against leadership impact 

(Lieberson & O’Connor, 1972: Kaiser, Hogan, & Craig, 2008) the literature narrows to 

focus on individual leadership styles.  The literature contrast and compares several 

leadership styles to determine which style may be more appropriate depending on the 

type, size, and lifecycle of the organization. Additionally, it expands beyond leadership 

styles to meta-skills that impact leadership effectiveness.  

One of the theories of leadership studied is the theory that a transformational, 

inspirational, or visionary leader can have an extraordinary affect on their organization 

and even society.  Waldman, Ramirez, House, and Puranam (2001) investigated the 

theory by comparing charismatic leadership styles to transactional styles.  In their study, 

the authors used data from 48 Fortune 500 firms to assess transactional and charismatic 

CEO leadership as a predictor of financial performance. They concluded that charismatic 

leadership makes a difference only when an organization's environment is perceived as 

uncertain or volatile.  However, if an organization is mature and does not face volatility 

in the marketplace, that is when transactional leaders are more effective at driving 

organizational financial performance (Waldman, et al, 2001).  These findings are relevant 

to this research on double-bottom-line entrepreneurship because they tend to support the 

theory that different leadership styles may be more effective within double-bottom-line 
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organizations, if the environment in which these ventures operate is volatile and 

uncertain.     

In another study, authentic leadership was studied in relation to the sustainability 

of the venture.  Jensen and Luthans (2006) explored entrepreneurial leadership styles and 

how it correlates to venture sustainability.  The study concluded that authentic leadership 

above other leadership styles created a culture of optimism, resiliency, and hope in 

entrepreneurial organizations that translated into organizations becoming more 

sustainable more quickly.  The study concluded that the employees’ positive perception 

of the business leader was directly correlated to high job satisfaction and to organization 

commitment (Jensen and Luthans, 2006).  The limitation of the research, however, was 

that while it measured job satisfaction and employee commitment, further research was 

required to understand how these factors may affect the longevity and performance of the 

organization long-term.  The conclusion was the requirement for more research to 

understand if the same results apply to double-bottom-line ventures versus traditional for 

profit ventures.   

The next area of leadership research focused on understanding what leadership 

skills were relevant to the success of the social venture.  Instead of focusing on leadership 

styles, the study narrowed the research to specific meta-skills that would enable 

entrepreneurs to more effectively embrace paradoxes and become more successful 

leaders (Smith, et al, 2012).  [Smith, Besharov, Wessels, & Chertok (2012) found three 

specific meta-skills that led to a leader in double-bottom-line ventures able to manage 

competing agendas of profit and social mission.  The first was the skill of accepting 

competing demands simultaneously even if these demands were in conflict with one 



SUCCESSFUL DOUBLE-BOTTOM-LINE ENTREPRENEURS  30 

another.  The authors wrote that leaders who showed paradoxical thinking skills didn’t 

view choices as either/or.  Instead these entrepreneurs displayed a skill and belief to 

accept both.  For instance, an entrepreneur who seeks to recruit and place disabled job 

candidates does not hire simply because the candidate is disabled but instead, the 

entrepreneur would seek to hire the most skilled disabled candidate.  Second, the 

entrepreneur was able to differentiate by recognizing and mindfully reflecting on the 

differences in organizational domains.  For example, in organizations with competing 

social and profit missions, financial managers, who are often relegated to sit in corporate 

headquarters are brought to the field to be able to recognize the social mission. 

Conversely, field representatives are offered classes in finance.  Third, entrepreneurs 

embraced the attitude of abundance.   Abundance thinking recognizes that resources are 

not scarce.  Instead, it is the job of the leader to find a way to ‘unlock” the resources 

(Smith, et al, 2012). The authors concluded that by embracing abundance thinking, by 

mindfully understanding the differences in domains, and by believing that resources are 

abundant, the leader is able to build trust.  Furthermore, the leader is able to build 

synergies that integrate the competing missions of profit and social mission. 

Leadership Traits Affects on Success of the Venture 

In addition to the question about the leader’s impact on the success of the 

organization, the question of how the leader’s specific behavioral traits also impacts the 

organization was considered.  The literature on how a leader’s traits might affect an 

organization is extensive, with the general consensus among leadership theorists that 

attributing traits to leadership was often inconsistent and perpetuates the myth that a 

person merely needs to exhibit certain traits to become a good leader (Zaccaro, Foti, & 
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Kenny, 1991).  However, despite the de-emphasis on the types of traits leaders exhibit, 

there was also support that some leadership traits were seen as making a leader more 

effective.  

For instance, Gravells (2011) researched the nature of leadership in social 

enterprises that were successful and specifically identified the traits that the leaders 

demonstrated.  In this study, the author challenged theories that suggested competency 

was the determinant factor in the success of the venture.   Instead, the author examined 

the impact of personality and values against the performance of the leader with the goal 

of providing a basis for leadership selection and development.  

Gravells’s (2011) research was relevant primarily because it was one of the few 

research studies conducted on leaders of social enterprise.  Specifically, the author 

examined what factors determined leadership success in UK social enterprises. Using in-

depth interviews with successful social enterprise chief executives, Gravells identified 

specific behaviors that enabled the success of the leaders.  The author’s research findings 

indicated that the successful leaders showed the traits of courage, calm, self-awareness, 

and caring (Gravells, 2011).  Additionally, these traits were also manifested in how the 

leader managed their team through extensive team communications, performance 

management, and team development.   

While the Gravells (2011) study was specific to social enterprise, several studies 

provided an analysis using a quantitative and qualitative review of the impact of 

personality traits to leadership from the field of psychology.  For instance, research from 

Judge, Bono, Illes and Bernhardt (2002) focused on the impact of personality traits and 

their relationship to leadership. The Judge, Bono, Illes and Bernhardt study used the 
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framework of the Five Model Framework of Personality developed by Norman (1963) 

and Tupes and Cristal (1961).  The Five Model Framework of Personality identified five 

factors that led to leadership emergence and effectiveness.  These factors were defined by 

Norman (1963) and Tupes and Cristal (1961) as Neuroticism, Extraversion, Openness to 

Experience, Agreeableness, and Conscientiousness.  In their study, the authors found that 

the trait of Extraversion had the highest correlation to leadership, followed by 

Conscientiousness and Openness to Experience.  Agreeableness was found to have the 

lowest correlation to leadership among the five personality traits (Judge, et al, 2002).   

As illustrated by the studies from Gravells (2011) and the analysis from Judge, 

Bono, Illes, and Berhnardt (2002), the theories on the impact of leadership traits to the 

success of the organization requires additional discussion. Gravells (2011) concluded that 

there has been very little research specifically in the area of social enterprise, much less 

in the area of double-bottom-line entrepreneurship, where leaders must balance the 

competing goals of profit and fulfillment of social mission.  Additionally, Judge et al 

(2002) suggested that much of the impact of traits remains situational and inconclusive.  

For instance, while they found that Agreeableness seemed to have the lowest correlation 

to leadership effectiveness, further research that surveyed employees of businesses 

indicated that Sensitivity (which is a sub-trait of Agreeableness) was seen at least by 

employees as a trait they find most endearing in the leaders they follow (Judge, et al, 

2002).   

Leadership Processes as Determinants for Success  

 The last subtheme explores the literature on what specific leadership processes 

were found as determinants of success.  Again, because there has not been extensive 
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leadership research on social ventures or double-bottom-line ventures, the research cite 

herein includes some new-venture-creation research.  The studies were relevant because 

at the heart of double-bottom-line entrepreneurship is the creation of new ventures.  

  A common theme in the research was that leaders impact interpersonal processes 

and their ability to do so positively is a determinant to the venture’s success (Watson, 

Ponthieu, and Critelli, 1995). In their study, Watson et al (1995) concluded that a leader’s 

ability to participate in problem-solving, setting goals, and quality standards resulted in a 

more committed team.  Consequently, a venture was more likely to grow because of team 

commitment. 

 Interpersonal processes were also identified as a key factor in developing trust 

(Manolova, Gyoshev,  & Manev, 2007).  In their research, the authors determined that 

trust and confidence among the employees was the single-most determinant of employee 

satisfaction and engagement.  The Manolova et al study agreed with Watson et al that 

team commitment, which can be measured by employee satisfaction and engagement, 

had the highest correlation to the success of the venture. 

 Research also correlates the ability of the leader to drive team performance to the 

success of the venture (Cooper & Daily, 1997).  In Cooper and Daily’s research, further 

supported by Watson, et al (1995), the performance of the team is dependent on the 

environment set by the founders of the venture.  Cooper and Daily (1997), as well as 

Manolova, et al (2007) concluded that the founder’s interpersonal skills create the 

environment of politics, communication effectiveness, and team composition. 

 Lastly, previous research also explored the leader’s ability to stimulate social 

interactions of the entrepreneurial team as a determinant of success.  Lechler (2001) 
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published a study to explain the success of new ventures by introducing the concept and 

process of social interaction.  Specifically, the author introduced the concept that an 

effective way to measure success of the team was not how the leaders dealt with 

conflicts, but how they facilitated the team’s ability to interact socially across other 

teams. 

 As illustrated above, the literature did provide the conceptual themes that 

combined strategy with behavioral characteristics of entrepreneurial activity, specifically, 

the process underlying the social venture formation.  Behavioral theory assumes that 

leaders can be made, and that successful leadership is based in definable, learnable 

behavior.  Rather than just relying and searching for inborn characteristics, the focus of 

the research also sought to explain what leaders do.  In the literature, Jensen and Luthans 

(2009) specifically correlated psychological capital and leadership characteristics that can 

both be learned.  Furthermore, Weerawardena and Mort’s theory of multi-dimensional 

models supported behavioral theory in that managers and leaders can develop initiatives 

that focus on being proactive, innovativeness, and learned risk management.   

Literature from Business, Management and Finance 

 In addition to the literature found in behavioral psychology and leadership studies, 

social entrepreneurship—whether the creation of double-bottom-line ventures or 

nonprofit organizations—also has significant literature that can be found in management 

and business.  The sources of literature for purposes of this review section were narrowed 

down to studies that specifically addressed management practices versus research that 

explained the phenomena of social ventures.  Double-bottom-line entrepreneurship 

specifically relies on research and theories from management literature.  As a result, 
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research on business theory, was required to provide context on how double-bottom-line 

entrepreneurs were/are able to effectively manage competing tensions of profit and social 

mission.   

 Katre & Salipante (2012) conducted research that sought to bridge the gap 

between behaviors that span both nonprofit and for-profit ventures.  The authors’ 

research showed that entrepreneurs of social ventures blend behaviors from each 

discipline based on contextual factors.  The authors focused primarily on activities during 

venture conception and formation with the goal of differentiating the behavior and 

activities of successful and struggling ventures. The study found that the factors that 

differentiated successful entrepreneurs from those who struggled were that successful 

double-bottom-line ventures established the primacy of the societal issue the venture was 

trying to solve as the first activity.  These founders created a business concept to bring 

about social change, carefully selecting products and services, acquiring skills, growing 

social contacts, and creating support for the social business.  In contrast, struggling 

ventures sought to develop a business concept first, and then adapted the business 

concept to solve the societal issue (Katre & Salipante, 2012).  Additionally, the authors 

found that the entrepreneur was intensely personally involved in every aspect of the 

business in order to acquire firsthand knowledge of the problems and processes faced by 

their teams.  Furthermore, successful ventures were interested in diversifying their social 

contacts versus struggling entrepreneurs who delegated those activities and restricted 

social contacts to homogeneous groups.   

 The literature from management also provided research on management practices 

devoted to managing the conflict of profit and social mission.  Pache (2010) wrote that 
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double-bottom-line organizations, while both fulfilling a social mission and the need to 

create stockholder value, did not create hybridized practices. Instead of integrating 

practices or compromise on competing initiatives, successful double-bottom-line ventures 

separated what occurs in the field versus what occurs in the boardroom.  For instance, 

Pache (2010) concluded that organizational structure was determined at the corporate 

level.  Formation topics such as the decision to become a double-bottom-line venture 

were considered corporate practices.  In addition, decision or branding or even service 

formation and pricing were developed independent of the social mission. However, at the 

field level, double-bottom-line organizations did not have to compromise social mission 

for profit.  Instead, field level delivery of services and products were focused singularly 

on making sure that the organization’s social mission was met (Pache, 2010). 

 In a separate research, Pache (2016) extended her research and provided 

structures of governance in double-bottom-line organizations. Pache wrote that a hybrid 

organization structures the organization both as a social welfare organization and a 

commercial enterprise and applied two logics.  The social welfare logic was founded 

around a clear goal of addressing local social needs where the organization could take 

into account the strength and weaknesses of their impact in that local context. As a result, 

in order to manage social impact, a participative organizational structure is needed, 

including the practice of democratically governing an organization. Based on a 

democratic practice, the people being served, the communities they lived in, the local and 

national government and the other contributors to the social solution all provided input in 

decision-making.   Conversely, from a commercial sustainability standpoint, corporate 

governance requires that the commercial activities are predictive and uniform.  As a 
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result, commercial activities do not benefit from a democratic process but requires 

hierarchical control to coordinate behavior.  By applying these management approaches, 

Pache (2010) suggested that successful double-bottom-line ventures can effectively 

manage profit and social mission. 

 Entrepreneurship literature from business also provided discussion on the process 

of venture creation undergone by social ventures.  Dorado (2006) identified this behavior 

and process as distinct from traditional venture creation, although she cautioned that 

more research is necessary.  Dorado also stressed that during the venture creation 

process, double-bottom-line ventures were distinct from traditional ventures in that many 

did not do cost-benefit analysis.    

 According to Dorado (2006), another area where double-bottom-line ventures 

differ from traditional ventures was at the point where double-bottom-line ventures used 

external funds.   While entrepreneurs from both traditional and double-bottom-line 

ventures tend to start their companies using their own funds, double-double-line ventures 

tended to use external funds later than traditional ventures.  Dorado theorized that this 

tendency was related to the need for double-bottom-line ventures to prove their 

sustainability and wait until they could show evidence of social impact.   

 Organizational building processes also appeared to be different in comparing 

traditional to double-bottom-line ventures during venture formation (Dorado, 2006).  

Organizational processes include such activities as hiring employees, building company 

culture, and creating the legal and tax structure of the enterprise.  The founder’s behavior 

and activities were more constrained in double-bottom-line ventures.  Dorado (2006) 

attributed this to the more complex choices of incorporation faced by the double-bottom-
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line entrepreneur.  For instance, the social venture can create a nonprofit or a for-profit 

venture.  A double-bottom-line entrepreneur has to consider legal and tax implications 

including board formation requirements and applications for tax exemptions.  In addition, 

double-bottom-line entrepreneurs that choose to form a for-profit entity can choose 

between multiple corporate structures in addition to the choice of filing as a B-

Corporation.  A B-Corporation is a corporate structure that removes the requirement for 

fiduciary profit motives and reduces the potential for shareholder lawsuits if the firm 

chooses not to maximize profits (Page & Katz, 2010).  The implications of these 

selections may make a firm drift away from either their social or profit motives (Dorado, 

2006).  Therefore, studying how entrepreneurs behave and make decisions during venture 

formation may have implications for future success of the venture. 

Summary 

 The literature regarding management practices, leadership, behavior, and 

entrepreneurial process about double-bottom-line venture entrepreneurship is sparse.  The 

literature and research contributions so far do not specifically address how or why 

successful double-bottom-line entrepreneurs behave the way that they do as topics that 

have been thoroughly investigated.  The existing literature (or dearth thereof) does 

suggest and recommend that there are numerous opportunities for more research on 

double-bottom-line entrepreneurship across the disciplines of psychology, management 

and entrepreneurship.  

The excitement for double-bottom-line ventures as both an academic field of 

study and an economic vehicle that delivers social value has increased as examples of 

companies that are true to both mission and profit have increased.  Despite this 
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excitement, few studies have yet addressed the impact of the entrepreneur’s leadership 

style and behavior characteristics on the success of the venture.  This dissertation 

describes results from a qualitative ethnographic study of successful double-bottom-line 

ventures with the aim of developing a profile that can be used as a launching point for 

further research and to explore themes and issues that are important to double-bottom-

line entrepreneurs.  

 The implications are two-fold.  First, as previously identified by Short, Moss, and 

Lumpkin (2009), and Santos (2012) social entrepreneurship lacks management, resource 

based and leadership theories.  While there is an abundance of research that describes the 

phenomenon, the findings have failed to adequately demonstrate possible relationships 

between the success of social ventures, and the behavioral characteristics of their 

respective leaders.     
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CHAPTER 3:  METHODOLOGY 

Introduction 

 In an effort to capture how successful double-bottom-line entrepreneurs lead their 

organizations, the researcher conducted a qualitative ethnographic study.  The study 

addressed the overarching question as to how these double-bottom-line entrepreneurs 

lead, and what behaviors or skills they posses that allowed them to successfully guide 

their organizations to sustainability. The study was conducted to address the problem 

faced by double-bottom-line entrepreneurs of how to balance profit and social mission.  

The aim of the study was to identify the behaviors, skills and leadership styles of 

successful double-bottom-line entrepreneurs for the purpose of developing stronger social 

entrepreneurs and minimizing market risks.   

Research Questions 

 The study explored the following questions.  First, how do double-bottom-line 

entrepreneurs lead?  Are the behaviors or motivations complex?  What leadership styles 

and characteristics were displayed by double-bottom-line entrepreneurs?  What 

characteristics did the double-bottom-line entrepreneur display that allowed them to meet 

the competing objectives of mission and profit?  What are their values?  What were the 

triggering events that defined the double-bottom-line entrepreneurs’ leadership styles? 

Research Design 

 Creswell (2007) defined qualitative research as multi-methods in focus, involving 

the researcher to take an interpretative naturalistic approach to study phenomena in their 

natural settings in order to make sense or interpret meanings people bring to them.  

Therefore, qualitative research uses and collects empirical materials such as interviews 
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and observations that describe the routine and problematic moments and meanings of the 

subjects being studied.  Entrepreneurship, as an applied science versus a more ‘pure’ 

science is a field that abounds in the exact kind of empirical model that Creswell 

suggests.   

 Qualitative research is underrepresented in entrepreneurship research.  Neergard 

and Ulhoi (2007) cited in ‘The Handbook of Qualitative Research in Entrepreneurship’ 

that only 18% of peer-reviewed articles were qualitative in nature.  Critics of qualitative 

research in entrepreneurship have reasoned that much of the qualitative research lacks 

standards and rigor (Neergard & Ulhoi, 2007).  However, qualitative research is 

important in developing constructs that enhance the understanding of the social 

phenomena in natural settings and it also is valuable in emphasizing the meanings views, 

and experiences of those involved in the social phenomena. (Neergard, & Ulhoi, 2007).  

Conversely, a qualitative framework is a far more appropriate methodology where little is 

known and a paucity of research exists.  Rigor and standards do very much apply, and 

under any research paradigm it is up to the investigator to understand and apply these.  

For instance, triangulation in analysis uses multiple data resources to aid in verifying the 

accuracy of findings (Creswell & Clark, 2007). 

  Ethnography is a qualitative approach where the researcher describes and 

interprets the shared and learned patterns of values, behaviors, beliefs, and language of a 

culture-sharing group.  The study methodology required participant observation and 

interviews of the culture-sharing group studied (Creswell, 2007).  Direct observation was 

used since participant observation has the greatest potential to uncover contextualized 

data (Rossman & Rallis, 2003).  Ethnography also has many forms.  This research used 
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realist ethnography that Creswell (2007) defined as a traditional approach that 

emphasizes an objective account of the information learned from the participants.   The 

researcher narrates and reports on what is observed from the participants in their natural 

setting. 

 In order to conduct ethnographic research, the researcher first had to determine if 

ethnography is an appropriate design to use to study the research problem (Creswell, 

2007).  The researcher determined that ethnography was appropriate because it was 

necessary to describe how a particular group approaches leadership, and to explore the 

beliefs, languages, and behaviors of the cultural group.  Specifically, issues in leadership 

such as how a leader uses and balances power, deals with resistance, and facilitates 

change were important to observe and describe.  Ethnography was also selected as the 

appropriate methodology for the study as double-bottom-line entrepreneurship is a 

relatively new class of entrepreneurs (Dees, 2001).   

 Second, the researcher had to select cultural themes or issues to study about the 

culture-sharing group (Creswell, 2007).  In the case of double-bottom-line entrepreneurs, 

the study focused on leadership, values and behaviors of the founders of the venture.  

Specifically, the researcher documented through interviews and observation the 

behaviors, their language, and the potential tension between balancing profit and social 

mission.  Additionally, the researcher used realistic ethnography as the type of study that 

would be appropriate.  Unlike critical ethnography, the researcher saw no need to address 

an inequity or to advocate for change.   

 Last, in order to gather information, the researchers visited the sites where 

appropriate to observe and conduct interviews.  When not feasible due to logistics, the 
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researcher conducted interviews remotely via telephone and videoconference.  A detailed 

description has been rendered to provide a cultural portrait of the group synthesizing the 

views of the participants and the interpretations of the researcher.  

Population and Sample 

 This study was designed to explore the overarching question, “what behavioral 

characteristics and leadership styles affect the success of double-bottom-line 

entrepreneurs?”  For purposes of framing the study, ‘success’ was defined using Shahir’s 

and Learner’s (2006) criteria that an enterprise must have a positive impact on over 

10,000 individuals, is cash-flow positive, and has the capacity to grow, expand and 

develop either through readily available access to capital or through reinvestment of 

commercial revenue.  The population sample for this study consisted of twenty (20) 

double-bottom-line entrepreneurs.   These twenty (20) double-bottom-line entrepreneurs 

were selected using the following approach: 

1. The researcher developed a list of entrepreneurs from an online registration of 

United States B-Corporations found on https://www.bcorporation.net and from 

attendees of the 2015 Social Venture Network Spring Conference found on 

http://www.svn.org and from several social entrepreneurial LinkedIn groups.  The 

combined registry yielded 1,523 individuals.   

2. The researcher then compared the registry to known 1st or 2nd level contacts in the 

researcher’s LinkedIn network (http://www.linkedin.com).  The triangulation of 

the three databases resulted in the reduction of the list to 300 individuals.   

3. The researcher contacted those individuals through LinkedIn and email to inquire 

of their interest in the study, and/or if they could recommend other individuals 

https://www.bcorporation.net/
http://www.svn.org/
http://www.linkedin.com/
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who might be interested, and if they could self-select based on the criteria of 

success as defined by Shahir and Learner (2006).  From those contacted, seventy-

three (73) individuals responded positively with interest to participate or were 

willing to recommend individuals who met the criteria.   

4. Five (5) additional contacts were recommended to increase the total number of 

potential participants to seventy-eight (78).   

5. The seventy-eight (78) potential participants were contacted to schedule onsite 

interviews.  Of the seventy-eight (78), twenty-seven (27) responded with calendar 

invitations for onsite interviews.   

6. Due to logistical reasons such as scheduling constraints, a total of twenty (20) 

respondents were interviewed and observed onsite.   

The 20 double-bottom-line ventures examined operated in different areas of activity, 

in various geographic locations in the US, delivering both products and services.    

Of the twenty (20) participants, three were women.   All of the twenty (20) 

participants previously had managerial experience and had previously managed 

traditional for-profit ventures.  With one exception, while all had managerial experience, 

only one had no previous experience as a founder of a venture.  With three exceptions, 

the ventures received startup funding from outside investors (friends and family or 

venture capital) of between $250,000.00 and $500,000.00.   All of the entrepreneurs that 

participated had at least a bachelor’s degree and two (2) of the (20) held an advanced 

degree.  The following table lists the gender, industry, and social mission of the 

participants of the study. 
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Table 1 

Subject Industry and Social Mission 

Subject Gender Industry Social Mission 

A M Business Process 
Outsourcing 

Creating employment in disadvantaged 
communities 

B M Employment Services 
Providing life skills, support, and 
employment for individuals leaving 
foster care 

C F Elder care services 
Providing opportunities for refugee 
families to own a business through 
franchising 

D M Business Process 
Outsourcing 

Providing safe jobs and opportunities to 
replace child labor 

F F Retail Creating entrepreneurial opportunities 
for women in rural China 

G M Healthcare Creating access to affordable healthcare 
in rural communities in Southeast Asia 

H M Employment Services Providing job training and employment 
for DACA individuals 

I M Employment 
Services/Technology 

Providing software development training 
and employment for students in high-risk 
communities 

J F Employment Services Providing technology, training, and 
employment for the mentally disabled 

K M Healthcare 
Developing and distributing life saving 
medical devices in under-developed 
countries 

L M Business Process 
Outsourcing 

Developing jobs in under-developed 
countries 
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M M Real estate 
Development 

Building and financing homes in high-
risk communities in Southeast Asia 

N M Software 
Creating technology job opportunities in 
Nepal to replace high-risk 
mountaineering jobs 

O M Retail 
Developing products for African 
American communities and employing 
high-risks youth from those communities 

P M Food Services Restaurant and catering employing 
refugee families 

Q M Building materials 
Creating jobs in disaster hit areas by 
producing building materials in those 
areas 

R M Retail Developing clothing that has dual 
purpose use for the homeless 

S M Real estate 
Development 

Converting abandoned warehouses to 
provide low cost housing for at risk 
families 

T M Technology 
Developing and distributing solar 
powered computers in rural Cambodia 
and Vietnam 

U M Utilities Developing solar and wind power utility 
projects in rural Southeast Asia 

 

The research received an “exempt” approval from the IRB on January 14, 2016 

prior to soliciting participants to the study.  The researcher utilized an online registry 

from the B-Corporation website (https://www.bcorporation.com) and from the website of 

the Social Venture Network (http://www.svn.org).   Participants who could not be 

involved with the study offered personal referrals.  Those referrals were contacted when 

appropriate to assist the researcher in developing a knowledgeable and diverse sample.  

 

 

https://www.bcorporation.com/
http://www.svn.org/
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Rationale for Selection of Criteria and Sampling 

 The rationale for selecting the criteria was based on the purpose of the research to 

describe leadership and behaviors of successful double-bottom-line entrepreneurs.   

Because a double-bottom-line venture is defined as balancing profit and social mission 

(Dees, 2006), the economic dimension of a venture was self-reported by the participants 

based on the organization’s current financial statements.  The social impact of the 

organization was also self-reported by the entrepreneurs.  For this research, the 

entrepreneurs assed their social impact based on the number of people that were served 

by their organization.  For instance, a participant in the study that developed and 

marketed a portable infant incubation device assessed her social impact based on the 

number of babies that were treated versus the number of systems that were sold.   Two 

sampling methods were used.  Selective sampling was used to identify double-bottom-

line entrepreneurs who met the success criteria.  Snowball sampling was then used to ask 

the informants to name others who would be appropriate for the study (Bernard, 1994).   

Instrumentation and Data Collection Tools 

In qualitative ethnographic design, Creswell and Clark (2011) prescribed that the 

researcher must first collect qualitative data, analyze the data, and then use the analysis 

and information from the data to create the elements necessary for thematic analysis.  

Accordingly, this study followed the data collection procedures from these 

recommendations to first use sampling procedures, obtain permissions, collect the 

information through field observation and interviews, record the data, and then 

administer the procedures for data analysis (Ibid.).  In collecting the data, many options 
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were weighted including the use of open-ended questions and how the interviews were to 

be conducted.   

 In this study, the data in the qualitative phase was collected using open-ended 

interviews.  The interviews were conducted face-to-face and through phone or 

videoconference if follow-up questions were necessary.  No predetermined categories 

were used to collect the data.  Instead, using interviews, the subjects were asked 

ethnographic qualitative questions.  The following questions were asked of each 

interview participant:   

Question 1:  Tell me about a time when you encountered a conflict between profit and 

social mission? 

Question 2: Tell me about a time when you faced a difficult leadership challenge in your 

organization? 

Question 3: Tell me about a time when you felt your leadership made a difference? 

Question 4:  Tell me about a time when you displayed a skill or acted in a way that 

differentiated you from when you ran a traditional venture? 

Further probing was conducted to the initial question using a series of open-ended 

questions without restrictions based on the subjects’ response as is encouraged under 

qualitative data collection process in order to aid in the collection of rich data (Creswell 

& Clark, 2011).   

Second, data was also collected through direct observations.  The participants 

allowed the researcher to observe staff meetings, and to also observe daily interactions 
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with their staff.  The observations were collected as field notes by the researcher 

(Creswell & Clark, 2011).  

Data Collection Procedures 

The researcher contacted prospective subjects as a Creighton Doctor of Education 

in Interdisciplinary Leadership Candidate, and not as a venture capital or social venture 

entrepreneur peer.  The subjects were contacted for participation between January 14, 

2016 and March 1, 2016.  Study subjects were able to accept or decline the invitation to 

participate in the study, and questions were made available before the interview at the 

individual’s request. The researcher made sure each subject understood the background 

of the Dissertation in Practice, and guaranteed that all identifiable information would not 

be disclosed within the publishing of the research findings. It was also made clear that 

participants could terminate the interview at any point. All participants had access to the 

research solicitation materials. As previously described, the subjects were contacted 

through LinkedIn and email.  If the subjects did not respond to the first solicitation, a 

follow-up LinkedIn message or email was sent within two weeks of the original 

solicitation. 

The interviews and observations were scheduled and started in March 2016 with 

the final interview and observation conducted at the end of May 2016. In order to 

accommodate informants, each interview was designed to cover approximately 45 

minutes of questioning and an additional hour of observation.  The interviews and 

schedules lasted as designed as it was important to respect the time constraints of the 

subjects. 
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The researcher audio recorded the interviews with permission granted by 

informants and later transcribed each interview by hand via dedoose.com qualitative 

coding software.  The interview transcripts were housed within dedoose.com, and 

password-protected.  Field notes were also added in dedoose.com and coded.  

Data Analysis 

Because the qualitative data collection method that was used does not have 

variables or hypothesis, the data analysis process entails representing the terms of the 

subjects without any predefined measures.  As a result, the study used inductive analysis 

to identify categories and patterns based on the subjects' perspectives.  However, 

meanings in the texts had to be found and interpreted.  The researcher, therefore, 

documented the data, organized the data into concepts, developed themes and 

connections among them, evaluated the data by coming up with alternate explanations, 

and then presented the findings (Miles & Huberman, 1994). 

The data analysis and coding process started in late May 2016 and ended in July 

4, 2016.  First, the researcher reviewed the recorded interviews, and reread the field 

notes.  The researcher used an open coding approach to evaluate the data. Second, the 

researcher reviewed the transcriptions to confirm labels of common words and themes 

identified in the data.  The researcher created 16 codes within the Dedoose qualitative 

software that were subsequently used to identify seven emerging themes from the data.  

The software imported and exported the data with specific codes that identified 

qualitative data.  

Golafshani (2003) wrote that trustworthiness of qualitative research is often 

achieved by demonstrating credibility, transferability, dependability, and confirmability.  
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For this present study, the researcher attempted to demonstrate trustworthiness of the 

research through narrative ethnography that balancing profit and social mission was a 

significant issue in double-bottom-line entrepreneurship. The context of the findings were 

presented using the subjects’ own words and a description of the subjects’ business was 

included in the findings in order that future researchers can identify whether the 

environment described in this research can be applied to other settings.   Furthermore, all 

identifiers were removed prior to the data analysis to satisfy that the analysis was 

dependable. To further validate the findings, drafts of the analysis was sent to the 

subjects.  They each reviewed the presentation of data for their site.  Each subject had the 

opportunity to review the findings of the researcher to correct or clarify any errant 

representations that may have had been made.  However, there was overwhelming 

agreement with the researcher’s depictions and portrayal of findings.  

Limitations 

 There is a potential in qualitative research for researcher bias and reactivity 

(Maxwell, 2008).  Bias was described by Miles and Huberman (1994) as the potential for 

the researcher to distort the data and findings based on the researcher’s preconceptions 

and values.  Maxwell (2008) defined reactivity as the propensity of a researcher to effect 

a subjects’ response simply because the researcher is present in the setting.  

In order to address these limitations in this study, the researcher used techniques 

developed by Maxwell (2008). Maxwell recommended several tests to assure validity of 

the study.  For instance, the researcher provided verbatim transcripts to the subjects and 

allowed the subjects to review the transcripts to validate them and also provide reflective 

additions or alterations to their responses after having read them as fully transcribed.  
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Validity was also addressed using triangulation. In this study, the researcher collected 

data from diverse individuals in different settings and applied two methods of 

triangulation.  The first method was to use environmental triangulation (Creswell, 2011). 

The researcher conducted interviews in different locations and interviewed respondents 

from diverse industry sectors.  Second, the researcher used method triangulation by 

comparing results from interviews with the observation notes.  By using triangulation, the 

researcher was able to reduce the risks of chance association.  Last, because each of the 

cases and interviews was independent and distinct, the researcher was able to compare 

the data and notes from each interview and site against each other for variability.  

Another limitation of the study was the self-reporting of economic and social 

impact performance.  Self-reporting bias often threatens the validity of research 

conducted in business settings (Donaldson & Grant-Vallone, 2002).   Donaldson and 

Grant-Vallone recommended the need to have at leas two sources and to guard for 

socially acceptable responses.  For this present study, the researcher acknowledges that 

the financial and social impact claims of the subjects were not independently verified or 

subjected to third-party validation.  In addition, the researcher did not validate the 

leader’s responses by interviewing other sources such as employees and business 

partners.  

Summary 

 The purpose for this qualitative grounded ethnographic study was to utilize 

observations and interviews to understand how successful double-bottom-line 

entrepreneurs lead and what behaviors to they display. The data was collected using 

observation and interviews over a period of three months to a population of 20 double-
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bottom-line entrepreneurs.  The data was evaluated by performing an open analysis of the 

subjects’ transcriptions and the researcher’s field notes.  Trustworthiness of the data 

analysis was achieved through review and confirmation with the subjects. 
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CHAPTER 4:  FINDINGS AND THE EVIDENCE-BASED SOLUTION 

Introduction 

 The purpose of this qualitative ethnographic study was to identify how successful 

double-bottom-line entrepreneurs behave and lead their organizations. This study sought 

to identify skills, behaviors and leadership styles displayed and expressed by the subjects. 

As a possible practical application of the findings, they might: 1) assist aspiring or 

current double-bottom-line entrepreneurs in better understanding how they might 

approach leading their respective organizations; 2) inform future researchers, educators, 

and practitioners by identifying the skills necessary to lead; and 3) provide further 

perspectives regarding how one might balance the tensions that may arise among 

competing goals of achieving financial success for themselves and their shareholders as 

well as making an impact in solving social issues.   

Presentation of Findings 

 Each of the interviews and observations with the double-bottom-line 

entrepreneurs in the study revealed seven themes.  These themes were a combination of 

business practices, attitudes, leadership styles, and values that drove the entrepreneurs’ 

behaviors. The themes are presented in a narrative format supplemented with verbatim 

quotes to illustrate the findings.  

The themes were as follows:  1.) determination despite challenges and self-doubt, 

2.) self-aware, authentic and servant leaders, 3.) courage to take risks while being open 

with the employees about those risks, 4.) began with the social issue and developed the 

business model to solve that issue, 5.) they micromanaged 6.) they embraced paradoxical 

thinking, 7.) achieved goals by developing common practices across the organization.   
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Theme One:  Determination Despite Challenges and Self-Doubt 

Theme one was a response from a direct question, “Why do you think you were 

successful?”  It was interesting that every participant did not consider himself or herself a 

success.  However, when pressed to describe one single characteristic that made them 

successful, the participants spoke of their determination despite the challenges.  Perhaps 

this has similarities to Jensen and Luthan's (2006) research on entrepreneurial 

psychological capital and the relation to sustainability.  Jensen and Luthan suggested that 

authentic leadership creates a culture of optimism, resiliency and hope that is 

demonstrated when leaders show determination as a key trait.   This trait was reflected 

across the participants of the study.  Participant C for instance describe her success as 

follows: 

“I knew going in to this venture, as I’ve had with other similar ventures that there would 

be challenges but I was determined that I wouldn’t give up unless I was at a point where 

there simply was no more money left to run my business or that there were no more 

people who needed the help.   It’s funny because the money did dry up very quickly to 

the point that I had to begin downsizing and selling off assets because I believed that the 

revenue and profits would come and be just around the corner.  I guess at some point I 

stuck with it long enough that the business started to break-even and then ultimately 

started making a profit.  I think my employees saw how determined I was to succeed that 

they even were willing to forgive the times when their payroll was late.” 

In a similar fashion, Participant A described how important it was for him to stay 

determined despite losing a contract with a major customer.  Participant A described the 

situation where a client’s decision to end a contract resulted in the potential loss of over 

200 jobs in his organization.  He also described his response to the crisis. 
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“Our client called me at 7:00 pm, the end of my day.  He told me that because of a 

regulatory issue, he would have to terminate our contract.   Without that contract, I would 

be losing 200 telemarketers that was assigned to that work and I didn’t have any other 

contracts to backfill those employees at that time.  Rather than give two-week’s notice to 

those employees the next day, my team and I decided that we would tell the employees 

what happened, let them know of the risks, and tell them we would be doing everything 

we could to keep them employed but couldn’t guarantee it after the two weeks were up.  

You have to understand that 200 loss jobs was a big hit to the community since there 

really weren’t any other places for them to go.  I was determined to keep them, however, 

and made the employees aware of all of the business development activity I was doing 

every day to let them know I was going to find another contract so they could stay 

employed.  They heard about every prospect we called and saw how hard we were 

working to keep them.  It took me over a month to find a new client and another month to 

onboard the work.  We did everything we could to keep those employees and we ended 

up having to let them all go.  But the funny thing is that once the new client was signed, 

every single one of those employees came back and this experience has become a bit of a 

legend around the company and I’m told is the reason why our company has very low 

attrition compared to other companies in the industry.  I wasn’t going to let this setback 

destroy our company and our employees knew that.” 

The accounts narrated by the research subjects highlight how determination 

created a culture of optimism, loyalty, and trust in the organization.  What was interesting 

is that the determination was not self-focused but organizationally focused.  The subjects 

in these cases described how the motivation to stay determined was not for their personal 

gain, but for the good of the organization and their social goals.  

Theme 2:  Authentic and Servant Leaders 



SUCCESSFUL DOUBLE-BOTTOM-LINE ENTREPRENEURS  57 

 Theme 2 was a result of responses to a directive question, “Describe your 

leadership style?” and a non-directive question, “Tell me a time when you faced a 

difficult challenge in your organization?”  The entrepreneurs were not briefed or given 

choices as to the definitions of different leadership styles but were just asked to describe 

their style in their own terms.  The researcher used Rath’s and Conchie’s (2008) study on 

leadership to categorize leadership styles as Authentic, Servant, Transformational, or 

Transactional.  Seven out of the 20 described their leadership styles as “authentic”.  Four 

of the 20 described themselves as being “self-aware”.  One of the respondents described 

himself as “just trying to be real”.  The researcher categorized these 12 respondents as 

Authentic Leaders because those descriptors matched characteristics of authentic leaders.  

Five of the 20 categorized themselves as Servant Leaders.  Three of the 20 respondents 

were categorized as Transformational Leaders based on their self-description using the 

terms “leading from in-front”, and “charismatic”.  None of the leaders described 

themselves as authoritarians, or transactional leaders.   

 Participant S described how he sees himself as an authentic leader based on his 

belief that leadership is a reflection of his character: 

“I didn’t really think about what style to adopt and I really hate classifying myself as one 

style or the other.  It seems almost arrogant to do so.  But I like to think of myself as 

being authentic and hoping to model my character to others in the organization.  

Character means so much to me.  When I think of a time in my organization where we 

faced a challenge, it was when we were almost acquired by another company.  During the 

final due-diligence, I found out that they wanted to downsize a good portion of my staff 

once we were part of their organization.  While the sale would have been good for me, I 

couldn’t let it happen knowing what would happen to some of my employees.  I made 
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retention of my employees a requirement for sale and the company didn’t accept it.  

Thankfully, it worked out for us”.  

Another trait of authentic leaders is the desire to be authentic (Jensen & Luthans, 

2006), Many of the respondents discussed how it was important to reflect that 

authenticity by being vulnerable and asking for help when they needed it versus always 

projecting a confident attitude.  Participant L described the following example: 

“I just like to make sure that my employees know that I’m human also.  I worry about 

things, I struggle with issues, and the way I do things isn’t always perfect.” 

Participant I reflected: 

“We were faced with a challenge where a project we were supposed to deliver was just 

behind schedule.  Our team just couldn’t deliver on time because of the terms I negotiated 

with the client were unrealistic.  It wasn’t their fault.  I frankly didn’t know what to do.  

So I just asked my team and they came up with some great solutions.  They new I had 

messed up and I wasn’t hiding it from them or blaming it on them.  I think that really 

helped create a culture of trust and cooperation.”   

  As noted, the servant leadership style was also self-selected by the respondents.  

Servant leaders were characterized as their ability to change their focus from the 

organization to their followers (Stone, Russel, & Patterson, 2006).  Participant G 

referenced himself as a servant leader this way: 

“My personal transformation in adopting the servant leadership style changed as I began 

leading this organization.  It’s interesting because I never really saw myself as a servant 

leader and more of a charismatic leader earlier in my career. I renewed my view of 

leadership as enabling others in my organization to act collaboratively through trust, the 

respect of human dignity, and by modeling and living core ethical values.  I’ve learned 

that a Servant Leader serves the mission, values, and ideas of the organization and by 
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doing so, makes self-interests unimportant to the organization.  As a servant leader, I’ve 

learned not to ask what should I do to serve the interest of the organization, but instead 

ask what needs to be done and how can I help develop those in my organization” 

The research observed those who classified themselves as servant leaders in the following 

situations: 

1.  Participant F sells shoes to finance entrepreneurship programs for women in rural 

China.  To market the shoes, the organization recruits college students to be 

ambassadors of the brand on college campuses.  Participant F was observed 

postponing marketing events in order to make sure that certain ambassadors could 

focus on academic work. 

2. Participant H develops and trains college-age children of non-documented 

immigrants who are not allowed entry into state universities due to their 

immigration status to become software developers.  Once trained, these 

developers either work for the organization or are placed in other organizations as 

contract-to-hire resources.  Participant H was observed in a conflict with one of 

the recruiters over the terms of a candidate placement.  Rather than demanding 

that the recruiter just accept the leader’s objections, Participant H took the time to 

convince and explain why the term was important not only for the organization, 

but for the candidate.   

3. Participant N accepted a project that many of the developers in his company felt 

had unrealistic delivery dates.  A major issue was that the delivery dates coincided 

with religious holidays in Nepal.  Rather than demanding that the teams work 

overtime to meet the deliverables, Participant N listened to the teams and re-
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structured delivery dates to allow the employees to participate in traditional 

religious ceremonies.   

Theme 3:  The Courage to take Risks  

Gravells (2011) defined courage as ‘having the self-confidence and self-belief to 

take appropriate risks without either fear of failure or the desire for perfection, paralyzing 

one’s ability to act decisively”.  In the research, the findings indicated this theme based 

on the interview question, “Tell me about a time when you faced a difficult challenge in 

your organization?”  In response to this question, the participants understood that any 

new entrepreneurship endeavor had inherent risks.  However, they saw the need to make 

others in the organization aware of risks as they manifested in order to get acceptance of 

the risk and also inspire action.  Several subthemes developed that were expressed by the 

participants. 

First, the entrepreneurs created an environment where taking risks was more 

acceptable than inaction.  Participant O shared his experience this way: 

“I wasn’t worried about failing.  In fact, if I wasn’t sure something would work, I would 

rather just give it a try and fail then wait for more data” 

Second, the subjects of the study purposely created environments where failure 

was acceptable.  Participant R, who ran a company developing clothing that had dual use 

for homeless individuals shared the following: 

“We ran out of money fast so much so that there was a risk that we wouldn’t have a 

company if our new product wasn’t successful.  But rather than pretending everything 

was ok.  I told the team about the risks.  I think it made our team feel more committed 

and vested.  I think that is also why we have a culture of trust.” 
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Theme 4: Emphasizing Social Impact and Developed Business Model After 

 The double-bottom-line entrepreneurs discussed how they started their business 

by designing a product or service that was intended to solve the social issue.  The 

participants were clear to stress that solving a social issue was central to their business 

model rather than practicing corporate social responsibility.  The following quotes reflect 

the theme.   

Participant R: 

“I didn’t want to just make clothes, sell them, and then give the profits to the homeless.  I 

wanted to design clothes specifically for the homeless so that they could use the clothes 

as something they can wear during the day, but also convert it into a sleeping bag at 

night.  When I did this, my market wasn’t selling to homeless people.  They didn’t have 

money.  I had to develop a go to market strategy that would allow others to buy these 

clothes for the homeless community.” 

Participant G: 

“I was struck about how many call center employees had such high rates of non-

communicable disease like diabetes.  I realized that their lifestyles were responsible for 

failing health in many of the workers.  So I decided that I would design a service solution 

to allow over a million people to track their health, and also see an appropriate health 

worker on-demand.  I didn’t know how I would price the services or even what it would 

cost me at first.  I had no idea what the business model was.  I had to design the solution 

first and felt the rest would follow.” 

Participant K: 

“I knew babies were dying in rural areas because there were no incubators.   I had to start 

with that premise and build my business around that issue.” 
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The experiences of double-bottom-line entrepreneurs seem to indicate that a key 

activity of double-bottom-line startup was the design of the solution first, before even the 

need to find sponsors or customers.  When asked why they took this approach, the 

participants said that they were concerned that investors or sponsors would prioritize 

revenue and profit before social impact.    

Theme 5:  Positive Micromanaging 

Leaders of these ventures were completely hands-on and personally involved in 

all aspects of the venture and were prone not to delegate key activities.  Theme 5 was 

uncovered as a response to the question, “Describe your leadership style?”  as well as 

through direct observation.  The participants were quick to talk about how they tended to 

micromanage, not just be aware of every aspect of the business.    For instance, 

Participant F developed a product that would encourage women entrepreneurship in 

China.   Her strength was product design and field work versus marketing.  However, she 

was personally involved in growing the social network of her organization, learning how 

to build an audience on social media.  When asked why she felt she needed to be an 

expert on social media, her response was, “It wasn’t that I wanted to be an expert.  I just 

wanted to make sure that the team knew I was interested and focused on all aspects of the 

business.”  In addition to being involved in the social media campaigns, she also drove 

thousands of miles in a year to visit college campuses to develop "brand ambassadors". 

This attribute was also modeled by Participant J who is the CEO and founder of a 

company that employs disabled workers and also develops technology for the disabled to 

allow them to be more productive at work.  Participant J admitted that one of her weakest 

disciplines is financial management and accounting.  While she has hired an expert team, 
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it did not prevent her from taking courses in finance and accounting in order to be more 

literate during discussions with her finance team and to make sound financial decisions.  

But her self-described micromanaging stems also from her desire to be more involved in 

understanding how the department developed accounting processes.  She expressed that 

being part of the process could help her manage issues where and when conflicts arose 

between profit and social mission.  

This behavior seems to validate the qualitative research conducted by Katre and 

Salipante (2012) in their research on the differences between successful and struggling 

entrepreneurs.  In that study, Katre and Salipante (2012) wrote that micromanaging was 

one of the traits that differentiated successful entrepreneurs.  Participant J, who had 

managed a traditional venture in the past, contrasted her style by explaining: 

“I’m not sure why I tend to micromanage when I started this venture.  I guess it may 

come from a sense of accountability that you aren’t just making money for yourself but 

also trying to make a difference.  I don’t micromanage because I don’t trust my team.  I 

do it because I feel I’m in new territory and I want to be present in the entire journey.” 

Theme 6:  Embracing Paradoxical Thinking 

The results of the study showed also that the leaders managed competing demands 

by purposefully developing skills to become paradoxical thinkers.  For instance, when the 

leaders discussed how they managed difficult situations, the subjects discussed being 

self-referential and how they looked at problems not as either/or dilemmas but as 

opportunities to explore how to accomplish both.  They used interpersonal skills to 

surface problems and solve them. 

 As an example, Participant Q developed a business manufacturing building 

materials for communities hard hit by natural disasters such as typhoons, and flooding 
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after storms in Southeast Asia.  His business model involved not just manufacturing and 

delivering construction materials, but also building factories in the affected areas to 

create jobs for the displaced workers.  Participant Q solved the problem not as an 

either/or solution.  Instead, his solution reduced cost from transportation, shortened the 

time to build permanent shelter after major disasters and reduced the cost of temporary 

housing.  In addition, the solution was able to create jobs in the affected areas.  

 Another example of using paradoxical thinking was how the subjects used 

interpersonal skills to surface issues rather than avoiding issues.  Participant U was 

challenged with a manager that was authoritarian.  Participant U observed that the 

manager alienated employees --- particularly the female employees in the organization.  

Participant U attributed the manager’s style to a culturally accepted behavior in the 

country where the business was operating.  However, rather than just accepting the style 

as a norm, Participant U surfaced the issue with the manager since Participant U wanted 

to build an organizational culture of mutual respect and acceptance in his organization.  

He privately discussed the issue with the manager and rather than criticize the accepted 

cultural norm, he shared his vision of organizational culture and how important the 

organizational culture was to the company’s ability to fulfill their social mission.  He also 

modeled the behavior for the manager.  Participant U reflected: 

“It was important that I showed that I accepted his culture and understood where the 

behavior was coming from.  I also felt that to demonstrate my acceptance of his culture, I 

would approach it not in a disciplinarian way but to demonstrate the shared goals of the 

organization.  Those shared goals were not just measurable impacts and profits, but how 

the organization operated and the values we demonstrate.” 
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Theme 7:  Achieved Goals by Integrating Practices Across the Organization 

 One of the challenges shared by the double-bottom-line entrepreneurs is the 

temptation to keep organizational practices separate.  The temptation expressed by the 

subjects was that it was often difficult to manage the business because of conflicts 

between departments that were tasked to maximize the bottom-line and the staff that were 

involved in delivering the social impact.  This issue was particularly evident where the 

field staff was geographically separate from the administrative staff housed in the 

company’s headquarters.   

The subjects in the study discussed how they handled the conflict between profit 

and social impact by integrating practices across the organization.  By integrating 

practices, the subjects demonstrated that the goals of the organization were achieved 

through common rather than separate practices.  It was not a zero-sum problem where 

conformity to one mission violated another objective.  Organizations and leaders that 

were observed in this study shared understandings across groups to help maintain order 

within the organizations.   

Participant B demonstrated and shared this behavior on how he maintained 

organizational integrity by developing a set of social rules through repetition and 

structuration.  He was careful not to introduce non-integrated practices that end up 

triggering organizational paradox by advancing the goal of one department over the 

other.  For instance, Participant B’s business trains the unemployed at-risk youth.  The 

company generated revenue by operating as a temporary staffing agency.  Participant B 

was facing a decrease in revenue as clients were terminating his workers due to poor 

attendance and displaying a lack of respect to other employees.  As a consequence, 
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Participant B invested in life-skill training for the at-risk youth rather than just focusing 

on technical job-skill training.  The investment in new life-skill training increased cost.  It 

also increased the time to hire meaning he had more workers that were under-utilized on 

his payroll, as they were not assigned to temporary employment.  Rather than separating 

the issue and making it only an issue of the company’s training and development 

department, and recruiters (sales), Participant B brought the accounting and sales teams 

together to implement processes that would support his solution.  The solution integrated 

recruiting with cost management to deliver a better long-term solution.  The practice 

ultimately satisfied the commercial goals of value capture (more satisfied clients) and 

market efficiency (less churn) even though the staff utilization rate was initially higher.  

Summary 

This chapter presented findings from the ethnographic interviews and 

observations of 20 successful double-bottom-line entrepreneurs in the United States.  The 

researcher identified seven themes associated with the unique perspectives of the 

participants who found ways to meet the social impact goals of the organizations and also 

developed profit-based sustainability.  By utilizing the reflections of the participants in 

the study, conclusions and recommendations are discussed in the following chapter.
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CHAPTER 5:  CONCLUSIONS AND RECOMMENDATIONS 

Introduction  

This study aimed to develop a better understanding of the two ongoing 

deficiencies in entrepreneurship research.  First, that social entrepreneurship lacks 

leadership theories.  Second,  that there lacks a description of the leadership skills and 

behavior of double-bottom-line entrepreneurs.  Seven theoretically-based themes were 

developed from the results of this study that reflect the behavioral characteristics and 

leadership skills of successful double-bottom-line entrepreneurs.  These themes are 

valuable in that they can help to develop optimal professional behavioral modalities and 

leadership skills in current and future double-bottom-line entrepreneurs. Additionally, it 

uncovered and explored organizational issues faced by leaders and founders of double-

bottom-line ventures.   

This final chapter discusses the findings and draws conclusion that may serve as 

potential solutions. Furthermore, this chapter discusses how the findings and research 

contribute to the current literature on social venture entrepreneurship.  Last, the chapter 

will provide a personal reflection on how this research transformed the researcher’s own 

leadership behaviors in managing a double-bottom-line venture.  

Major Findings  

 By conducting an ethnographic study using interviews and observation of 20 

successful double-bottom-line entrepreneurs, seven themes emerged: 

1. Determination despite challenges and self-doubt 

2. Self-aware, authentic and servant leaders 

3. Courage to take risks while being open with the employees about those risks 
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4. Initiatives began with socially conscious and beneficial aims and developed 

into business models intended to solve those issues 

5. Positive micro-management 

6. Paradoxical thinking embraced 

7. Development of common practices across the organizations 

Findings Related to the Literature  

These seven themes encompass a large swath of entrepreneurial activity from 

leadership and psychological characteristics to management and the venture creation 

process.  These themes are reflected and supported by the current literature on traditional 

and social venture entrepreneurship behavior.  For instance, while Jensen and Luthans 

(2006) were not specifically studying double-bottom-line entrepreneurs, the authors 

discussed the impact of leaders with an authentic leadership styles on the sustainability of 

their businesses.   Jensen and Luthans proposed a theory that authentic leaders create a 

culture of optimism.  Their theory seemed to be evidenced in this current study as leaders 

demonstrated the attribute of determination, which in turn led to hopefulness in their 

employees. 

Smith et al (2012) also wrote about how it is important for leaders to develop 

meta-skills, specifically the skill of paradoxical thinking.  The findings of this study agree 

with Smith et al (2012) that the leader’s ability to accept paradoxes influence the success 

of the venture.  One of the meta-skills theorized by Smith et al (2012) to develop 

paradoxical thinking is discursive thinking.  The leaders who participated in this present 

study were observed to be self-referential, self-aware and discursive thinkers. Discursive 

thinking generally has a negative connotation.  For instance, the American Heritage 
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Dictionary defines the word “discursive” as “passing aimlessly from one subject to 

another” (American Heritage Dictionary, 2011).  However, in Smith et al, discursive 

thinking is the leadership skill of being able to scan for solutions and to be able to use 

reason and argument rather than intuition to solve a problem.   

Another attribute demonstrated by the double-bottom-line entrepreneurs in this 

current study is the behavior of establishing the social issue as the first activity in venture 

creation.  This behavior is supported by Katre and Salipante’s (2012) research where they 

observed that the successful social entrepreneurs created a business concept to bring 

about social change before developing products and services.  This similar behavior was 

seen in the participants of this current research.  

Last, an attribute demonstrated by the leaders who participated in this present 

study is the ability to integrate management practices (Pache, 2010).  However, in this 

present research, the leaders of the ventures actually demonstrated practice integration as 

a demonstration of paradoxical thinking.  For instance, non-paradoxical thinking is a 

zero-sum game.  It assumes that conformity to one mission violates another objective.  

Instead, the leaders in this present study used shared understandings across groups to help 

maintain order within the organizations.  The leaders were careful no to introduce 

practices that would result in paradoxes by advancing the goal of one group over another. 

Implications for Action and Solution 

 However, these skills and behaviors, as supported in the literature review in 

Chapter 2, are not competencies-based skills taught in traditional business school or 

academic social entrepreneurial programs.   Instead, the findings in this study classify the 

seven themes as professional skills.  As a result, this study suggests that there is a need to 
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research, develop and conduct professional skills training to supplement the traditional 

academic social venture and business curriculum.   Miller, Wesley, and Williams (2012) 

support that assertion in their research on the competencies that are being taught in 

traditional social entrepreneurial programs.  They wrote that an opportunity for research 

and development of curriculum exists for leadership training. Consequently, this research 

and literature from Dees (2003), Miller et al (2002) support possible applications to do 

the following:   

1. Develop coursework on leadership and professional competencies that 

can supplement traditional academic programs. 

2. Create a forum specifically for double-bottom-line entrepreneurs to 

share knowledge and experiences for the encouragement and 

development of the future and current practitioner.   

3. Develop in field and remote mentoring of entrepreneurs. 

 These possible applications of this current research study was based on a review 

of the research, a first-hand observation of the sector, and an analysis of the evidence 

surrounding the need to provide social entrepreneurs with the appropriate education to 

maximize business and social impact success.   The solution also assumes a model that 

makes social entrepreneurial training more accessible and flexible for the practitioner.  

Factors and Shareholders Related to the Applications of the Research 

 The applications of the research solution proposed is not unlike how the 

philanthropic and venture community have helped educate social entrepreneurs in 

addition to encouraging social venture creation.  For instance, the Grameen business 

model provides training programs for those who want to replicate the Grameen model 
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throughout the world.  These programs are thirteen days in length, and include 

participation and visits to microcredit programs in Bangladesh (Grameen, 2013).  Ashoka 

also provides a similar program through their partnership with McKinsey.  In this 

program, participants engage in cross-sector activities from their base of operations in 

Sao Paulo, Brazil.  The programs involve capabilities-based courses like financial 

training and human resource management, in addition to professional courses in 

motivation, and business responsibility in the private sector (Ashoka, 2013).   

 The approach modeled by Grameen and Ashoka are effective in several ways.  

First, they provide in-field practical training.  The participants directly observe best 

practices and there is a transfer of knowledge that is created through the interactions 

between the program leaders and participants.  The approach modeled by Grammen is 

aligned with this research as a potential application. Second, the programs require a 

minimal investment in time relative to formal academic education.  Third, the program 

also provides assistance to the participants in terms of consulting and mentoring year 

round.  Last, through the online forum, the participants can collaborate, encourage, and 

share knowledge.   

 The practical application of this research does not require a significant investment 

in both time and money.  As evidenced by this current research many double-bottom-line 

entrepreneurs are not approaching social entrepreneurship as a vocation, but as a 

fulfillment of a vision.  These entrepreneurs come from many disciplines such as science 

and engineering and often perceive that they are time-constrained from attending an 

extended, academic education in entrepreneurship or business. Furthermore, the 

entrepreneurial process is inherently efficient in that solutions are often deployed in real 
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time, allowing the market to dictate which solutions are sustainable.  As a result, many 

double-bottom-line entrepreneurs will see this type of training proposed as an application 

of this current research not only helpful but essential (Tracey & Philipps, 2007). 

 Another application for the research is to provide a forum for double-bottom-line 

entrepreneurs to share and collaborate on relevant issues.  In this current study, the 

participants often suggested a sense of isolation from other entrepreneurs, including non-

profit social entrepreneurs. The creation of forums for collaboration and learning are not 

a new concept and supported by academic research.  For instance, DeSanctis, Fayard, 

Roach & Jiang (2003) proposed that online forums promote learning effectiveness.  

Balaji & Chakrabarti (2010) also demonstrated that online forums are effective in 

developing a sense of community and connectivity from the participants.   

Shareholders 

 The improvement and development of double-bottom-line entrepreneurial training 

can affect the performance and subsequent sustainability of the venture.  There are many 

stakeholders that are impacted by the proposed solution.   A stakeholder maintains some 

stake in an organization (Fassin, 2009).  Specifically in a double-bottom-line venture, the 

stakeholders are identified as the double-bottom-line Entrepreneur, the employees in the 

venture, and the investors in the venture. The definition may be broadened to include 

anyone who has power and legitimacy to affect the double-bottom-line venture as well as 

those who can benefit from the solution proposal.   

 As a result, secondary stakeholders include those who can influence performance 

such as Universities and Colleges whose MBA and entrepreneurship programs are the 

primary domain of the education and academic research in social entrepreneurship.  The 
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Community itself (which include government) who are the primary beneficiaries of a 

successful venture was considered tertiary stakeholders.  They are stakeholders 

nevertheless as they are not only the beneficiaries of the double-bottom-line venture but 

are the primary consumers of the goods or services that are created by the venture.  

 In addition, the Community and Government can also be classified as 

Stakewatchers.  Stakewatchers do not have any direct control, but protect the interest of 

the direct stakeholders often as a watchdog or regulatory agency (Fassin, 2009).   

Borrowing from Fassin, the following table provides an overview of the stakeholders and 

their respective attributes (Fassin, 2009). 

Table 2 

Categories of Stakeholders and their Respective Attributes  

Stakeholder DBL 
Entrepreneur 

EMP Investors EDU 
Institution 

Community 
and 
Government 

Stakeholder 
Type 

Primary Primary Primary Secondary Tertiary 

Impact Wealth 
creation, 
fulfillment of 
vision 

Wealth 
creation, 
sense of 
mission 

Return on 
invested 
capital, 
fulfillment 
of mission 

Delivery of 
programs, 
increase or 
decrease in 
enrollment 

Beneficiary of 
solution, 
consumer of 
product or 
service, 
Regulation of 
securities and 
financial 
investments 

 

Barriers and Drawbacks 

 Currently, social entrepreneurship is taught in over 30 universities as a curriculum 

track available in the business school (Bechard & Gregoire, 2005).  These programs are 

conducted in top universities across the country.  The result has been an increased 
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acceptance of the field as worthy of academic research and has given credibility to the 

field.   These programs are the domain of the business school and while each program 

components vary from school to school, the elements consist of research programs, 

professional and vocational training, academic conferences, and internship programs.  

These programs have provided legitimacy to the field.  In addition, the intellectual 

breakthrough contributed by these programs can be directly correlated to economic 

growth (Braunerhjelm, Zoltan, Audretsch, & Carolsson, 2010).    

 Therefore, a drawback of the applications of this research is the potential conflict 

with university programs and the perception of the lack of rigor if the program is not 

associated with a university program.  To counter that perception, the proposed solution 

recommends a partnership with university programs.  In addition, to counter the 

modularity of the courses taught in the traditional university-led programs, the proposed 

solution would integrate between disciplines and domains. 

Practical Implications for Leadership 

There is a wealth of literature describing authentic and servant leadership styles, 

including studies that have examined the effectiveness of authentic or servant leadership 

in a variety of business and non-business settings (Luthans & Aviolo, 2003).  This current 

research supports much of the theories proposed by previous research in terms of 

achieving sustainability and commitment from the employees.  This current study also 

addressed the issue of describing the leadership, attitudes, and behaviors that are 

displayed by successful double-bottom-line entrepreneurs.  While the proposed solution 

addressed developing those professional skills in current and future double-bottom-line 

entrepreneurs, the study has practical implications that practitioners can implement.   
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The study for instance, shows that while business capabilities are important, there 

are other factors that contribute to the success of the venture that are very much attributed 

to the double-bottom-line entrepreneur’s leadership skills.  It implies what researchers 

such as Kaiser, Hogan, and Craig (2008) asserted that leadership is one of the variables 

that determined the success of the organization.   The implications to practitioners are 

that there is a need to at least be self-aware of leadership styles.  By being aware of their 

leadership styles, the double-bottom-line entrepreneur can leverage their strengths and be 

mindful of their weaknesses. 

 The second implication is that the study illustrates that social mission and profit 

were not equal objectives in the eyes of the subjects.  The study clearly indicated that 

sustainability of the venture through profits was important.   However, the research 

uncovered that the primary mission of the successful double-bottom-line ventures was the 

social mission.  The way to achieve the social mission was through a sustainable business 

model.  As a result, while the subjects were cognizant in developing management 

practices that embrace paradoxical thinking, the entrepreneur viewed their actions and 

strategies with the view of the social mission as primary importance. 

 Last, this present research uncovered the leaders’ tendencies to positively 

micromanage.  As previously described, the participants in this study were very hands on 

in all aspects of the business.  For instance, they were involved in social media 

campaigns, as well as issues of finance, and field operations.  The implication is that a 

leader’s intense personal involvement to acquire first-hand knowledge of the organization 

may be helpful to the organization’s sustainability.  However, this involvement does not 

necessarily mean that the leaders did not delegate.  Instead, it may have demonstrated to 
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their followers that every aspect of the business is important and provided the leader the 

information required in order to integrate the organization. 

Implications for Future Research 

  The purpose of the study was to identify behavioral characteristics and leadership 

styles of successful double-bottom-line entrepreneurs.  As an ethnographic study, the 

subjects were observed as well as interviewed in order to unearth themes that described 

the group’s behavior.  However, there are future studies that can be conducted to extend 

the research further into double-bottom-line entrepreneurship. 

 First, the study did not compare and contrast the behavior against other social 

entrepreneurs or traditional startup entrepreneurs.  Will there be a commonality across 

these other types of entrepreneurship?  Furthermore, it did not observe double-bottom-

line entrepreneurs who have not yet achieved success.  Will there also be commonalities 

in behavior across the entire sub-group of entrepreneurs?   

 Second, the study did not address the impact of the employees or followers in the 

venture to the firm’s success.  Issues such as employee engagement and the impact of the 

level of engagement to the success of the venture were not observed.  In addition, does 

employee engagement increase because of the behaviors and leadership styles of the 

founders?   

 Finally, this research merely scratches the surface on the phenomena of double-

bottom-line entrepreneurship.  As evidenced by the literature, there still are very few 

theories about the topic.  Further research needs to be done regarding all aspects of the 

entrepreneurial endeavor including venture formation, organization, and management 

theory.  
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Researcher’s Personal Reflection  

My desire to uncover the leadership behaviors of successful double-bottom-line 

entrepreneurs was result of both my participation in the practice of double-bottom-line 

entrepreneurship and as a desire to transform into a better leader.  As a traditional 

entrepreneur, I was able to build and sell several technology companies. That success 

allowed me to pursue a long held passion to address the lack of access to medical care in 

poorer communities in the Philippines, Timor Leste, and Myanmar through enabling 

technology.  However, I intuited that many of my skills and previous leadership were 

perhaps non transferrable to complicated social ventures where there was not only a need 

to work with governments but also develop a business model that was not dependent on 

charity.  As a result, I decided to investigate by learning from others not only what skills 

were required but also what professional skills I needed to transform into a more suitable 

leader for the venture. 

 What I learned from my research was the understanding that leadership was 

about becoming a man “for and with others”, which meant that I would lead not for my 

own gain, but for others, especially those who are less fortunate. It also meant to me that 

leadership and discernment requires that I work for the common good, not just the good 

of my shareholders. Philosophers, politicians, religious organizations, and today’s leaders 

struggle to define what it means to look out for the common good. In the business world, 

caring for the common good is a radical idea that can be defined by putting less emphasis 

on individual contribution and more focus on building collaborating systems, and work 

environments where we can all depend on and work in a manner that benefits not only the 

organization but the community.  
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This present research introduced me to the possibility that building collaborating 

systems required meta-skills that can be developed.  For instance, the ability to think 

paradoxically and the practice of integrating processes was something that could be 

learned.  Additionally, positive micromanagement by being intensely passionate and 

interested in every aspect of the business was a behavior that could be modified. 

The research has also challenged my own leadership style and led to 

understanding and developing my strengths as a servant leader.  Strengthening my 

servant leadership was accomplished because the research expanded my definition of 

leadership. I renewed my view of leadership as getting others to want to do something a 

leader believes they should do. Central to that definition is that a leader must be able to 

effect sustainable change in an organization. I’ve expanded that definition as enabling 

others to act collaboratively through trust developed by the leader who models 

acceptance, intense commitment to the organization, the respect of human dignity, and by 

living core ethical values.  The findings in the research for instance illustrated how a 

servant leader serves the mission, values, and ideas of the organization by making self-

interests unimportant to the organization.  

Summary of the Study 

 The research conducted in this study focused entirely on leadership and 

behavioral characteristics of success double-bottom-line entrepreneurs.  The study was 

conducted using an ethnographic qualitative methodology as this writer felt that double-

bottom-line entrepreneurship was a distinct genus of entrepreneurial activity and that this 

subgroup of entrepreneurs needed to be observed in order to describe leadership and 

behavioral themes that may be common to the group.  The aim of the study was to use the 
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findings of the study in order to develop and train future and current double-bottom-line 

entrepreneurs who felt the calling to solve social problem using for-profit commercial 

means.   

 The literature on double-bottom-line entrepreneurship is still emerging.  Much of 

the literature is geared to explaining the phenomena and trying to define the practice 

under the umbrella of psychology, and management.  The emerging literature also 

addresses characteristics and behavioral traits of double-bottom-line entrepreneurs, In 

addition, there is a body of literature that seeks to explore the need to develop curriculum 

for MBA and university programs in order to address the growing popularity of the field.  

Where this research differs, however, is the focus on understanding characteristics of 

success that are not necessarily capabilities-based.   

 The research uncovered seven themes that fall under the categories of leadership, 

values, and behavioral traits.  These themes are expressed as 1.) determination despite 

challenges and self-doubt. 2.) self-aware, authentic and servant leaders. 3.) the courage to 

take risks while being open with the employees about those risks, 4.) began with the 

social issue and developed the business model to solve that issue, 5.) they micromanaged, 

6.) they embraced paradoxical thinking, and 7.) they achieved goals by developing 

common practices across the organization.  The findings suggest that these themes are 

generally competency-based but behavioral and leadership themes that can be 

characterized as professional skills. 

 As a result of the findings, the author proposes the need to develop professional 

education curriculum and training.  The training proposed needs to be flexible to 

accommodate the market dynamics of a rapidly emerging field.  In addition, the proposed 
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solution needs to be supplemented by an active mentorship program.  Last, the solution 

recommended includes the development of an online community to allow the 

practitioners to share knowledge, issues, and experiences with others in the emerging 

field. 

 The field of social entrepreneurship requires additional study both as a discipline 

and in developing an educational approach.  It is clear that academia needs to be the 

central player in developing new approaches to educating and training the social 

entrepreneur.  Business, government, nonprofits and investors need to collaborate with 

academia to find best practices that are flexible enough to meet the diverse needs of the 

entrepreneur and the field where the entrepreneur seeks to innovate. Ultimately, the 

approaches to training the future leaders of these ventures need the same innovation, 

resourcefulness, and determination that is required of the social entrepreneur. 
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