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Foreword

The dramatic expansion of research on business creation over the past three decades 
reflects the recognition of its critical role in economic growth and adaptation. This 
has been accompanied by greater attention from policy makers seeking to facilitate 
business creation. They often try to improve the preparation of potential entrepre-
neurs and the context in which they implement new firms.

Entrepreneurial success involves assessments of opportunities and developing 
appropriate strategies. Established businesses are more effective when they identify 
and plan for changes in their political, economic, and competitive contexts—the 
focus of strategic planning. Both emerging and established businesses are more suc-
cessful when they focus on and systematically evaluate future opportunities. The 
major differences are in the resources and assets available for implementing a new 
venture.

While relatively recent, research on the interface and overlap of entrepreneurial 
strategies and corporate future planning has drawn considerable attention from dif-
ferent scholarly communities. Published output continues to grow and the scope has 
expanded. An overview of the current status of strategic entrepreneurship research 
will be of service to those emphasizing this important feature of the entrepreneurial 
process. This overview makes an important contribution in this regard.

Steamboat Springs, CO, USA Paul Davidson Reynolds
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An Introduction to Strategic 
Entrepreneurship: Perspectives 
on the Dynamics, Theories, and Practices

Nezameddin Faghih  and Amir Forouharfar 

Abstract This edited volume on strategic entrepreneurship embraces well-timed 
topics as diverse as a proposed contextual strategic entrepreneurship model of 
development, the fourth industrial revolution and HRM, the informal enterprises, 
under-theorized aspects of social entrepreneurship strategies, the concept of time in 
strategy formulation, corporate entrepreneurship strategy and internationalization, 
complexity theory and its application to entrepreneurship and administration, stra-
tegic usage of crowdfunding platforms in modern businesses, technology-based 
entrepreneurship, strategic views to the current turbulent markets, women-led entre-
preneurial firms and finally strategic entrepreneurial succession for family busi-
nesses. Through each single topic the authors, who are experts in the theme they 
picked, have tried to unfold an emerging aspect in strategic entrepreneurship which 
could benefit not only the academic readers but also the entrepreneurship practitio-
ners on the ground.
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Entrepreneurship has been identified, associated, and conjugated with creative 
destruction, risk, economic change, and reward. Yet strategic entrepreneurship, con-
sidered as the intersection of strategy and entrepreneurship, a balance of advantage- 
seeking and opportunity-seeking behavior, a coalition of exploitation and 
exploration; can potentially represent a more systemic and structured approach to 
entrepreneurial activities. Nevertheless, the evolving nature, the essence, and 
description of this construct, within the conceptual, theoretical, and practical per-
spectives, raise question regarding the underlying elements of strategic entrepre-
neurship. Fundamentally, however, strategic entrepreneurship analyses involve a 
combination of distinct entrepreneurial actions (with a focus on opportunity) and 
actions creating competitive advantage (with an essence of strategic management). 
Consequently, the complementary arguments between entrepreneurs and strategic 
management have led to the emergence, development, education, and research in 
strategic entrepreneurship (Hawley, 1901; Knight, 1921; Schumpeter, 1934; 
McClelland, 1962; Lumpkin & Dess, 1996; Hitt et al., 2001a, b; Ireland et al., 2001; 
Hitt et al., 2017; Meyer et al., 2002; Ireland et al., 2003; Ireland & Webb, 2007; 
Luke, 2009; Ibrahim et al., 2016; Westgren & Wuebker, 2019; Hughes et al., 2020).

Contradiction, complexity, chaos, and change characterize the twenty-first cen-
tury entrepreneurship and business dynamics, identified by competition, risk, unpre-
dictability, and innovative managerial mindsets, which have a dominant influence 
on firm success in this century. In such environmental instability, markets tend to 
exhibit growing, competitive, complex, uncertain, unpredictable, chaotic, and tur-
bulent dynamics, attributed to open systems (with input/output interactions and 
interchanges in the form of information, material, or energy) sensitive to initial 
conditions. Within such competitive environments, markets undergo permanent 
change and evolution, with increased risk, unpredictability, and turbulence, demand-
ing innovative management, in conjunction with entrepreneurial mindsets (Bettis & 
Hitt, 1995; Faghih, 2000; Hitt & Reed, 2000; Hitt et al., 2001a, b; Ireland et al., 
2001; Hitt et al., 2017; Faghih, 2003; Faghih, 2005; Kuratko & Audretsch, 2009; 
Kuratko & Audretsch, 2013; Coccia, 2019).

Nevertheless, entrepreneurial activities, referred to as opportunity-seeking pro-
cesses, have traditionally been identified, associated, and integrated with innova-
tion, risk and returns, which particularly involve with dynamic, competitive and 
environments (Hawley, 1901; Knight, 1921; Schumpeter, 1934; Schumpeter, 1954; 
Miller, 1983; Schendel & Hitt, 2007; Luke, 2009).

However, since the mid-1980s, researchers explored entrepreneurship as a part-
ner for strategy and began to examine a new structured approach to entrepreneur-
ship research by combining and convolving entrepreneurship and strategy. 
Especially, noting that strategy and strategic management involve with competitive 
advantage and value creation, it could also represent a natural relationship and an 
important balance for entrepreneurship. Thus, debates, attentions and arguments 
also turned to associated economic benefits of entrepreneurship, and that strategic 
entrepreneurship is the convolution of entrepreneurial and strategic perspectives to 
create wealth (Storey, 1994; Davis et al., 1996; Dess et al., 1997; Hitt et al., 2001a, 
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b; Venkataraman & Sarasvathy, 2001; Schendel & Hitt, 2007; Luke, 2009; Ibrahim 
et al., 2016).

The book, divided into three parts, consists of 14 chapters, including this intro-
ductory chapter.

Part I contains three chapters devoted to strategic entrepreneurship dynamics and 
mechanisms. The first chapter in this part of the book develops a taxonomy of eco-
nomic development ranking within the Group of Seven (G7) economies and pro-
poses a strategic entrepreneurship model of development. Today, strategic 
entrepreneurship has been purposefully solidifying the entrepreneurial activities in 
each industry to obtain sustainable development. The strategic management phi-
losophy can be applied to the nexus of entrepreneurship, innovation, and economy 
to foster development and competitiveness in the entrepreneurial sector. Also, the 
pivotal elements of the strategic management model can be replicated with the criti-
cal components of entrepreneurship along with the integration of indices of innova-
tion and economy. Performing a development analysis during such replication 
modeling allows us to understand and anticipate economic behaviors with the final 
aim of implementing competitive strategies for a robust economy. The primary 
objective of this chapter is to introduce a strategic entrepreneurship theoretical 
model with the use of taxonomic analysis to rank the Group of Seven (G7) econo-
mies regarding their development factors. The main data consist of two indicators 
from Global Entrepreneurship Monitor (GEM)—physical infrastructure and inter-
nal market dynamics—and four indices from Global Innovation Index (GII)—infra-
structure, market sophistication, business sophistication, and creative goods and 
services. The methodology includes performing a numerical taxonomy on the GEM 
indicators and GII indices to calculate a development factor for each G7 economy. 
The results consist of development ranking of the G7 economies, from 2015 to 
2019, in two separate cases: one set of results without the consideration of GDP in 
the taxonomic analysis stages, and another set of results with the consideration of 
GDP. The strategic entrepreneurship framework demonstrated in this study suggests 
strategic choices that policymakers, business executives, and stakeholders in inno-
vative technologies, can make to achieve and maintain a top-notch competitive 
advantage.

The impact of the Fourth Industrial Revolution and big data on human resources 
is also studied by considering it in Italian companies. The Fourth Industrial 
Revolution poses new challenges and increasing market competition for human 
resources required with new skills. This chapter examines the impact of big data on 
human resources in many companies and some universities in Italy. In this research, 
companies are divided into two main groups, i.e., leading companies that use or 
produce big data and analytics, and ICT (Information and Communications 
Technology) companies that offer services related to big data. Through interviews 
and questionnaires, the research attempts to identify certain challenges faced by 
companies and territorial strategies required to improve the skills and retain their 
human resources. This includes the need to channel and adequately blend tacit 
knowledge with the new codified knowledge born out of the enabling technologies, 

An Introduction to Strategic Entrepreneurship: Perspectives on the Dynamics, Theories…
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to increase employee loyalty and membership toward the company to minimize 
attrition to competition.

Moreover, the logic of production in the informal enterprises and its implications 
for the public policy is studied by presenting the case of Bolivia. The informal sec-
tor has been the subject of research and study of economic science for more than 
five decades. In this sense, the logic of production of informal companies has been 
a subject of wide discussion due to the structure of productive heterogeneity in 
developing countries. Accordingly, the chapter investigates the production logic of 
informal companies, differentiating it from the production logic of traditional capi-
talist companies. According to this, a different form of production emerges against 
the capitalist one whose main objective is not the accumulation of capital, but the 
satisfaction of basic needs and recognition of members in the informal productive 
unit; thus, showing itself as an antithesis of conventional capitalist accumulation 
logic. To achieve this objective, the chapter addresses the case of informal com-
merce and service companies in Bolivia, a country characterized by a strong pres-
ence of informal sector in its economy.

Part II consists of five chapters focusing on strategic entrepreneurship concepts 
and theories. It begins by considering a metaphorical approach to the fundamental 
grounds in strategic timing, which is a contribution to the ontological perception, 
axiological evaluation, and epistemological classification of timing in strategic 
management. Thus, the first chapter of this part of the book focuses on addressing 
the fundamental grounds of strategic timing. Since timing is the result of our cogni-
tive faculty, the chapter uses cognitive metaphors with a philosophical approach to 
discuss the ontology (being), epistemology (knowledge) and axiology (evaluation) 
of strategic timing as its objectives. The ontologically cognitive perception of time 
provides the necessary grounds to attribute contextual, contingent, comparative, 
directional, futuristic, optimal, progressive, and perspectival characteristics to stra-
tegic timing. Moreover, the epistemological discussions of strategic timing with the 
intention to provide a solid classification for strategic timing led to the 5P’s of stra-
tegic timing: predictive timing, preventative timing, preemptive timing, proactive 
timing, and promotive timing. All the 5P’s have an early but a futuristic orientation 
since all of them try to respond to the strategic time contingencies in advance; that 
is, before its emergence on the ground. Additionally, the chapter analyzes and 
unfolds the axiological methods of strategists for evaluating the most optimal and 
fittest timing under either intuitionist or positivist approaches of timing evaluation. 
Finally, the chapter ends with the recommendation of a Strategic Timekeeping 
System (STS), analogous to the scientifically proved mechanism of the brain, for the 
timekeeping to benefit the pluralist and all-embracing knowledge of competent 
organizational strategists from different strategic backgrounds, contexts, and exper-
tise to be able to deal with not only ever-changing but also uncertainty-stricken 
temporal issues of the strategic management in our time. The intention behind STS 
is organizing the collective endeavor of the strategists within all the departments of 
an organization to acquire an insightful synergism that potentially leads to a com-
petitive timing with the highest harmony, adaptability, and decisiveness, which 
could result in a maximum strategic timeliness, flexibility, and swiftness, respectively.

N. Faghih and A. Forouharfar
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Additionally, going on a quest for social and humane intentions within strategic 
entrepreneurship is approached by a systematic literature review, in the second 
chapter of this part of the book. It proposes a systematic literature review of Strategic 
Entrepreneurship (SE), aiming to improve the existing understanding of the issue, 
with reference both to the development of the notion over the time and the way it 
relates to other fields of study, like Social and Humane Entrepreneurship. For this 
investigation, Scopus and Web of Science (WoS) are used as databases. Then 183 
articles (93 full papers and 90 abstracts) are finally selected and examined according 
to the following analytical categories: (1) Years in which the articles were pub-
lished; (2) Countries where authors have published research on strategic entrepre-
neurship; (3) Journals in which authors have published their research; and (4) Type 
of adopted methodology. A thematic analysis of the literature is subsequently per-
formed in order to answer the following research questions: How has the concept of 
SE evolved since its first appearance in management research? In what areas of 
knowledge was SE more extensively investigated so far? How does SE relate to 
other concepts like Social and Humane Entrepreneurship? However, according to 
the research findings, a growing interest in strategic entrepreneurship has been 
developing for the last 20 years, especially with reference to the two main areas of 
knowledge: Innovation and Knowledge Spillover. By contrast, SE was never exam-
ined in the field of humanistic management, and never referred to firms’ simultane-
ous pursuing of both economic and social aims. In order to fill the existing gap, an 
integrative framework for further research is finally proposed.

Moreover, in the next chapter, Corporate Entrepreneurship Strategy and 
Internationalization is also approached by a literature review. It is to be noted that in 
recent years, the number of research papers concerning entrepreneurial activities 
carried out by organizations and companies has notably increased. In many cases, 
this rising interest has been associated with studying organizational performance 
based on the elements of the Corporate Entrepreneurship Strategy (CES). This has 
not been the case, however, in the field of internationalization processes. The pur-
pose of this chapter is to analyze the specific impact of CES internal elements on the 
outcomes of these internationalization processes. The most relevant papers on this 
topic are examined based on a systematic literature review. The positive effect of 
these elements on the internationalization outcomes of the organizations is shown.

Furthermore, the fourth chapter of this part of the book considers a crucial ele-
ment of social entrepreneurship strategy by defining, measuring, and developing 
social entrepreneurship skills. In this theoretical and conceptual chapter, it is 
attempted to answer the questions: What are the essential skills of social entrepre-
neurship? How can these skills be measured in a way that permits them to be devel-
oped? How can the answers to these two questions be used to develop successful 
social entrepreneurs? The chapter posits a conceptual framework for developing 
social entrepreneurship skills, identifies the skills that must be developed, and offers 
a tool for guiding the development process through a clinical skills assessment. It 
concludes by discussing the implications of this approach for social entrepreneur-
ship development/education and strategy.

An Introduction to Strategic Entrepreneurship: Perspectives on the Dynamics, Theories…
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How strategic entrepreneurship benefits public administration is analyzed with a 
potential application of complexity theory, in the next chapter. Sustainable develop-
ment is a tool to build shared prosperity for today and future societies. This chapter 
studies the correlation between features of public administration and sustainable 
development. The aim is to outline the role of strategic entrepreneurship in public 
administration through the lens of complexity theory from a critical perspective. 
From the perspective of the epistemological dimension of complexity, the multiple 
linear regression (MLR) analysis is used to assess the correlation between three 
features of public administration (effectiveness, accountability, and inclusiveness) 
and levels of prosperity delivered in 102 selected countries, as well as their correla-
tion with entrepreneurship. Based on the findings, effectiveness and accountability 
are of great importance, and strategic entrepreneurship appears as an emergent 
attractor characterizing how an administration works to build up prosperity. The 
results will help public policymakers and planners build sustainable capacity to 
improve public administration performance and facilitate the path of prosperity for 
societies.

Part III includes five chapters pertinent to strategic entrepreneurship practices. It 
begins by exploring the strategic entrepreneurship pitching on crowdfunding plat-
forms, with a traction toward emerging advanced technologies. The emerging tech-
nologies such as virtual reality, artificial intelligence, machine learning, 5G, 
Internet-of-Things (IoT), and other technological advancements are drastically 
shaping different industries, including entrepreneurs and their businesses, as well as 
the investors of entrepreneurial firms. Consequently, a growing number of entrepre-
neurs have incorporated these technological advancements, i.e., advanced technolo-
gies, in their start-up ventures seeking investment from crowdfunding platforms. 
Due to the complex and emerging nature of these advanced technologies, little is 
known about whether involving these latest technology transformations in a crowd-
funding project could create a strategic advantage over other projects in their con-
versations about funding acquisition with the general public. Through the empirical 
analyses of project descriptions and success rate from the data of two leading 
crowdfunding platforms, this chapter analyzes the strategic importance of high-
lighting a single or multiple trendy topics on the funding outcomes—both the 
amount of funding pledged and the additional resources pledged to a project. The 
results suggest that crowdfunding projects featuring a trendy technology transfor-
mation are likely to achieve more funding, thus a better success rate of the project 
proposal, compared to the non-trendy projects. Such findings expand the current 
theoretical understanding on technological crowdfunding and provide strategic 
implications for the entrepreneurs in term of the composition of their fundraising 
conversations.

Besides, the relationship between technology-based entrepreneurship, venture 
inception, entrepreneurial background, and aspirations are studied in the next chap-
ter. Technology-based entrepreneurship has been studied from a range of perspec-
tives. However, this research area still needs further development. This chapter 
conducts qualitative analysis of seven cases of start-ups in the Spanish entrepre-
neurial ecosystem. To do so, it conducts semi-open interviews, the information from 
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which is contrasted with data from the venture’s website in order to triangulate the 
information. The chapter aims to detect relationships between the background and 
aspirations of entrepreneurs and the inception type of their ventures. Here, inception 
type refers to the system or structure within which an entrepreneur chooses to 
develop a venture. The results show that novice entrepreneurs accumulate a strong 
industry background but lack entrepreneurial experience and business knowledge. 
Hence, they usually choose to nurture their ventures within a business ecosystem. 
By contrast, habitual entrepreneurs already have entrepreneurial experience in the 
sector, so they fit more closely with the theoretical concept of the ‘garage’ or lone 
entrepreneur.

Moreover, critical innovation strategies for achieving competitive strategic entre-
preneurship, in ever-increasing turbulent markets, is examined in the third chapter 
of this part of the book. Strategic entrepreneurship is an activity that enables the 
firm to take advantage of important opportunities or to cope with consequential 
environmental threats. Innovation is one of the critical elements of strategic entre-
preneurship that supports strategies of firms to achieve and/or sustain competitive 
advantage in turbulent markets. This contribution presents different innovation 
strategies for strategic entrepreneurship to increase and/or sustain competitiveness 
and performance of firms in markets, and also how strategic entrepreneurship could 
be accompanied by crisis management.

The fourth chapter of this part of the book explores growth loops from percep-
tions of growth to motivations for growth, in high-growth women-led entrepreneur-
ial firms. The growth of a firm depends on its adaptability (Barringer et al., 2005), 
or, in other words, on the evolution of its business model and its capacity to generate 
a flow, if not of innovations, then at least of innovative suggestions shared through-
out the employee corpus (Foss & Saebi, 2017). Amongst the factors at the origin of 
this flux, it should be mentioned in particular, the entrepreneurs’ regulatory role, 
and interactions between the head of the firm and employees based on the way in 
which they steer the company (Redien-Collot & Radu, 2014; Fust et al., 2018). The 
entrepreneurs’ growing cognitive skills in applying performance monitoring sys-
tems is rarely questioned. The study reported in this chapter concludes that, for a 
significant sample of women founders and heads of high-growth firms, there are 
three steering options generating three types of fairly remarkable swathes of innova-
tive propositions on the part of employees. Two of these steering models present 
fairly radical sociocognitive breaks with traditional models. In view of these results, 
it is impossible to see female leadership as a single (repressed) alternative to mas-
culine models of entrepreneurial success. Women entrepreneurial emancipation has 
several implications in the understanding of the strategic deployment of their firms. 
This chapter explores how the spirit of emancipation drives women’s entrepreneur-
ship, including their strategic choices and the freedom to innovate experienced by 
their employees (Rindova et al., 2009).

Furthermore, rethinking strategic entrepreneurial succession and unfolding hid-
den aspects of the entrepreneurial families’ iceberg constitute the theme of the next 
chapter, which elaborates on the metamorphosis from the traditional family enter-
prise to the strategically innovative family enterprise. The shift from a traditional 
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understanding of succession to a more innovative way of understanding succession 
is also addressed in this chapter. Succession is not analyzed from a rational, con-
scious, and objective perspective, but rather from an innovative, reflective, open, 
and creative one. The chapter concludes with a recommendation to rethink the 
widely adopted iceberg analogy used in understanding the perceivable and hidden 
processes in succession. The strategically innovative thinker in an era of new 
Renaissance, who places the individual person at the forefront embracing creative 
ignorance, flips the traditional iceberg bringing all that is not visible to the forefront, 
placing human beings and the family sub-system at the center of comprehension 
and knowledge.

Finally, circa 2380 years ago, Xenophon (b. ca. 430-25 b.c.e., d. after 356), the 
Athenian writer, military leader, and strategist, in his book Cyropaedia, a semi- 
fictional biography of Cyrus the Great (559–29 b.c.e.), founder of the Achaemenid 
empire, sketching a dialogue between Cambyses—the father—and Cyrus—the 
son—on the topic that “tactics and maneuvers and drill were only a small part of all 
that is implied in generalship” wrote: “And pray what will be the use of tactics to an 
army without supplies, without health, without discipline, without knowledge of 
those arts and inventions that are of use in war?” (Xenophon—Book I—Sect. 14). 
Strategy in any context, either military or organizational, which is the topic of this 
edited volume, needs to be exerted and accompanied with other prerequisites; oth-
erwise it falls short and ends in catastrophe or fiasco. Strategy, among others, 
requires insight, knowledge, supplies, discipline, vision and sensible tactical moves 
in any scenarios. Although it is a large-scale goal-oriented roadmap for acquiring a 
particular goal, it calls for a prior condition and its true understanding, which inher-
ently stem from the rigorous study of the strategic dynamics, theories, practices and 
contexts in order to either form or construct them, or at least to learn our weaknesses 
vs. strengths, our threats vs. opportunities and ultimately formulating the fittest 
strategy upon (Xenophon, cr. 370 BC/ 1914; Mazzei, 2018).

It is hoped that this book, presenting perspectives on the dynamics, theories, and 
practices of strategic entrepreneurship, is appealing to a wide spectrum of global 
audience and academics and can provide a useful reference work in strategic entre-
preneurship education and research. Academics, researchers, and scholars, who 
teach and conduct research in strategic entrepreneurship, have contributed chapters 
and addressed the most recent issues in this field. Thus, it is also hoped that the book 
can provide creative discussions and align well with scholarly and intellectual inter-
ests in strategic entrepreneurship.

It should also be noted that facts, information, opinions, views, findings, conclu-
sions, comments, positions and strategies expressed by the contributors and chapter 
authors are theirs alone, and do not necessarily reflect the views, opinions, positions 
or strategies of the editors of this contributed volume, and do not constitute endorse-
ment or approval by the editors. Authors and contributors are responsible for their 
citing of sources and the accuracy of their references and bibliographies. The edi-
tors of this book cannot be held responsible for any errors or for any consequences 
arising from the use of the information contained in the chapters or any lacks or 
possible violations of third parties’ rights. Although every effort is made by the 
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editors to see that no inaccurate or misleading data, opinion or statements appear in 
this contributed volume, the data, their use and interpretations, and opinions appear-
ing in the chapters are the sole responsibility of the authors and contributors con-
cerned. The editors accept no liability whatsoever for the consequences of any such 
inaccurate or misleading data, information, opinion, or statements.
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Economic Development at G7 Country 
Level: Taxonomy of Economic 
Development Ranking and Proposition 
of a Strategic Entrepreneurship Model 
of Development

Nezameddin Faghih , Parsa Bandamiri, and Mahshid Sazegar

Abstract Today, strategic entrepreneurship has been purposefully solidifying the 
entrepreneurial activities in each industry to obtain sustainable development. The 
strategic management philosophy can be applied to the nexus of entrepreneurship, 
innovation, and economy to foster development and competitiveness in the entre-
preneurial sector. Also, the pivotal elements of the strategic management model can 
be replicated with the critical components of entrepreneurship along with the inte-
gration of indices of innovation and economy. Performing a development analysis 
during such replication modeling allows us to understand and anticipate economic 
behaviors with the final aim of implementing competitive strategies for a robust 
economy. The primary objective of this chapter is to introduce a strategic entrepre-
neurship theoretical model with the use of taxonomic analysis to rank the Group of 
Seven (G7) countries regarding their development factors. The main data consist of 
two indicators from Global Entrepreneurship Monitor (GEM)—physical infrastruc-
ture and internal market dynamics—and four indices from Global Innovation Index 
(GII)—infrastructure, market sophistication, business sophistication, and creative 
goods and services. The methodology includes performing a numerical taxonomy 
on the GEM indicators and GII indices to calculate a development factor for each 
G7 economy. The results consist of development ranking of the G7 economies, from 
2015 to 2019, in two separate cases: one set of results without the consideration of 
GDP in the taxonomic analysis stages, and another set of results with the consider-
ation of GDP. The strategic entrepreneurship framework demonstrated in this study 
suggests strategic choices that policymakers, business executives, and stakeholders 
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in innovative technologies, can make to achieve and maintain a top-notch competi-
tive advantage.

Keywords Taxonomy · Entrepreneurship · Innovation · Economy · Global 
Entrepreneurship Monitor (GEM) · Global Innovation Index (GII) · World 
Economic Forum (WEF) · Group of Seven (G7)

1  Introduction

With rapid advancements in business technology and its automation during the 
2010s, economic development and its assessment and ranking are vital annual stra-
tegic objectives for any country which has set massive-scale economic goals. With 
respect to economic development, entrepreneurship and its contemplative manage-
ment give the impetus to the current global governance systems for accomplishing 
a successful economic model. Evidence supports that entrepreneurial activities of a 
country are closely tied to its innovational capacities and economic growth to impact 
its development process. In addition, amalgamating the inner strategies of entrepre-
neurship, innovation, and economy of any comprehensive establishment such as a 
country leads us to its history of economic development which can be tracked and 
analyzed with the purpose of managing the current set of facilities and systems serv-
ing a nation. The introduction of development programs with the utility of theories 
and models usually yields economic growth, increase in public welfare, 
infrastructure- based development, systematic and long-term government invest-
ments in transportation, housing, education, poverty alleviation, and other socio- 
economic indicators. Therefore, development programs generally facilitate the 
utilization of effective and efficient strategies in the fields of entrepreneurship and 
strategic management.

There are two major approaches to economic development: either the Keynesian 
economics with the presumption for the highest intervention of government in the 
public economy, or the neoclassical economics which, in contrary, condemns the 
excessive governmental interventionism policies in the public economy (Crotty, 
1992; Gordon, 1992; Wolff and Resnick, 2012). The Keynesians believe that more 
job creation and provision of goods and services in emerging or unsaturated mar-
kets, which have had not responded or ill-responded to the customers’ demands, 
spur the economic growth (Cogan et al., 2010). On the other hand, the neoclassical 
standpoint refuses to condone the disturbance within the free market caused by the 
involvement of government forces through laissez-faire activities; for example, 
abstention by governments from interfering in the workings of the free market 
(Henry, 2008). As entrepreneurship concentrates on creating more jobs and requir-
ing people to work freely, this chapter advocates the neoclassical point of view due 
to studying the G7 as a developed group of countries. The previous literature majorly 
acclaims the Keynesian perspective especially regarding periods of time when the 
economy is crashing and attempting to survive a financial crisis (Leijonhufvud, 
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2009). However, the G7 spent a healthy economy during the five-year period that 
their data was scrutinized throughout this study. Thus, governments and policymak-
ers favor the economic development perpetuation by avoiding unnecessary intercep-
tion of the entrepreneurial activities within the market. In the discussion section of 
this chapter, we will further continue on why the neoclassical approach outweighs 
the Keynesian approach.

Much research has been done to combine specific aspects of strategic manage-
ment and entrepreneurship, thus, a new concept called strategic entrepreneurship 
has emerged. However, to date, different terms and explanations related to strategic 
entrepreneurship have resulted from many studies. We will first provide a literature 
review on the concepts intended for the goal of this chapter. The literature review 
starts with the history of strategic entrepreneurship and a few theories that have 
been published so far. Then, we will describe the significance of the relationship 
between entrepreneurship, innovation, and the economy. Eventually, with the help 
of the theories and models that have emerged from previous literature, a theoretical 
model regarding strategic entrepreneurship is introduced in the methodology 
section.

2  Literature Review

Strategic entrepreneurship is a relatively recent concept which is constantly per-
ceived as theology in need of a balance between its strategic management side and 
its entrepreneurial side (Kyrgidou and Hughes, 2010). Each of these two compo-
nents has its own sublayer which forms the definition they have today. The introduc-
tion of strategic entrepreneurship is the result of a unique research conference in 
Germany where some of the world’s most famous researchers came together to 
explore this concept in depth. They called the combination of strategic management 
and entrepreneurship, strategic entrepreneurship, and examined different perspec-
tives on strategic entrepreneurship (Van Stel et al., 2005; Kuratko and Audretsch, 
2009; Hitt et al., 2009; Hitt and Duane, 2017).

Strategic management is equally necessary in order to achieve a competitive 
advantage that can be used for differentiation. The strategic management process 
guides an organization to ensure its continued growth and modernization, as well as 
providing a basic framework for developing and implementing strategies to ensure 
that an organization continues to operate effectively (Kaplan, 2001). One of the 
basic components of strategic management is SWOT development programs 
(strengths, weaknesses, opportunities and threats). This process is very dynamic and 
enables companies to ensure long-term competition and efficiency. Also, the exter-
nal and internal analyses of the organizations are assessed by SWOT analysis 
(Thompson et al., 2007). Strategic management fulfills the strategic implementation 
by vision, mission, and objectives with the addition of the external and internal 
analysis for an organization. Implementation plans the creation of strategic choice. 
An organization’s efforts are strategically implemented when it aligns with its 
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strategic choices (Barney and Hesterly, 2006). Eventually, all the process of strate-
gic management becomes the procurement of strategic competition. Strategic man-
agement, based on the actual action of management, is progressively an effect on 
the creation of societies in modern industrial, economies novel to the society (Hitt 
and Duane, 2017).

In the same way SWOT helps the strategic management model to reach strategic 
choice toward the final purpose which is a competitive advantage, a high validity 
can be given to the model of strategic entrepreneurship which is updated from the 
strategic management model. We have come up with a novel strategic entrepreneur-
ship model, a function of several inputs and outputs. The inputs are entrepreneur-
ship, innovation, and the economy. The analysis function is a numerical taxonomy 
to calculate development factors and the outputs are strategic entrepreneurship 
choice, strategic entrepreneurship implementation, and entrepreneurial competitive 
advantage. Before proposing our strategic entrepreneurship model, have provided a 
literature review on the intertwining of our model’s inputs: entrepreneurship, inno-
vation, and economy.

Moreover, entrepreneurship is among the most crucial solutions or pathways to 
promote a society toward innovation and economic growth (Mcfadzean et al., 2005; 
Mueller, 2007; Naudé, 2011; Wong et  al., 2005). Also, societies with well- 
established economic buildouts showing high interest in the improvement of their 
innovation intend to explore the most in entrepreneurship (Bosma et  al., 2018; 
Doran et al., 2018). A prominent pioneer in the field of entrepreneurship, Joseph 
Schumpeter, proposes the notion that countries advance economically through cre-
ative destruction, where new businesses displace the old businesses through creative 
innovation (Schumpeter 1942). Schumpeter’s works—as one of the greatest econo-
mists of the twentieth century (Kessler, 1961; Morgenstern, 1951)—has been unde-
niably key in understanding the heart of entrepreneurship and innovation relative to 
the existing capitalism in the world. However, more recent works by Audretsch 
et al. (2006) suggest that the millennial generation needs to focus on creative con-
struction rather than attempting to expel older businesses. It is in the nature of entre-
preneurship and innovation to connect the missing link between the new knowledge 
of recent start-ups and old experience or knowledge of older businesses for continu-
ous progress in a country’s economic performance (Acs et al., 2008). Also, entre-
preneurship and innovation have an overlapping context where both are constantly 
under the scope of sociologists, psychologists, economics experts, and politicians 
(Baumol, 1990). Economic opportunities of all nations are enormously dependent 
on the extent of entrepreneurship and innovation that is employed within their com-
munities (Nijkamp, 2010). Thus, with the same level of vitality, researchers con-
tinuously study the areas where entrepreneurship and innovation converge, as well 
as, their conducive effect on the world’s economy.

The extent of surveys and literature on linking entrepreneurship, innovation, and 
economic growth altogether is endlessly broad. Wennekers and Thurik (1999) per-
ceive that entrepreneurship consists of a spectrum of micro to macro dimensions—
individual to aggregate level—with the genuine motive of advancing an economy. 
Innovation role-plays a catalyst from micro to macro levels in order to speed up and 
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strengthen the relationship between entrepreneurship and economic growth 
(Audretsch and Thurik 2001). Entrepreneurship could embrace different types and 
levels of benefits with itself; personal wealth, power, and reputation at the micro-
level (Baumol, 1990), and/or advantageous contributions to the national income at 
the macro-level (Murphy et  al. 1991), and/or non-beneficial activities with the 
intentions to ameliorate living standards of a community (Benz, 2006). Additionally, 
according to Śledzik (2013), the bridge between entrepreneurship and innovation 
strengthens the fundamental frames on which a country’s economy relies, and any 
turbulence pruning a society’s entrepreneurial and innovative activities sinks down 
its economic worth as well.

Despite the vast literature advocating the innovation’s merits within a society, 
innovation is able to on certain occasions leave damaging effects on society 
(Davidsson, 2004). This is one of the two recognized social realities of entrepre-
neurship where innovation has little to no use for the sustainment of a self-employed 
entrepreneur. Nevertheless, the focus of this chapter is on the second distinguished 
social reality of entrepreneurship where innovation acts as the central dogma (inno-
vation feeds the entrepreneur and the resulting entrepreneurship feeds back the loop 
of innovation/entrepreneurship) toward the success of an entrepreneur. This is 
defined as the ‘Schumpeterian entrepreneurship’ which is explained further below.

Indeed, many definitions of entrepreneurship have been provided by the various 
sources that have studied entrepreneurship in-depth, nevertheless, Schumpeter’s 
definition of entrepreneurship has been of acceptance for the last century. Schumpeter 
imposes insights on the fact that entrepreneurship is created when a person indulges 
in new combinations against the common old methods that are in use by other peo-
ple (Schumpeter and Opie, 1934). And even Schumpeter floats on the idea that 
entrepreneurs do not necessarily create any original content, but they only conduct 
benefits from their business in a different fashion with greater bonuses (i.e., finan-
cial benefits, societal values, technological advances, etc.) (Schumpeter, 1942). 
These new combinations and formulas being pressed into shape by the entrepre-
neurs are ignited by the innovative capabilities they entail (Schumpeter and 
Opie, 1934).

Moving a century past Schumpeter’s definition of entrepreneurship, Global 
Entrepreneurship Monitor (GEM)1, as a very credible institution of experts in the 
field of entrepreneurship for the last couple of decades, interprets entrepreneurship 
as “any attempt at new business or new venture creation, such as self-employment, 
a new business organization, or the expansion of an existing business, by an indi-
vidual, a team of individuals, or an established business.” New businesses or ven-
tures, being the term used by GEM, are equal to Schumpeter’s definitions of new 
combinations that are formulated by an entrepreneur’s innovation.

The impact of innovation on the development of entrepreneurship is a theme that 
GEM has considered through its annual reports. Nevertheless, when it comes to an 

1 https://www.gemconsortium.org/report.
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isolated analysis of constituents forming innovation, Global Innovation Index (GII)2 
is a well-known entity which provides an annual ranking for the countries based on 
their performance in innovation. GII props the investigation on who finances inno-
vation and how innovation is sustained by the governing powers and organizations. 
In their latest annual report, GII prospers to implement 80 indicators and 7 indices 
to rank the innovation capacity of 131 economies.

The GEM and GII reports are published annually and the 2019 report, for 
instance, of GEM included 50 economies—although more than 100 different coun-
tries, since 1999, have collaborated with GEM. The GII dataset represents 92.5% of 
the world’s population and 97.6% of the world’s GDP (in current US dollars). GEM 
is supervised by Babson3, KEOF4, etc. GII is supervised by Cornell University, the 
World Intellectual Property Organization (WIPO)5, Institut Européen 
d’Administration des Affaires (INSEAD)6, and WEF (World Economic Forum)7, 
which provide relevant details to the performance of many economies in the world.

Global Entrepreneurship Monitor (GEM), Global Innovation Index (GII), and 
World Economic Forum (WEF)—which maintains the world bank data among 
many other financial data—have gathered and examined the statistics on many 
countries’ entrepreneurship, innovation, and economy, respectively. The number of 
countries included in GEM, GII, and WEF reports exceeds more than 50 countries. 
Due to the wide domain of data from 50 countries, we only chose to study the G7 
countries with the purpose of regarding them as an economic epitome for other 
countries. Stam and Van Stel (2011), through the empirical analyses of Global 
Entrepreneurship Monitor (GEM) data, denote that entrepreneurship is non- effective 
for low-income countries and effective for high-income countries; hence, the 
researchers’ work enacts as a reason for selecting the G7’s data as these countries 
stand highest in the global income rankings while they are noticeably impacted by 
the practice of entrepreneurship within their nation. In addition, another factor that 
we considered for selecting the G7 countries to be examined analytically is that the 
GEM data on various indicators is limited regarding many countries and this short-
age of information disrupts the input flow during taxonomy stages which is going to 
be reviewed in our methodology.

The G7 countries consist of Canada, France, Germany, Italy, Japan, the United 
Kingdom, and the United States. The member countries of G7 are taxonomized on 
two indicators derived from GEM data (internal market dynamics and physical 
infrastructure) and four indices derived from GII data (infrastructure, market 

2 https://www.globalinnovationindex.org/about-gii.
3 Babson College, Babson Park, MA, United States Lead Sponsoring Institution and Founding 
Institution.
4 Korea Entrepreneurship Foundation Sponsoring Institution.
5 https://www.wipo.int/global_innovation_index/en/2020/.
6 https://www.insead.edu/.
7 https://www.weforum.org/.

N. Faghih et al.

https://www.globalinnovationindex.org/about-gii
https://www.wipo.int/global_innovation_index/en/2020/
https://www.insead.edu/
https://www.weforum.org/


19

sophistication, business sophistication, and creative goods and services), from 2015 
to 2019.

Therefore, the purpose of this chapter is to provide a ranking for the G7 econo-
mies based on their development factor ‘fi’ that is calculated through the numerical 
taxonomy of the indicators and indices derived from GEM and GII datasets as they 
reflect their entrepreneurship and innovation, respectively. While our work revolves 
around the study of the development factors of G7 nations in the field of economy, 
the analysis has been done in two ways: one with the selected indicators from GII 
indices and GEM indicators, and also another way to be selected from those indices 
and indicators with the addition of the extracted GDP from GII report (sourced from 
WEF) of the G7 countries in the classification analysis. Thus, analysis has been 
done with two modes: a group of selected data from GII and GEM with GDP, and 
another group of selected data without GDP of G7 countries.

Hereby, the intention is to determine if GDP (derived from WEF) influences the 
development factor of each G7 nation and, consequently, the aforementioned rank-
ings of the G7 members.

3  Methodology

Here, we will first introduce a strategic entrepreneurship model that originates from 
the strategic management model. The strategic management process is modeled in 
a way to identify a set of inputs, place them in an analysis function, and formulate 
strategies as your outputs. The inputs within the strategic management model are an 
organization’s current missions, visions, and strategies. The analysis function is a 
SWOT analysis—an analysis of strengths, weaknesses, opportunities, and threats; 
with the help of the SWOT analysis the management strategies can be implemented 
with the ultimate goal of gaining a competitive advantage (Gregory, 2018).

Our proposed strategic entrepreneurship model is built similarly regarding an 
analysis method to perform on a set of inputs, to reach a set of strategies, as outputs, 
so competitive entrepreneurial strategies are accomplished. Based on the literature 
on the relationship between entrepreneurship, innovation, and economy, these three 
indicants are analyzed via numerical taxonomy—an analysis process which is 
described in the following section—and our outputs will be development factors 
that can gain an entrepreneurial value for any entity. Figure 1 represents the strategic 
entrepreneurship model (bottom) optimized from the strategic management 
model (top).

The inputs of the strategic entrepreneurship model that we have theorized include 
indicators related to entrepreneurship, indices related to innovation, and GDP, as a 
key representative variable of the economy. However, we tested an alternative to our 
model where we do not use GDP as an input to observe the extent of GDP’s impact 
on the development of a nation. The datasets of GEM and GII (GII, Global 
Innovation Index, 2015; 2016; 2017; 2018; 2019; 2020) are used as indicators and 
indices to put as input data into the optimized strategic entrepreneurship model.
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Fig. 1 The strategic entrepreneurship model (bottom diagram) proposed based on strategic man-
agement model (top diagram)

The data extracted from Global Entrepreneurship Monitor (GEM) and Global 
Innovation Index (GII) from 2015 to 2019 are the set of determines to calculate for 
the development factor ‘fi’ of G7 countries by taxonomic analysis. The eight-step 
taxonomic analysis that we performed on the GEM indicators and GII indices is 
shown below in Fig. 2 (Quesne, 1969; Phillips, 1983; Faghih and Sazegar 2019a, b).

Eventually, the results of the taxonomic analysis on the G7 development fac-
tors—which were derived from GEM indicators and GII indices in the first place—
are explained to compare the economic development of the G7 countries in two 
separate cases; with or without considering their GDP. The methodology pathway 
of this chapter is as follows:

Firstly, this chapter will investigate the GEM framework conditions of entrepre-
neurship and describe the laying indicators in their framework, with the justification 
of the selection process of two indicators from 12 components within the National 
Entrepreneurship Context Index (NECI).

The next section will introduce the GII indices, sub-indices, pillars, and sub- 
pillars. The selection procedure of four specific GII indices and why they were the 
focus of this chapter is explained as well. The main concept behind this chapter’s 
inclusion of the specifically selected GEM indicators and GII indices is how their 
overlap is supported by the body of research from the past. It is also recommended 
that other indicators in GEM and other indices in GII to be utilized for further explo-
ration of various aspects overlapping between strategic entrepreneurship in innova-
tion and economic growth.

Finally, a numerical taxonomy based on the selected GEM indicators and GII 
indices of the G7, as inputs, and a calculated development factor ‘fi’, as output, 
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Step 3: Establishing a Compound Distance Matrix 

Step 6: Ranking the Development of Countries 

Step 4: Calculating the Shortest Distance  

Step 5: Drawing an Optimum Chart

Step 2:  Formation of Standard Matrix   

Step 7: Calculation of Countries’ Development Factors

Step 8: Assessment of Countries’ Development

Step 1: Formation of Data Matrix 

(Source: Authors’ own work and design)

Fig. 2 Eight steps of taxonomy methodology. (Source: Authors’ own work and design)

concludes the methodology of this chapter with a ranking for the G7 economies. It 
is noteworthy to mention that two scenarios of taxonomy are performed with and 
without the GDP of the G7 nations to interpret the influence of GDP on entrepre-
neurship and innovation.

4  Entrepreneurial Framework Conditions of GEM

From 2015 to 2019, 50 or more economies have participated in the GEM Adult 
Population Survey (APS), which has surveyed over 150,000 individuals annually 
through extended interviews. The results from the survey are gathered inside the 
National Entrepreneurship Context Index (NECI) and the linked experts have rated 
this body of data for each country in an entrepreneurial framework of conditions. 
The conditions of NECI consists of 12 components, which is labeled ‘indicators’ for 
the sake of this chapter’s methodology, and a score of 1–10 is given to each indica-
tor by the experts.

GEM’s extensive indicators offer inclusive perspectives of entrepreneurship in a 
framework of conditions such as government policies and programs, research and 
development (R&D), infrastructure, education, etc. (Fig. 3 includes all 12 rated con-
ditions of the entrepreneurial framework). However, ten out of twelve indicators 
were excluded from the taxonomic analysis due to the limitations of a book chapter. 
GEM’s indicators are largely inclusive and changing each year and for each 
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Fig. 3 Expert Ratings of Entrepreneurial Framework Conditions which constitute the Global 
Entrepreneurship Monitor (GEM) conceptual model for each country; the green indicators repre-
sent the selected indicators for this study. Source: Authors’ own work based on GEM data)

economy, while the participating economies differ in each year’s GEM report, plus 
the fact that the number of surveyed entrepreneurs varies through each report. 
Expert ratings of the entrepreneurial framework conditions are represented inside 
each GEM annual report for the cooperating countries. The total number of econo-
mies, from which each specific country ranks out of, is as follows: 62 for 2015, 65 
for 2016, and 54 for 2017, 2018, and 2019. Figure 3 represents the 12 GEM indica-
tors from which two indicators have been selected (highlighted in green)—physical 
infrastructure and internal market dynamics—for the taxonomic analysis in the 
results section.

5  Selection of Internal Market Dynamics from GEM 
Correspondent with Market Sophistication from GII

Despite the crucial magnitude of all 12 indicators within NECI for successful entre-
preneurship in society, internal market dynamics and physical infrastructure lie in 
the center of scrutiny for this chapter’s intentions. Internal market dynamics directly 
connect to a specific index of GII which is market sophistication. According to 
Guerzoni (2007), market sophistication justifies the user’s awareness of their need 
and the heterogeneity in the market flow. This clicks the motive for industries and 
entrepreneurs to innovate within the market. The tactics brought into play via the 
network of all industries not only provoke dynamics in the course of a competitive 
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innovation but intrinsically in the market as well (Gottinger, 2016). Furthermore, 
Liu (2010) provides a conceptual model that indicates consumer sophistication 
enhancing the innovative essence of a market. However, the amount of research in 
finding cause and effect between market dynamics and sophistication is very limited 
and requires more groundwork by the R&D companies.

6  Selection of Physical Infrastructure from GEM 
Correspondent with Infrastructure from GII

Furthermore, the physical infrastructure section of GEM can be accredited by the 
same governing economic authorities as to the infrastructure component of GII. Van 
De Ven (1993) notes that the accumulation of countless institutional efforts, 
resources, and infrastructural events co-produce altogether in a long-term fashion to 
construct and shift an industrial infrastructure. Plus, Audretsch et al. (2015), being 
one of the first studies to investigate the mutual give and take between infrastructure 
and entrepreneurship, state that targeting specific industries and local start-ups is 
achieved through particular infrastructure policies to increase activity in the entre-
preneurial culture.

7  Selection of Business Sophistication and Creative Goods 
and Services from GII

Another two important variables taken into account for the taxonomic approach are 
the GII indices of business sophistication and creative goods and services that 
potentially confine the creativity on both sides of the entrepreneurs and customers. 
A recent empirical study by Kirikkaleli and Ozun (2019) supports that the boundar-
ies of innovation expand with positive trends in business sophistication, accompa-
nying long-term economic stability as well. The much-needed art of creativity in 
innovation is highly dependent on how the product or service triggers the innovative 
demands in the industry. The analysis of creative industries substantiates the fact 
that investments spent on innovation in goods and services enable not only the cre-
ative sectors but also a wider extent of all industries to have access to data and 
resources supporting their innovation activities (Bakhshi and Mcvittie, 2009). More 
so, the inefficiency of the firms within a country is abbreviated with greater business 
sophistication and escalated contribution to innovation through the appropriate 
realms of industries (Salas-Velasco, 2018).
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8  GII Framework of Innovational Capabilities

Alongside the GEM framework toward the facility of entrepreneurship, GII has 
structured a framework of indices and sub-indices supporting innovation. The indi-
ces of GII are based on two sub-indices: input datum and output datum. Each input 
and output index is articulated on pillars that contain their own sub-pillars. In Fig. 4, 
five input pillars and two output pillars are demonstrated as a conceptual map of 
enabling innovative activities within a national economy. Figure 4 also illustrates a 
sub-pillar of creative outputs as well as the four selected variables (highlighted in 
green) meeting the specific objectives of this chapter.

It is necessary to mention that from hereafter the literal terms used by GII are 
changed in this chapter to differentiate the GII variables from the GEM variables; 
that being said, anywhere along this chapter the term ‘index’ is used, the four green- 
highlighted variables, that include three pillars and one sub-pillar, are referenced. 
Unlike GEM, which has a qualitative assessment, GII involves a quantitative evalu-
ation. The compilation of data from over 30 references building a relationship of 
cause and effect between innovation factors leads to a median of the numbers in the 
five input pillars and two output pillars.2 A score is given to each variable and the 
score is calculated through weighted averaging.2

Fig. 4 Input and output indices of the Global Innovation Index (GII); green indices represent 
selected indices for this chapter. Source: Authors’ own sketch based on GII model and data
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Moreover, GII indices include institutions, human capital and research, infra-
structure, market sophistication, business sophistication, knowledge and technology 
outputs, and creative outputs. Among the aforementioned indices, the selected vari-
ables from GII labeled as GII indices in this chapter, are infrastructure, market 
sophistication, business sophistication, and a sub-variable of creative outputs, cre-
ative goods, and services, to be analyzed in this chapter.

GEM considers the notable role of entrepreneurship as effective pathways of 
attitude, perceptions, and activities driven by the motivation to slide society in the 
direction of an infallible economy. On the same note, GII values the well-being and 
economic growth of a nation by fostering innovation between the young members 
of its society and accredits the necessary perspective of innovation in applying to 
market dynamics, containment of the same dynamic actions, and adjusting the range 
of indices and elements that locate beyond the common traditional scales and loop-
ing back to the essence of innovation.2

This chapter considers the case of advanced economies, such as the G7 and econ-
omies that rely on their forces to achieve their goals through targeted planning, 
alignment of laws, regulations, market rules, and the coordinated dynamics of entre-
preneurial change. Therefore, data from the studied economies are extracted from 
GEM and GII, which can provide appropriate criteria for accurate performance in 
entrepreneurship, and appropriate data for innovation-based economies in applying 
innovative strategies to promote development. Consequently, the aforementioned 
six indicators/indices, along with the gross domestic product (GDP), of the G7 are 
analyzed in a taxonomic method so that the differentials reflected in the Standard 
Matrices, signifying the influences of impactful factors of an economy, are sorted 
within the taxonomic homogenization process. The computational methods to begin 
the taxonomy are described below.

9  Computational procedure

The following section describes the seven stages of computational classification via 
taxonomic analysis (Le Quesne, 1969; Phillips, 1983; Faghih and Sazegar 2019a, b).

9.1  Step 1: Data Matrix Formation

Consider:

 
Xoj Xiji

n= ∑( )=1  
(1)

At the first step of the computational analysis, primary tables of data matrices are 
formed, which contain two indicators taken from GEM and four indices extracted 
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from GII. The rows and columns of the data matrix include the countries and their 
corresponding GEM or GII indices, respectively. The indicators/indices in columns 
and the countries in the rows are analyzed comparatively. At the bottom of each 
table, the summation and average of the values in each column is measured and 
assigned for each year. Matrix is set up with ‘n’ members (1, 2, 3… n) to present the 
‘m’ (as an indicator of each study) variables. In Eq. (1), ‘i’ refers to rows and ‘j’ to 
columns. Hence, the data matrices for the G7 countries (in both cases of excluding 
and including GDP) are formed by using the GEM and GII data, from 2015 to 2019, 
as shown in Tables 6, 7, 8, 9, 10, 11, 12, 13, 14, and 15 (in the Appendix).

Also, it is noted that the GEM’s data were non-existent for some years, for spe-
cific countries, and it should be forecasted by a predictable analysis method; hence, 
these implied GEM indicators, for France in the years of 2015 and 2019 and for 
Japan in 2016, were predicted by regression interpolation and then they were placed 
in a data matrix for the starting of taxonomy.

9.2  Step 2: Standard Matrix Formation

In the Standard Matrix Formation stage, forming of dimensionless data matrix is 
performed and due to the fact that the indicators may not be in the same dimensions. 
The GEM indicators are scored from 1 to 9, the GII indices are scored from 1 to 
100, and the GDP for each country is unitized by US dollars (billions). Thus, the 
units of these variables are not identical and a standardization of units is required for 
further comparison of the variables. Standardization of data matrix enables us to 
eliminate the units of each variable. Consequently, the dimensionless elements Zij 
contain Standard Matrices which is figured by the process below:

 
Sj Xij Xj ni

n= ∑ –=1

2
( ) /

 
(2)

 
Z X X Sij ij oj j= –( ) /

 
(3)

‘Xij’ is a component of the Data Matrix, ‘Xoj’ is an average of each column of 
Matrix, as it is shown in Eq. (1), and ‘Sj’ is a Standard Deviation of each column of 
matrix, for the ‘j’ indicators derived from the GEM and the GII data report from 
2015 to 2019. So, in this data analysis, ‘i’ characterizes the G7 economies from 
2015 to 2019. The corresponding Standard Matrices were computed. Moreover, for 
the Standard Matrices, the average and the standard deviation of data (in each group 
and year) were calculated to have an average of zero and a Standard Deviation of 
unity in the Z Matrices (due to the elimination of discrepancies between the indica-
tors’ units and generation of scale-free indices). Therefore, standard ‘Z’ matrices 
can be appropriately used to unify elements. These variables can be affected by 
fundamental changes affecting entrepreneurial governance.
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Tables 16, 17, 18, 19, 20, 21, 22, 23, 24, and 25 (in the Appendix) demonstrate 
the GEM and GII Data Standard Matrices for the G7 economies in each year—
excluding and including their GDPs.

9.3  Step 3: Computation of Compound Distance Matrices

The Compound Distances, Dab, the distances between economy ‘a’ and economy 
‘b’, for the G7 economies is determined:

 
Dab Zaj Zbji

n= ∑ –( )=1
2

 
(4)

In addition:

 D D D Daa bb ab ba= = =0 0, ,  

The Compound Distance Matrices ‘D’ are symmetric, with zero diagonal ele-
ments, and each element ‘Dab’ refers to the ‘distance’ between the two economies 
(a, b). During this process, the Compound Distance Matrix ‘D’ is calculated for the 
G7—again, excluding and including each economy’s GDP. Tables 26, 27, 28, 29, 
30, 31, 32, 33, 34 and 35 (in the Appendix) show the results for the compound data 
matrices of the G7 economies in each year—excluding and including GDP. Each 
element ‘Dab’ of matrix ‘D’ represents a distance value between two economies (‘a’ 
and ‘b’). The shortest distance from economy ‘a’ to economy ‘b’ is represented by 
the smallest value in each row.

9.4  Step 4: The Shortest Distance Calculation

At this stage of Taxonomic Analysis, the elements of the zero diagonal matrices ‘D’ 
represent the distances between interrelated economies in rows and columns. The 
intersection of the rows and columns in ‘D’ matrices are calculated values which 
indicate the shortest distance between two economies. Next, the lowest value in 
each row is marked as the shortest distance of the two specified economies in the 
specified year. Indeed, the closest distance between the two economies ‘a’ and ‘b’ 
identifies a ‘model’ for economy ‘b’ and a ‘shade’ for economy ‘a’.

As explained below, the shortest distances between the investigated economies 
are highlighted in Tables 26, 27, 28, 29, 30, 31, 32, 33, 34 and 35 (in the Appendix).
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9.5  Step 5: Figuration of Optimal Chart

In this step, the shortest distances exemplify an optimal chart by connecting the 
similar economies together. For this purpose, an optimal chart figuration is achieved 
through directing a vector toward the ‘model’ economy, meanwhile the length of the 
vector equals to the shortest distance between the ‘model’ and the ‘shade’.

To underline the homogeneous economies, the shortest distance between d(+) and 
d(−) must lie between the upper and lower limit distances. The upper and lower limit 
distances, d(+) and d(−), are calculated from Eqs. (5) and (6); where d is the average 
of shortest distance and Sd is the mean standard deviation of the shortest distance:

 
d d Sd+( ) = + 2

 
(5)

 
d d Sd–( ) + – 2

 
(6)

Based on the central limit theorem, 95.45% of the population falls inside the area 
around the mean, modeled as a Gaussian (normal) distribution having a width of 
four standard deviations, which is, − 2 Sd to +2 Sd (Quesne, 1969; Phillips, 1983; 
Faghih and Sazegar 2019a, b).

The measures for d(+) and d(−) are quantified for the G7 economies in the span 
of 2015 to 2019 from Eqs. (5) and (6). Any outliers relative to upper d(+) and 
lower d(−) bounds are marked for elimination; basically, the group of the econo-
mies are examined step by step in order to remove the outlier economy and, after 
each elimination, the procedure is reiterated until the remaining economies sort 
out within the desired domain. The prior aim of homogenization of the G7 econo-
mies is accomplished through the implied iterative procedure; in the case that any 
compound distance matrix is not homogenized in the initial stage, the un-homog-
enized compound matrix is reinforced and homogenized by the elimination/reit-
eration process.

Tables 26, 27, 28, 29, 30, 31, 32, 33, 34 and 35 (in the Appendix) show the first 
step of the Compound Distance Matrices ‘D’ calculations for the G7 countries 
from 2015 to 2019. The homogenization is acquired for all the years except 2016 
because United States is eliminated in the first step of homogenization. So, the 
next step of homogenization is performed without the inclusion of United States 
and after this step a homogenized group is obtained for 2016. Figures 5, 6, 7, 8, and 
9 portray the final values of the shortest distance between economies for each 
year—excluding and including GDP. Table 36 (in the Appendix) located below 
Fig. 5 depicts the second step of the homogenization where an optimal graph for 
the homogenized group (without the US), specifically including GDP, is achieved 
for 2016.
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Fig. 5 Final values of the shortest distances between economies in the optimum graph for 2015

9.6  Step 6: Ranking of the Economies in Terms 
of Improvement and Development

Based on the previous step, should any G7 country be excluded in the homogeneous 
group, the new Data Matrix is formed for the homogenous group of economies and 
the Standard Matrix is formed again. In the Standard Matrix, the maximum value in 
each column is marked and labeled the ‘Ideal Amount’. Equal rankings do not exist 
for the seven explored economies during the last 5 years of analyzation.

After the creation of a homogenized group the ranking process is started via a 
standard matrix and the elimination of outlier countries. Repeating the formation of 
‘Zoj’ Matrix—previously mentioned in Step 2 of taxonomic analysis—is a vital 
step in ranking the development factors of the G7 economies. A better distinction of 
developmental factors enables us to shape a benchmark pattern.

The United States is an example of an economy which is eliminated as an outlier 
in 2016 only where GDP is included in the sequential homogenization process. 
With the help of step 6, we can observe the similarities between the economies that 
are more homogenous to each other based on their developmental factors. Obviously, 
the selected indicators and indices from GEM and GII are the samples that provide 
a comparison ruler to reflect on the development of the G7 economies.
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Fig. 6 Final values of the shortest distances between economies in the optimum graph for 2016

9.7  Step 7: Calculation of the Economies’ 
Developmental Factors

To estimate the developmental factors for the G7 economies, the upper limit of the 
development pattern is determined and then placed in the calculation:

 
fi Cio Co= ( )/

 

where, ‘Cio’ is a pattern for the calculation of the development factors, and Co is 
obtained from Eq. (7):

 Co ,= +Cio Sio2  (7)

where, ′ ′
Cio is the average and ′Sio′ is the standard deviation of the development 

factors. And the fi is achieved through Eq. (7) (Quesne,1969; Phillips,1983).
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Fig. 7 Final values of the shortest distances between economies in the optimum graph for 2017

Development factors have a range between ‘0’ and ‘1’. When ‘fi’ values reach 
toward ‘0’, the economy is more developed compared to when ‘fi’ values reach 
toward ‘1’; in other words, the economy approaches less developed characteristics. 
Measuring the ‘Cio’ and ‘fi’ leads to the ranking of the economies based on the 
development factors. In this step, the G7 economies are ranked from top to bottom 
based on their development factors (fi), for each year from 2015 to 2019, as pre-
sented in Tables 1, 2, 3, 4, and 5.

10  Results

Finite implementations of selected indicators and indices in this chapter help in 
assessing the economic development of the G7 nations based on the credible sources 
used so that the extent of economic development for each of the seven economic 
leaders is laid out on a spectrum. The development factors that influence the eco-
nomic growth of a country are originally derived from entrepreneurial activities and 
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Fig. 8 Final values of the shortest distances between economies in the optimum graph for 2018

innovational efforts. In this analysis, despite the GEM and GII indicators and indi-
ces that link to entrepreneurship and innovation, GDP enacts as another factor rela-
tive to this chapter’s work toward exploring dynamic and effective indicators in the 
field of entrepreneurship.

Six variables, which are four indices from GII and two indicators from GEM are 
analyzed to define the development factors of the G7 economies and rank them year 
by year from 2015 to 2019. In total, ten classifications of development rankings are 
achieved for the G7; half of the rankings do not consider GDP and the other half 
take GDP into account to see whether GDP has a significant impact on the develop-
ment ranking of the G7 based on their entrepreneurial and innovative activities. In 
this regard, the United States is a perfect example of a country that has the highest 
GDP among the G7 which makes it a noticeable suspect to stand high in the devel-
opment rankings when accounted for GDP. The United States is eliminated in the 
first stage of taxonomy in 2016 (Table 36 in the Appendix) as well as being ranked 
first in 2015, 2018 (only when GDP is considered), and 2019 among the G7 
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Fig. 9 Final values of the shortest distances between economies in the optimum graph for 2019

Table 1 Development degree for 2015

Development ranking ‘fi’ 2015 year fi=

Development factors within GEM and Gll Dataset without GDP in 2015

United States 0.466 Canada 0.724
United Kingdom 0.504 France 0.686
Japan 0.515 Germany 0.816
France 0.686 Italy 0.949
Canada 0.724 Japan 0.515
Germany 0.816 United Kingdom 0.504
Italy 0.949 United States 0.466
Development factors within GEM and Gll Dataset with GDP in 2015

United States 0.422 Canada 0.750
Japan 0.571 France 0.714
United Kingdom 0.576 Germany 0.813
France 0.714 Italy 0.932
Canada 0.750 Japan 0.571
Germany 0.813 United Kingdom 0.576
Italy 0.932 United States 0.422
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Table 2 Development degree for 2016

Development ranking ‘fi’ 2016 year fi=

Development factors within GEM and Gll Dataset without GDP in 2016

Japan 0.467 Canada 0.739
United States 0.492 France 0.674
United Kingdom 0.632 Germany 0.798
France 0.674 Italy 0.960
Canada 0.739 Japan 0.467
Germany 0.798 United Kingdom 0.632
Italy 0.960 United States 0.492
Development factors within GEM and Gll Dataset with GDP in 2016

Japan 0.364 Canada 0.576
United Kingdom 0.493 France 0.525
France 0.525 Germany 0.622
Canada 0.576 Italy 0.748
Germany 0.622 Japan 0.364
Italy 0.748 United Kingdom 0.493

Table 3 Development degree for 2017

Development ranking ‘fi’ 2017 year fi=

Development factors within GEM and Gll Dataset without GDP in 2017

Japan 0.538 Canada 0.826
United States 0.636 France 0.735
United Kingdom 0.652 Germany 0.813
France 0.735 Italy 0.960
Germany 0.813 Japan 0.538
Canada 0.826 United Kingdom 0.652
Italy 0.960 United States 0.636
Development factors within GEM and Gll Dataset with GDP in 2017

Japan 0.556 Canada 0.805
United States 0.587 France 0.752
United Kingdom 0.715 Germany 0.799
France 0.752 Italy 0.968
Germany 0.799 Japan 0.556
Canada 0.805 United Kingdom 0.715
Italy 0.968 United States 0.587

economies based on the development factors studied in this chapter. As seen in 
Tables 26, 27, 28, 29, 30, 31, 32, 33, 34 and 35 (in the Appendix), progressive from 
2015 to 2019, the shortest distance value is the greatest for the US compared to the 
other economies; in other words, the United States separates itself the most from the 
rest of the G7 economies.

After calculating for determining the homogenous economic countries, Tables 1, 
2, 3, 4, and 5 have been resulted to demonstrate the development ranking according 
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Table 4 Development degree for 2018

Development ranking ‘fi’ 2018 year fi=

Development factors within GEM and Gll Dataset without GDP in 2018

Japan 0.526 Canada 0.833
United States 0.578 France 0.716
United Kingdom 0.604 Germany 0.803
France 0.716 Italy 0.946
Germany 0.803 Japan 0.526
Canada 0.833 United Kingdom 0.604
Italy 0.946 United States 0.578
Development factors within GEM and Gll Dataset with GDP in 2018

United States 0.520 Canada 0.812
Japan 0.558 France 0.733
United Kingdom 0.690 Germany 0.776
France 0.733 Italy 0.959
Germany 0.776 Japan 0.558
Canada 0.812 United Kingdom 0.690
Italy 0.959 United States 0.520

Table 5 Development degree for 2019

Development ranking ‘fi’ 2019 year fi=

Development factors within GEM and Gll Dataset without GDP in 2019

United States 0.501 Canada 0.771
Japan 0.530 France 0.756
United Kingdom 0.607 Germany 0.716
Germany 0.716 Italy 0.980
France 0.756 Japan 0.530
Canada 0.771 United Kingdom 0.607
Italy 0.980 United States 0.501
Development factors within GEM and Gll Dataset with GDP in 2019

United States 0.494 Canada 0.780
Japan 0.561 France 0.769
United Kingdom 0.701 Germany 0.720
Germany 0.720 Italy 0.968
France 0.769 Japan 0.561
Canada 0.780 United Kingdom 0.701
Italy 0.968 United States 0.494

to the advances of each country in its development factor. As observed in Tables 1, 
2, 3, 4, and 5, Japan, with having the second-highest GDP among the G7 countries 
during the last 5 years, is ranked as the top country based on the selected GEM and 
GII indicators in the years of 2016, 2017, and 2018 (only when excluding GDP). On 
the other side of the spectrum, Italy falls at the bottom of these rankings in any of 
the last 5 years.
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The ten classifications of the G7’s development ranking are stated below to men-
tion the highest and lowest developed economy given their calculated ‘fi’. Below, 
the first five classifications of the results from the taxonomic analysis performed on 
the development factors (GEM indicators and GII indices) are listed for each year, 
when GDP was not considered in the analysis:

 – In 2015, the United States with ‘fi = 0.466’ is closest to ‘0’ and Italy with 
‘fi = 0.949’ is closest to ‘1’; meaning that the United States and Italy are the most 
and the least developed countries, respectively.

 – In 2016, Japan with ‘fi = 0.467’ moves ahead of the United States with ‘fi = 0.492’ 
in being the most developed country among the G7 economies. Italy with 
‘fi = 0.960’ is ranked as the least developed country among the G7 countries.

 – In 2017, Japan with ‘fi = 0.538’ moves ahead of the United States with ‘fi = 0.636’ 
in being the most developed country among the G7 economies. Italy with 
‘fi = 0.960’ is ranked as the least developed country among the G7 countries.

 – In 2018, Japan with ‘fi = 0.526’ moves ahead of the United States with ‘fi = 0.578’ 
in being the most developed country among the G7 economies. Italy with 
‘fi = 0.946’ is ranked the least developed country among the G7 countries.

 – In 2019, the United States with ‘fi  =  0.501’ is closest to ‘0’ and Italy with 
‘fi = 0.980’ is closest to ‘1’; meaning that the United States and Italy are the most 
and the least developed countries, respectively.

Below are the findings from the taxonomic analysis performed on the develop-
ment factors, when GDP was considered within the assessment:

 – In 2015, the United States with ‘fi = 0.422’ is closest to ‘0’, and consecutively 
Japan with ‘fi = 0.571’, while Italy with ‘fi = 0.932’ is closest to ‘1’; meaning that 
the United States and Italy are the most and the least developed countries, 
respectively.

 – In 2016, with the emphasis on the fact that the United States has been eliminated 
due to the homogenization process, Japan with ‘fi = 0.364’ leads at the top of the 
rankings among the highest developed G7 economies. Italy with ‘fi = 0.748’ is 
ranked as the least developed country among the G7 countries.

 – In 2017, Japan with ‘fi = 0.556’ leads ahead of the United States, which has a 
‘fi = 0.587’, to be the most developed country among the G7 economies. Italy 
with ‘fi = 0.968’ is ranked as the least developed country among the G7 countries.

 – In 2018, the United States with ‘fi = 0.520’ leads ahead of Japan with ‘fi = 0.558’ 
to be the most developed country among the G7 economies. Italy with ‘fi = 0.959’ 
is ranked as the least developed country among the G7 countries.

 – In 2019, the United States with ‘fi = 0.497’ is closest to ‘0’, and Japan with ‘fi = 
0.561’ ranks follows the United States in being the highest developed economies. 
Italy with ‘fi = 0.968’ is closest to ‘1’; meaning it is ranked as the least developed 
country among the G7 countries.

The abovementioned results explain the fact that the United States and Japan, 
whether excluding or including GDP, stand above the other economies in the rank-
ings of their development factors. Although the GDP might be demonstrated by the 
improvement of the social economy, it is a helpful variant due to a better 
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understanding of how the establishment of services or organizations with the aim of 
strengthening proper infrastructure for entrepreneurship form up creative entrepre-
neurs. Therefore, it could be obliged to study which indicators/indices affect the 
development of an entrepreneurial economy the most.

11  Discussion

A year-by-year analysis regarding the strategic entrepreneurship function of the G7 
states is explained in this section to understand the points of strength or weakness of 
their inputs standardized to that of their peers which led them to their high or low 
level of development. As stated previously, each country’s behavior is linked to 
three inputs: entrepreneurship, innovation, and economy. The indicators from GEM 
as the input data are analyzed through the optimized strategic entrepreneurship 
model, which represents entrepreneurial behavior. Also, the indices from GII are the 
input data that go through the analysis of the updated model to indicate the effect of 
innovation within strategic entrepreneurship. Even further, GDP is considered as an 
input data for the first half of the analysis to observe its effect on the output com-
pared to the second half of the analysis where it is not considered as an input. As for 
the output, the development factor for each G7 economy is calculated to list the 
development ranking of the regions. Finally, the optimized model can suggest a 
strategic choice for guiding the entrepreneurial economies. Now, we will explore 
how each input variant influenced the G7 states’ development factor ‘fi’ ranking 
from 2015 to 2019.

2015 is the first year of development ranking with two types of input collection; 
first, with considering GDP, and second, without considering GDP. The top three 
developed countries with considering GDP are the United States (the US), the 
United Kingdom (the UK), and Japan, respectively. Consequently, France, Canada, 
Germany, and Italy rank fourth to seventh in G7. When GDP is not considered, the 
United Kingdom drops to the third position and Japan takes second place; the rest 
of the countries hold their positions. Japan’s boost of position can be mainly attrib-
uted to its high GDP, second within G7, and scoring high at GII’s infrastructure 
index and GEM’s internal market dynamics indicator, first within G7. The develop-
ment order of the last four countries follows the same pattern of their standardiza-
tion in GEM and GII, and GDP when it was counted. The US scores highest of all 
GDPs, and of GII’s indices, both market and business sophistication; this has allo-
cated the US to rank first in the development rankings.

For 2016, when the G7’s development ranking was analyzed without GDP, 
Japan, the US, and the UK rank first to third, respectively. Then, France, Canada, 
Germany, and Italy are the last four countries in the ranking, respectively. With add-
ing GDP to the analysis stage, the US is eliminated in the fifth step of taxonomy 
calculation because of its extremely high scores, especially in GDP, along with the 
calculated target domain. In this regard, Japan ranks first, the UK ranks second, and 
the last four countries maintain their order of ranking similar to when GDP was 
ignored. Japan’s GDP and its high internal market dynamics index, first in the 
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group, has placed it at the top. The UK, compared to the last four countries, scores 
relatively equal in all input data except its GII infrastructure index, first in the group 
that justifies its second position.

Either with or without considering GDP, in 2017, the highest to lowest develop-
ment ranking belongs to Japan, the US, the UK, France, Germany, Canada, and 
Italy. Despite the US having the highest GDP, Japan leads the year by being success-
ful in both GEM indicators, internal market dynamics, and physical infrastructure, 
as well as ranking second among G7 regarding GDP. It can be deduced from the 
data of 2015, 2016, and 2017 that Japan always stands on the podium as a top-tier 
developed economy mainly based on factoring in internal market dynamics and 
physical infrastructure indicators into the taxonomy function of the strategic entre-
preneurship model.

In 2018, with the condition of not considering GDP in the calculation, Japan 
leads as the number one ranked country in the development ranking and the US 
descends to second place. First, this is partly rationalized by Japan’s highest score 
in internal market dynamics indicator among G7. Second, the normalization of indi-
cators through taxonomy analyzation gives rise to Japan’s first position meantime 
factoring out the US’s GDP. However, the normalization resulting from taxonomy 
is the key reason in the development rankings we see as outputs for each year; for 
instance, the UK has the highest score in the infrastructure index and the US scores 
the highest in the market sophistication index, which has reflected on their elevated 
development ranking. The same normalization behavior of taxonomy has aligned 
the last four countries in the group. With adding GDP to the taxonomy of 2018, the 
US shifts to the first position in the development classification mainly due to its 
excellent score in GDP, and the rest of the countries follow Japan reinforcing the 
standardization effect of taxonomy.

The last year of development ranking is 2019 in which the US precedes the group 
either with or without considering GDP. This can be linked to the fact that the US 
scores the highest in GDP, business and market sophistication indices, and creative 
goods and services sub-index. The respective order of countries proceeding the US 
is Japan, the UK, Germany, France, Canada, and Italy. Besides the aforementioned 
top ratings of the US, the highest score achieved by each country in an indicator or 
index is as follows: Japan in internal market dynamics indicator, the UK in infra-
structure index, and France in physical infrastructure indicator.

The above description sheds light on the dynamic mutual relationship between 
the indicators and indices which push a country forward to its desired economic 
development. This development is strategically managed and optimized by the tax-
onomy process the strategic entrepreneurship model offers. The strategic entrepre-
neurship model intends to propose strategic choices that trace back to each of the 
inputs. The strategic operation and consistent analysis of the input dataset will allow 
any nation to take the leap toward a higher rank in development. The strategic choices 
evolve competitive advantage; GDP, internal market dynamics indicator, and busi-
ness and market sophistication indices exemplify points of strength to ameliorate. 
The proposed strategic entrepreneurship model can encourage the authorities around 
the world to make strategic choices based on the input that synergy in the pioneers of 
G7 to rank high in development by corroborating GDP as an economic factor, 
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internal market dynamics as an entrepreneurship factor, and innovation factors such 
as market and business sophistication, and creative goods and services.

There has been an everlasting critique by economists about the extent of govern-
ment intervention with respect to the input factors. Two principle economic 
approaches governments intake, either a Keynesian or a neoclassical approach. As 
we previously mentioned that entrepreneurship is linked to the optimization of eco-
nomic welfare through assisting liberalization of markets, the better economic 
approach, from the perspective of this chapter, is the neoclassical standpoint to sepa-
rate the intervention or regulation of the governments from the public economy. 
Despite some evidence that liberalized markets might not be efficient all the time and 
market failures are probable (Williamson, 2004), this chapter considered the data 
from the G7 economies with the familiarity of their degree of success in develop-
ment. Therefore, the neoclassical approach is strategically effective for developed 
countries on account of three suggestions. First, by preventing any interference with 
the internal market, governments facilitate dynamics in the public economy. Second, 
the interference of political parties in strategy-making decisions forms a prejudice 
facing public economy to the advantage of certain policymakers; in consequence, the 
entrepreneurial opportunities will be distributed disproportionately through the gen-
eral population. Third, as our data showed, the reports from GEM and GII are 
achieved by surveying samples of entrepreneurs who grow the competitive activities; 
the much-needed freedom of decision making cannot be opposed by the downward 
regulation of the government. However, the fact that the continuation or modification 
of the neoclassical approach for prolongation of economic development is a vast area 
of research on its own further lending credence to future investigations.

12  Conclusion

This chapter addresses a model for the concept of strategic entrepreneurship analo-
gous to the strategic management model. By achieving the results from the taxon-
omy calculation, we intended to explore how the input variants influenced the G7’s 
development ranking from 2015 to 2019. Overall, the taxonomy analyzation of 
three inputs from entrepreneurship, innovation, and economy gives us an interpreta-
tion of the order in which the G7 countries stand. While the United States, Japan, 
and the United Kingdom have been competing for the top three positions as the 
highest developed countries, in most years, Germany leads France, Canada, and 
Italy, respectively.

Both the United States and Japan’s entrepreneurial activity levels seem to be 
highly affected by their GDP.  In 2015, the United States, either with or without 
considering GDP in the analysis, ranks first among the G7 economies, however, it 
separates itself further from the second-ranked country, the United Kingdom, when 
calculated with GDP. Also, in 2015, the United Kingdom, depreciates to third place 
behind Japan when considering GDP; therefore, Japan shows to be more robust 
GDP-wise, in 2015, compared to the United Kingdom. In 2016, when GDP is not 
considered, Japan ranks first with the United States and the United Kingdom 
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following it, respectively. Whereas, when GDP is considered, the United States’ 
GDP is extraordinarily high that it becomes an outlier who does not fit in the rank-
ing and Japan leads ahead of the United Kingdom. In 2017, the development rank-
ings do not differ with or without GDP and Japan leads ahead of the United States 
and the United Kingdom, respectively. The same pattern stays true for 2018 when 
GDP is ignored, but, with factoring in GDP, the United States takes the first spot 
from Japan. Lastly, in 2019, the development ranking of the G7 entails the United 
States as the top developed economy, followed by Japan and the United Kingdom, 
in order.

The strategic choices that countries implement into their economy indicate how 
much time and resource they put into each input variable. The strategies used by the 
top two developed economies in the G7, the United States and Japan, are highly 
driven by innovation (Bosma et al., 2019). Nevertheless, Japan has half the popula-
tion of the US while only 10.6% of Japanese adults perceived that entrepreneurial 
opportunities existed in their country, in 2019, compared to 67.2% in the US (Bosma 
et al., 2019). The high level of perceived entrepreneurial opportunities evidenced by 
Bosma and colleagues validates our 2019 findings since the United States surpasses 
the G7, even Japan, as a thriving developed nation.

A survey study by Hoshino (2013) indicates that Japan generally does a poor job 
at exhibiting entrepreneurial indicators whereas Japan’s specific indicators like 
physical infrastructure and internal market dynamics are valued most positively. 
Thus, even though Japan manifests weak entrepreneurship characteristics, it is given 
a huge advantage in the strategic entrepreneurship model due to our selection of 
physical infrastructure and internal market dynamics as specific indicators from 
GEM. Hoshino (2013) also states that Japan has shown an increasing tendency in 
entrepreneurial activity, entrepreneurial intention, and job growth. It is noteworthy 
to mention that our study has taken place a few years after Hoshino’s report, hence, 
Japan’s recent eminence in entrepreneurship could have resulted from Japan’s 
efforts to improve its entrepreneurship attributes.

The triangle of entrepreneurship, innovation, and economy fortifies the develop-
ment of countries at its center to move societies strategically toward a stronger and 
more sustainable entrepreneurial position in the current global financial competi-
tion. The highest developed countries in the G7 such as the United States and Japan 
reassure their top positions by re-investing into entrepreneurial indicators such as 
physical infrastructure and internal market dynamics, along with their GDP’s high 
status. Nonetheless, for ranking high in economic development, government leaders 
need to incorporate entrepreneurship, innovation, and economy collectively in the 
implementation of strategic development choices. Our literature review on the rela-
tionship between the aforementioned three inputs reinforces how tightly they are 
connected together.

At last, this chapter established an evidence-based review on the effort the most 
economic developed group, the G7, have conserved during the past 5 years into three 
fundamental inputs. The economic policymakers have and will play a central role in 
guiding the public economy and its development; based on this review, there are 
three key points to focus on to raise an entrepreneurial behavior within the society. 
First, the analogous strategic entrepreneurship model processed the aforementioned 
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three inputs with specific representatives—i.e., indicators of GEM, indices of GII, 
and GDP.  By continuously incentivizing the collection of more and high- quality 
data, policymakers will have more vigorous and variable input datasets which reduce 
the chance of misrepresentation or underestimation of the public economy. Second, 
based on the taxonomy analyzation on the entry inputs within this study, allocating 
resources and time into specific indicators/indices such as internal market dynamics 
and infrastructure is associated with potential rewards in economic development. 
Third, a neoclassical economic approach is recommended for sustaining a developed 
economy because strategic entrepreneurship grows stronger with the entrepreneurial 
endeavors of each and every citizen; any interruption by a handful of individuals 
such as the government will hinder the natural flux of innovative activities.
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 Appendix

Table 6 GEM and GII Data Matrix (Xij) for the G7 Economies in 2015

(Source: Authors’ work based on GEM & GII data) 

2015 Internal Market 
Dynamics (GEM)

Infrastructure  
(GII)

Physical 
Infrastructure  

(GEM)

Market 
Sophistication  

(GII)

Business 
Sophistication  

(GII)

Creative 
Goods and 

Services (GII)
Canada 3.8 60.9 6.97 73.5 49.3 23.3
France 4.48 60.8 7.22 59 49.3 34.6
Germany 4.5 56.7 6.44 59.2 49.2 28.1
Italy 4.26 57.6 5.11 53.6 40.6 27.4
Japan 6.5 63.1 6.9 64.3 50.4 35.9
United Kingdom 5.02 63 5.92 74.3 53.6 48.1
United States 5.64 58.8 7.1 81.5 55.4 39.7
Sum. 34.2 420.9 45.66 465.4 347.8 237.1
Ave. 4.886 60.129 6.523 66.486 49.686 33.871

GEM and GII Dataset for the G7 Countries

Table 7 GEM and GII Data Matrix with GDP (Xij) for the G7 Economies in 2015

(Source: Authors’ work based on GEM &GII data)

2015 GDP (US $) Internal Market 
Dynamics (GEM)

Infrastructure  
(GII)

Physical 
Infrastructure  

(GEM)

Market 
Sophistication  

(GII)

Business 
Sophistication  

(GII)

Creative 
Goods and 

Services (GII)
Canada 1788.7 3.8 60.9 6.97 73.5 49.3 23.3
France 2846.9 4.48 60.8 7.22 59 49.3 34.6
Germany 3859.5 4.5 56.7 6.44 59.2 49.2 28.1
Italy 2148 4.26 57.6 5.11 53.6 40.6 27.4
Japan 4616.3 6.5 63.1 6.9 64.3 50.4 35.9
United Kingdom 2945.5 5.02 63 5.92 74.3 53.6 48.1
United States 17418.9 5.64 58.8 7.1 81.5 55.4 39.7
Sum. 35623.8 34.2 420.9 45.66 465.4 347.8 237.1
Ave. 5089.114 4.886 60.129 6.523 66.486 49.686 33.871

GEM and GII Dataset for the G7 Countries (with GDP)
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Table 8 GEM and GII Data Matrix (Xij) for the G7 Economies in 2016

(Source: Authors’ own work based on GEM & GII data)

2016 Internal Market 
Dynamics (GEM)

Infrastructure  
(GII)

Physical 
Infrastructure  

(GEM)

Market 
Sophistication  

(GII)

Business 
Sophistication  

(GII)

Creative 
Goods and 

Services (GII)
Canada 5.05 62.3 6.61 73.6 46.5 25.9
France 4.68 63.7 7.42 61.9 48 38
Germany 5.16 58.5 6.3 59.7 48.3 34.4
Italy 4.5 59.7 5.14 53.6 37.8 29.4
Japan 6.67 64.4 7.28 68.3 52.8 38.3
United Kingdom 4.24 66.4 6 71.6 49.2 48.6
United States 5.15 61.7 6.97 86.6 52.4 49.8
Sum 35.450 436.700 45.720 475.300 335.000 264.400
Ave 5.064 62.386 6.531 67.900 47.857 37.771

GEM and GII Dataset for the G7 Countries

Table 9 GEM and GII Data Matrix with GDP (Xij) for the G7 Economies in 2016

(Source: Authors’ own work based on GEM & GII data)

2016 GDP Internal Market 
Dynamics (GEM)

Infrastructure  
(GII)

Physical 
Infrastructure  

(GEM)

Market 
Sophistication  

(GII)

Business 
Sophistication  

(GII)

Creative 
Goods and 

Services (GII)
Canada 1552.4 5.05 62.3 6.61 73.6 46.5 25.9
France 2421.6 4.68 63.7 7.42 61.9 48 38
Germany 3357.6 5.16 58.5 6.3 59.7 48.3 34.4
Italy 1815.8 4.5 59.7 5.14 53.6 37.8 29.4
Japan 4123.3 6.67 64.4 7.28 68.3 52.8 38.3
United Kingdom 2849.3 4.24 66.4 6 71.6 49.2 48.6
United States 17947 5.15 61.7 6.97 86.6 52.4 49.8
Sum 34067 35.450 436.700 45.720 475.300 335.000 264.400
Ave 4866.714 5.064 62.386 6.531 67.900 47.857 37.771

GEM and GII Dataset for the G7 Countries (with GDP)

Table 10 GEM and GII Data Matrix (Xij) for the G7 Economies in 2017

GEM and GII Dataset for die G7 Countries

2017

Internal 
Market 
Dynamics 
(GEM)

Infrastructure 
(GII)

Physical 
Infrastructure 
(GEM)

Market 
Sophistication 
(GII)

Business 
Sophistication 
(GII)

Creative 
Goods 
and 
Services 
(Gll)

Canada 4.63 62.1 6.42 73.7 47.8 20.7
France 4.48 63.4 7.16 64.3 50.6 34.5
Germany 4.6 61.5 6.62 60 51.4 31.7
Italy 5.18 61.8 5.39 52.6 39.6 25.8
Japan 7.11 64.3 7.48 64.3 54.5 34.3
United 
Kingdom

4.44 67.1 5.94 70.2 52.2 45.6

United 
States

4.63 61 6.42 83.4 56.4 48.2

Sum 35.070 441.200 45.430 468.500 352.500 240.800
Ave 5.010 63.029 6.490 66.929 50.357 34.400

Source: Authors’ own work based on GEM & GII data
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Table 11 GEM and GII Data Matrix with GDP (Xij) for the G7 Economies in 2017

GEM and GII Dataset for the G7 Countries (with GDP)

2017
GDP 
(US $)

Internal 
Market 
Dynamics 
(GEM)

Infra-
structure 
(GII)

Physical 
Infrastruc-
ture (GEM)

Market 
Sophistica-
tion (GII)

Business 
Sophistica-
tion (GII)

Creative 
Goods and 
Services 
(Gll)

Canada 1532.3 4.63 62.1 6.42 73.7 47.8 20.7
France 2488.3 4.48 63.4 7.16 64.3 50.6 34.5
Germany 3494.9 4.6 61.5 6.62 60 51.4 31.7
Italy 1852.5 5.18 61.8 5.39 52.6 39.6 25.8
Japan 4730.3 7.11 64.3 7.48 64.3 54.5 34.3
United 
Kingdom

2649.9 4.44 67.1 5.94 70.2 52.2 45.6

United 
States

18561.9 4.63 61 6.42 83.4 56.4 48.2

Sum 35310.1 35.070 441.200 45.430 468.500 352.500 240.800
Ave 5044.3 5.010 63.029 6.490 66.929 50.357 34.400

Source: Authors’ own work based on GEM & GII data

Table 12 GEM and GII Data Matrix (Xij) for the G7 Economies in 2018

GEM and GII Dataset for the G7 Countries

2018

Internal 
Market 
Dynamics 
(GEM)

Infrastructure 
(GII)

Physical 
Infrastructure 
(GEM)

Market 
Sophistication 
(GII)

Business 
Sophistication 
(GII)

Creative 
Goods 
and 
Services 
(Gll)

Canada 4.24 60.2 6.71 75.2 47.6 21.2
France 4.29 62.9 7.65 65 50.6 36.7
Germany 5.07 60.5 6.06 58.5 52.8 33.7
Italy 5.01 61.5 4.99 50.9 39.6 29.3
Japan 6.97 64 7.33 65.3 53.8 40.3
United 
Kingdom

4.91 65.8 5.59 72 53 57

United 
States

5.49 58.8 7.08 85.1 56.1 51

Sum 55.980 433.700 45.410 472.000 353.500 269.200
Ave 5.140 61.957 6.487 67.429 50.500 38.457

Source: Authors’ own work based on GEM & GII data
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Table 14 GEM and GII Data Matrix (Xij) for the G7 Economies in 2019

(Source: Authors’ own work based on GEM & GII data)

2019 Internal Market 
Dynamics (GEM)

Infrastructure  
(GII)

Physical 
Infrastructure  

(GEM)

Market 
Sophistication  

(GII)

Business 
Sophistication  

(GII)

Creative 
Goods and 

Services (GII)
Canada 5.09 58.5 7.03 80.4 49.9 24.7
France 4.320 62.3 7.54 62.9 53.3 26.6
Germany 5.79 62 6.45 58.6 56.1 26.3
Italy 4.89 59.4 5.4 51.4 42.2 21.7
Japan 6.1 64 7.39 65.8 56.5 30.9
United Kingdom 4.85 64.4 6.54 76 54.3 40.4
United States 4.99 59.2 7.5 87 62.7 43.8
Sum 36.030 429.800 47.850 482.100 375.000 214.400
Ave 5.147 61.400 6.836 68.871 53.571 30.629

GEM and GII Dataset for the G7 Countries

Table 15 GEM and GII Data Matrix with GDP (Xij) for the G7 Economies in 2019

(Source: Authors’ own work based on GEM & GII data)

2019 GDP (US $) Internal Market 
Dynamics (GEM)

Infrastructure  
(GII)

Physical 
Infrastructure  

(GEM)

Market 
Sophistication  

(GII)

Business 
Sophistication  

(GII)

Creative 
Goods and 

Services (GII)
Canada 1852.500 5.09 58.5 7.03 80.4 49.9 24.7
France 2968.500 4.320 62.3 7.54 62.9 53.3 26.6
Germany 4379.100 5.79 62 6.45 58.6 56.1 26.3
Italy 2398.200 4.89 59.4 5.4 51.4 42.2 21.7
Japan 5632.500 6.1 64 7.39 65.8 56.5 30.9
United Kingdom 3033.700 4.85 64.4 6.54 76 54.3 40.4
United States 20513.000 4.99 59.2 7.5 87 62.7 43.8
Sum 40777.500 36.030 429.800 47.850 482.100 375.000 214.400
Ave 5825.357 5.147 61.400 6.836 68.871 53.571 30.629

GEM and GII Dataset for the G7 Countries (with GDP)

Table 16 GEM and GII Data Standard Matrix (Zoj) for the G7 Economies in 2015

2015 G7’s country Standard Matric (Zoj)
Canada −1.275 0.331 0.630 0.748 −0.089 −1.352

France −0.476 0.288 0.982 −0.798 −0.089 0.093
Germany −0.453 −1.471 −0.117 −0.777 −0.112 −0.738
Italy −0.735 −1.085 −1.990 −1.374 −2.096 −0.828
Japan 1.896 1.275 0.531 −0.233 0.165 0.259
United Kingdom 0.158 1.232 −0.849 0.833 0.903 1.820
United States 0.886 −0.570 0.813 1.601 1.318 0.745
Ave.Zoj 0.000 0.000 0.000 0.000 0.000 0.000
Soj 1.000 1.000 1.000 1.000 1.000 1.000
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Table 17 GEM and GII Data Matrix with GDP (Zoj) for the G7 Economies in 2015

2015 G7’s country Standard Matrix (Zoj)
Canada −0.646 −1.275 0.331 0.630 0.748 −0.089 −1.352

France −0.439 −0.476 0.288 0.982 −0.798 −0.089 0.093
Germany −0.241 −0.453 −1.471 −0.117 −0.777 −0.112 −0.738
Italy −0.575 −0.735 −1.085 −1.990 −1.374 −2.096 −0.828
Japan −0.092 1.896 1.275 0.531 −0.233 0.165 0.259
United Kingdom −0.419 0.158 1.232 −0.849 0.833 0.903 1.820
United States 2.412 0.886 −0.570 0.813 1.601 1.318 0.745
Ave.Zoj 0.000 0.000 0.000 0.000 0.000 0.000 0.000
Soj 1.000 1.000 1.000 1.000 1.000 1.000 1.000

Table 18 GEM and GII Data Standard Matrix (Zoj) for the G7 Economies in 2016

2016 G7’s country Standard Matrix
Canada −0.020 −0.034 0.106 0.568 −0.293 −1.427

France −0.526 0.520 1.203 −0.598 0.031 0.027
Germany 0.131 −1.538 −0.313 −0.818 0.096 −0.405
Italy −0.772 −1.063 −1.883 −1.426 −2.172 −1.006
Japan 2.197 0.797 1.013 0.040 1.068 0.064
United Kingdom −1.128 1.589 −0.719 0.369 0.290 1.301
United States 0.117 −0.271 0.594 1.865 0.981 1.446
Ave.Zoj 0.000 0.000 0.000 0.000 0.000 0.000
Soj 1.000 1.000 1.000 1.000 1.000 1.000

Table 19 GEM and GII Data Matrix with GDP (Zoj) for the G7 Economies in 2016

2016 G7s country Standard Matrix (Zoj)
Canada −0.614 −0.020 −0.034 0.106 0.568 −0.293 −1.427

France −0.453 −0.526 0.520 1.203 −0.598 0.031 0.027
Germany −0.279 0.131 −1.538 −0.313 −0.818 0.096 −0.405
Italy −0.565 −0.772 −1.063 −1.883 −1.426 −2.172 −1.006
Japan −0.138 2.197 0.797 1.013 0.040 1.068 0.064
United Kingdom −0.373 −1.128 1.589 −0.719 0.369 0.290 1.301
United States 2.421 0.117 −0.271 0.594 1.865 0.981 1.446
Ave.Zoj 0.000 0.000 0.000 0.000 0.000 0.000 0.000
Soj 1.000 1.000 1.000 1.000 1.000 1.000 1.000

N. Faghih et al.



47

Table 20 GEM and GII Data Standard Matrix (Zoj) for the G7 Economies in 2017

2017 G7’s country Standard Matrix (Zoj)
Canada −0.429 −0.471 −0.107 0.734 −0.504 −1.499

France −0.598 0.189 1.029 −0.285 0.048 0.011
Germany −0.462 −0.776 0.200 −0.752 0.205 −0.295
Italy 0.192 −0.624 −1.689 −1.554 −2.119 −0.941
Japan 2.369 0.646 1.520 −0.285 0.816 −0.011
United Kingdom −0.643 2.067 −0.845 0.355 0.363 1.225
United States −0.429 −1.030 −0.107 1.787 1.190 1.510
Ave.Zoj 0.000 0.000 0.000 0.000 0.000 0.000
Soj 1.000 1.000 1.000 1.000 1.000 1.000

Table 21 GEM and GII Data Matrix with GDP (Zoj) for the G7 Economies in 2017

2017 G7’s country Standard Matrix (Zoj)
Canada −0.626 −0.429 −0.471 −0.107 0.734 −0.504 −1.499

France −0.456 −0.598 0.189 1.029 −0.285 0.048 0.011
Germany −0.276 −0.462 −0.776 0.200 −0.752 0.205 −0.295
Italy −0.569 0.192 −0.624 −1.689 −1.554 −2.119 −0.941
Japan −0.056 2.369 0.646 1.520 −0.285 0.816 −0.011
United Kingdom −0.427 −0.643 2.067 −0.845 0.355 0.363 1.225
United States 2.411 −0.429 −1.030 −0.107 1.787 1.190 1.510
Ave.Zoj 0.000 0.000 0.000 0.000 0.000 0.000 0.000
Soj 1.000 1.000 1.000 1.000 1.000 1.000 1.000

Table 22 GEM and GII Data Standard Matrix (Zoj) for the G7 Economies in 2018

2018 G7’s country Standard Matrix (Zoj)
Canada −1.057 −0.783 0.247 0.747 −0.570 −1.512

France −0.998 0.420 1.290 −0.234 0.020 −0.154
Germany −0.082 −0.650 −0.474 −0.859 0.452 −0.417
Italy −0.153 −0.204 −1.660 −1.590 −2.143 −0.802
Japan 2.148 0.911 0.935 −0.205 0.649 0.161
United Kingdom −0.270 1.713 −0.995 0.440 0.492 1.625
United States 0.411 −1.408 0.657 1.699 1.101 1.099
Ave.Zoj 0.000 0.000 0.000 0.000 0.000 0.000
Soj 1.000 1.000 1.000 1.000 1.000 1.000
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Table 23 GEM and GII Data Matrix with GDP (Zoj) for the G7 Economies in 2018

2018 G7’s country Standard Matrix (Zoj)
Canada −0.654 −1.057 −0.783 0.247 0.747 −0.570 −1.512

France −0.469 −0.998 0.420 1.290 −0.234 0.020 −0.154
Germany −0.239 −0.082 −0.650 −0.474 −0.859 0.452 −0.417
Italy −0.559 −0.153 −0.204 −1.660 −1.590 −2.143 −0.802
Japan −0.021 2.148 0.911 0.935 −0.205 0.649 0.161
United Kingdom −0.460 −0.270 1.713 −0.995 0.440 0.492 1.625
United States 2.402 0.411 −1.408 0.657 1.699 1.101 1.099
Ave.Zoj 0.000 0.000 0.000 0.000 0.000 0.000 0.000
Soj 1.000 1.000 1.000 1.000 1.000 1.000 1.000

Table 24 GEM and GII Data Standard Matrix (Zoj) for the G7 Economies in 2019

2019 G7’s country Standard Matrix (Zoj)
Canada −0.102 −1.312 0.272 0.980 −0.625 −0.766

France −1.480 0.407 0.985 −0.508 −0.046 −0.521
Germany 1.150 0.272 −0.539 −0.873 0.430 −0.560
Italy −0.460 −0.905 −2.008 −1.486 −1.935 −1.154
Japan 1.704 1.177 0.775 −0.261 0.498 0.035
United Kingdom −0.532 1.358 −0.414 0.606 0.124 1.263
United States −0.281 −0.996 0.929 1.541 1.554 1.703
Ave.Zoj 0.000 0.000 0.000 0.000 0.000 0.000
Soj 1.000 1.000 1.000 1.000 1.000 1.000

Table 25 GEM and GII Data Matrix with GDP (Zoj) for the G7 Economies in 2019

2019 G7’s country Standard Matrix (Zoj)
Canada −0.650 −0.102 −1.312 0.272 0.980 −0.625 −0.766

France −0.468 −1.480 0.407 0.985 −0.508 −0.046 −0.521
Germany −0.237 1.150 0.272 −0.539 −0.873 0.430 −0.560
Italy −0.561 −0.460 −0.905 −2.008 −1.486 −1.935 −1.154
Japan −0.032 1.704 1.177 0.775 −0.261 0.498 0.035
United Kingdom −0.457 −0.532 1.358 −0.414 0.606 0.124 1.263
United States 2.404 −0.281 −0.996 0.929 1.541 1.554 1.703
Ave.Zoj 0.000 0.000 0.000 0.000 0.000 0.000 0.000
Soj 1.000 1.000 1.000 1.000 1.000 1.000 1.000
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Table 26 Compound Distance Matrix for The G7 economies without GDP in 2015 (‘D’ Matrix)

2015 Canada France Germany Italy Japan
United 

Kingdom
United 
States

shortest 
distance

Canada 2.290 2.680 4.239 3.818 4.013 3.552 2.29
France 2.290 2.235 3.999 2.686 3.357 3.284 2.235
Germany 2.680 2.235 2.835 3.852 4.287 3.656 2.235
Italy 4.239 3.999 2.835 5.142 5.323 5.808 2.835
Japan 3.818 2.686 3.852 5.142 3.007 3.071 2.686
United Kingdom 4.013 3.357 4.287 5.323 3.007 2.908 2.908
United States 3.552 3.284 3.656 5.808 3.071 2.908 2.908

Table 27 Compound Distance Matrix for The G7 economies with GDP in 2015 (‘D’ Matrix)

2015 Canada France Germany Italy Japan
United 

Kingdom
United 
States

shortest 
distance

Canada 2.299 2.710 4.239 3.858 4.019 4.687 2.299
France 2.299 2.243 4.001 2.708 3.357 4.348 2.243
Germany 2.710 2.243 2.855 3.855 4.291 4.517 2.243
Italy 4.239 4.001 2.855 5.164 5.325 6.531 2.855
Japan 3.858 2.708 3.855 5.164 3.025 3.963 2.708
United Kingdom 4.019 3.357 4.291 5.325 3.025 4.059 4.019
United States 4.687 4.348 4.517 6.531 3.963 4.059 4.059

Table 28 Compound Distance Matrix for The G7 economies without GDP in 2016 (‘D’ Matrix)

2016 Canada France Germany Italy Japan
United 

Kingdom
United 
States

short 
distance

Canada 2.312 2.362 3.643 3.283 3.516 3.445 2.312
France 2.312 2.684 4.324 3.001 2.797 3.224 2.312
Germany 2.362 2.684 3.063 3.658 3.985 3.719 2.362
Italy 3.643 4.324 3.063 5.870 4.809 5.860 3.063
Japan 3.283 3.001 3.658 5.870 4.114 3.300 3.001
United Kingdom 3.516 2.797 3.985 4.809 4.114 3.077 2.797
United States 3.445 3.224 3.719 5.860 3.300 3.077 3.077

Table 29 Compound Distance Matrix for The G7 economies with GDP in 2016 (‘D’ Matrix)

2016 Canada France Germany Italy Japan
United 

Kingdom
United 
States

short 
distance

Canada 2.318 2.385 3.643 3.317 3.525 4.591 2.318
France 2.318 2.690 4.326 3.018 2.798 4.319 2.318
Germany 2.385 2.690 3.076 3.660 3.987 4.596 2.385
Italy 3.643 4.326 3.076 5.885 4.812 6.577 3.076
Japan 3.317 3.018 3.660 5.885 4.121 4.176 3.018
United Kingdom 3.525 2.798 3.987 4.812 4.121 4.157 2.798
United States 4.591 4.319 4.596 6.577 4.176 4.157 4.157
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Table 30 Compound Distance Matrix for The G7 economies without GDP in 2017 (‘D’ Matrix)

2017 Canada France Germany Italy Japan
United 

Kingdom
United 
States

shortest 
distance

Canada 2.319 2.085 3.327 4.089 3.918 3.652 2.085
France 2.319 1.405 3.985 3.137 3.004 3.263 1.405
Germany 2.085 1.405 3.237 3.529 3.573 3.291 1.405
Italy 3.327 3.985 3.237 5.267 4.811 5.583 3.237
Japan 4.089 3.137 3.529 5.267 4.339 4.475 3.137
United Kingdom 3.918 3.004 3.573 4.811 4.339 3.605 3.004
United States 3.652 3.263 3.291 5.583 4.475 3.605 3.263

Table 31 Compound Distance Matrix for The G7 economies with GDP in 2017 (‘D’ Matrix)

2017 Canada France Germany Italy Japan
United 

Kingdom
United 
States

shortest 
distance

Canada 2.325 2.114 3.327 4.128 3.923 4.750 2.114
France 2.325 1.416 3.987 3.163 3.004 4.344 1.416
Germany 2.114 1.416 3.251 3.536 3.576 4.249 1.416
Italy 3.327 3.987 3.251 5.292 4.813 6.328 3.251
Japan 4.128 3.163 3.536 5.292 4.355 5.110 3.163
United Kingdom 3.923 3.004 3.576 4.813 4.355 4.588 3.004
United States 4.750 4.344 4.249 6.328 5.110 4.588 4.249

Table 32 Compound Distance Matrix for The G7 economies without GDP in 2018 (‘D’ Matrix)

2018 Canada France Germany Italy Japan
United 

Kingdom
United 
States

Shortest 
distance

Canada 2.386 2.512 3.637 4.337 4.411 3.637 2.386
France 2.386 2.396 4.092 3.281 3.355 3.493 2.386
Germany 2.512 2.396 3.005 3.193 3.427 3.370 2.395
Italy 3.637 4.092 3.005 4.890 4.592 5.665 3.005
Japan 4.337 3.281 3.193 4.890 3.577 3.630 3.193
United Kingdom 4.411 3.355 3.427 4.592 3.577 3.895 3.355
United States 3.637 3.493 3.370 5.665 3.630 3.895 3.370

Table 33 Compound Distance Matrix for The G7 economies with GDP in 2018 (‘D’ Matrix)

2018 Canada France Germany Italy Japan
United 

Kingdom
United 
States

Shortest 
distance

Canada 2.393 2.546 3.639 4.383 4.415 4.750 2.393
France 2.393 2.407 4.093 3.311 3.355 4.522 2.393
Germany 2.546 2.407 3.022 3.200 3.434 4.282 2.407
Italy 3.639 4.093 3.022 4.920 4.593 6.393 3.022
Japan 4.383 3.311 3.200 4.920 3.604 4.365 3.200
United Kingdom 4.415 3.355 3.434 4.593 3.604 4.833 3.355
United States 4.750 4.522 4.282 6.393 4.365 4.833 4.282
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Table 34 Compound Distance Matrix for The G7 economies without GDP in 2019 (‘D’ Matrix)

2019 Canada France Germany Italy Japan
United 

Kingdom
United 
States

Shortest 
distance

Canada 2.824 3.054 3.666 3.627 3.550 3.424 2.824
France 2.824 3.101 4.080 3.382 2.865 3.887 2.824
Germany 3.054 3.101 3.529 1.894 3.103 4.245 1.894
Italy 3.666 4.080 3.529 5.059 4.704 6.177 3.529
Japan 3.627 3.382 1.894 5.059 2.974 3.978 1.894
United Kingdom 3.550 2.865 3.103 4.704 2.974 3.243 2.865
United States 3.424 3.887 4.245 6.177 3.978 3.243 3.243
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Table 35 Compound Distance Matrix for The G7 economies with GDP in 2019 (‘D’ Matrix)

2019 Canada France Germany Italy Japan
United 

Kingdom
United 
States

Shortest 
distance

Canada 2.829 3.082 3.667 3.680 3.555 4.588 2.829
France 2.829 3.110 4.081 3.410 2.865 4.833 2.829
Germany 3.082 3.110 3.544 1.905 3.111 4.999 1.905
Italy 3.667 4.081 3.544 5.087 4.705 6.852 3.544
Japan 3.680 3.410 1.905 5.087 3.004 4.665 1.905
United Kingdom 3.555 2.865 3.111 4.705 3.004 4.324 2.865
United States 4.588 4.833 4.999 6.852 4.665 4.324 4.324

Table 36 Compound Distance Matrix for The G7 economies with GDP in 2016 (‘D’ Matrix) after 
elimination of the United States

2016 Canada France Germany Italy Japan
United 

Kingdom
short 

distance
Canada 3.097 3.709 4.460 4.766 4.367 3.097
France 3.097 2.981 4.724 3.762 3.243 2.981
Germany 3.709 2.981 3.847 3.970 4.462 2.981
Italy 4.460 4.724 3.847 6.973 5.775 3.847
Japan 4.766 3.762 3.970 6.973 4.546 3.762
United Kingdom 4.367 3.243 4.462 5.775 4.546 3.243
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A Study on the Impact of the Fourth 
Industrial Revolution and Big Data 
on Human Resources in Italian Companies

Lucio Poma and Haya Al Shawwa

Abstract The Fourth Industrial Revolution poses new challenges and increasing 
market competition for human resources required with new skills. This chapter 
examines the impact of Big Data on Human Resources in 38 companies and 3 uni-
versities in the Emilia-Romagna region. Companies were divided into two main 
groups: leading companies in the region that use or produce Big Data and Analytics 
and Information and Communications Technology (ICT) companies that offer ser-
vices related to Big Data. Through interviews and questionnaires, it was possible to 
identify certain challenges faced by companies and territorial strategies required to 
improve the skills and retain their human resources. This includes the need to chan-
nel and adequately blend tacit knowledge with the new codified knowledge born out 
of the enabling technologies, to increase employee loyalty and membership towards 
the company to minimize attrition to competition.

Keywords Fourth Industrial Revolution · Big Data · Human resources · 
Competences · Skills · Training · Tacit knowledge · Codified knowledge · Loyalty · 
Membership · Corporate Academy · Emilia-Romagna · Italy

1  Introduction

Today, the tug of war between man and machine is undoubtedly a risk to the employ-
ment of low-skilled human resources. Since ancient times, the relationship between 
technology and work has been conflicting. While the discovery of inanimate sources 
of energy solved the issue of human and animal fatigue, the invention of simple or 
articulated machines has placed people’s occupations at risk. Technological unem-
ployment has ancient roots. Around year 1000 in Italy, watermills were introduced 
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in the process of fulling cloth, which was earlier performed by workers. One mill 
replaced more than 40 hands. A few centuries later, in France, this led to popular 
uprisings of workers against the construction of mills. However, this opposition 
proved futile and the mills not only spread rapidly but to other fields such as, iron 
production, sawmills, and paper production (Cipolla, 1995).

The biggest side effect of “modern” unemployment technology is its structural 
effect, which has gradually grown over time. When water mills was introduced, the 
workers who used to full cloth were able to find a new occupation. However, peas-
ants lost their jobs in the fields because of the introduction of machines. This 
reminds us of the most important change highlighted in the third edition of the 
Principles of Political Economy and Taxation by David Ricardo (1817, 2015), as 
Sraffa (1951) recalls, which is Ricardo’s change in opinion concerning the introduc-
tion of machines. While in the first edition the introduction of machines was consid-
ered beneficial for all social classes, in the third edition he believes that the use of 
machines is often detrimental to the interest of the working class. However, the 
large-scale introduction of machines will require a new workforce to manufacture 
the machines themselves. Since peasants removed from the fields due to machines 
could not easily become engineers, blacksmiths or carpenters, this job loss created 
imbalances in the labour market. If machines lead to unemployment in the agricul-
tural sector, the supply chain of machine manufacturing grapples with a labour 
problem to cope with the massive increase in demand. As John Maynard Keynes 
stated in the Economic Possibilities for Our Grandchildren (1930), we are being 
afflicted with a technological unemployment. This means that unemployment due to 
the discovery of means of economizing the use of labour, is outpacing our ability to 
find new uses for labour.

As technology becomes more extensive, the labour market unsettlement or sub-
stitution effect is vast, and workers with varied capabilities are likely to become 
rapidly obsolete.

The new term, Industry 4.0, stresses that the Fourth Industrial Revolution is 
underway. This is not a simple technological change, but a more far-reaching pro-
cess that involves the technological, economic, social and organizational spheres: a 
“disruptive innovation” that modifies the rules of the game and competition between 
companies and nations. No radical technological innovation can grow and spread 
without adequate organizational innovation which, if lacking, can be one of the 
main obstacles to the innovative process. Given the extent of the ongoing transfor-
mation, organizational innovation is not confined within the company, but involves 
the supply chain and the territory in which the company operates.

At the heart of the Fourth Industrial Revolution lies the Cyber Physical System 
(CPS) which finds its complete realization in the Internet of Things (IoT) or in an 
articulated sensor system that allows machinery and their components not only to 
interact with each other but also with people (Human-Machine relationship). These 
sensors lead to the collection of an immense amount of data (Big Data) which 
together with data collected outside the company must be stored and processed. In 
larger companies, which are facing the challenges of the Fourth Industrial 
Revolution, this has led to the creation of Data Analytics Units. The Fourth Industrial 
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Revolution poses new challenges for companies from the human resources stand-
point. This includes channelling and adequately blending tacit knowledge with the 
new codified knowledge introduced by the enabling technologies, along with the 
need to increase employee loyalty and membership towards the company to mini-
mize attrition to competition.

The question that is probed in this research is, what is the impact of Big Data in 
the most advanced companies in the Emilia-Romagna region? In addition, does Big 
Data only provide opportunities for STEM1 graduates? From a quantitative point of 
view in this research, the answer is yes. However, an important consideration is that 
Big Data, in the Italian reality, is at its nascent beginning, especially of its cost- 
effective use. Interviews show that only 23% of the companies interviewed have 
ongoing Big Data projects.

This research aims to evaluate the impact of the Fourth Industrial Revolution and 
Big Data in “advanced” companies in the Emilia-Romagna region, with particular 
interest in human resources. Through direct interviews it was possible to identify 
certain strategies that companies need to execute to improve the skills and retain 
their human resources.

2  Methodology

This study is based on a research carried out by the Research Centre for Economic 
Studies, Nomisma, in 2018. This research included 38 large companies and three 
universities. The methodology followed six steps.

The first step involved extensive desk analysis and examination of the main con-
tributions of academic literature on the Fourth Industrial Revolution and Big Data. 
The second step included interviews with people with knowledge and experience on 
the research subject as well as on the large companies that participated in Big Data 
conferences, seminars and projects in the region. This was paramount to collect use-
ful information and to identify the companies to be investigated. Step three com-
prised the sampling of businesses, which were divided into two main groups: 
leading companies in the region that use or produce Big Data and Analytics and 
Information and Communications Technology (ICT) companies that offer services 
related to Big Data. The fourth step involved business interviews. The companies 
were contacted and were also required to complete a lengthy questionnaire. The 
fifth step included interviews with supervisors of computer engineering courses, in 
three out of the four universities in the region. This was a significant step that 
involved a more in-depth study on human resources with the training and market 
supply of these resources emerging as one of the strategic issues high in both 
intensity and recurrence. The final step focused on the elaboration of the results of 
the interviews and questionnaires.

1 Science, Technology, Engineering and Mathematics.
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The questionnaire was designed on the basis of a long networking experience of 
the Nomisma research centre and the first author of this study holds role of the sci-
entific supervisor. There were no statistical tests carried out. The questionnaire is 
mainly qualitative and partly quantitative. The statistical credibility of the question-
naire was based on the extensive desk work and the aid of the previously established 
connections of the Nomisma research centre. The Nomisma research centre has a 
30-year continuous relationship with all the major Italian and regional companies. 
With this aid, the authors had access to all the companies on the demand and supply 
side of Big Data and Data Analytics and those that participated in Big Data confer-
ences, seminars and projects in the Emilia-Romagna region.

The questionnaire was considered valid because each individual question 
addressed specific and relevant aspects of Big Data and human resources. Application 
of construct validity was effectively facilitated using a panel of experts who were 
familiar with the measure and the phenomenon.

In addition, the companies interviewed represent the largest share that deal with 
these issues in the region, in terms of turnover and number of employees. It is 
important to reiterate that in the last 5 years, the Emilia-Romagna region leads in 
terms of GDP growth and export rates, in Italy. The region is also home to four main 
universities and the Big Data supercomputer, the most powerful in Europe.

3  Literature Review

Since its origins at Hannover Fair in 2011, the term “Fourth Industrial Revolution” 
has been used as a synonym for CPS in the production sector (B-Heuser and Hess, 
2016). Over time, the term expanded to include many enabling technologies such as 
IoT, cloud manufacturing (cloud computing), smart manufacturing; and additive 
manufacturing technologies (3D). Many definitions of the Fourth Industrial 
Revolution have been articulated based on various standpoints and research areas. 
The Fourth Industrial Revolution can be defined as a new level of organization and 
management of the value chain in the product life cycle, or as a term that combines 
technologies with concepts of the value chain, within the modular structure of the 
intelligent factory (Smart Factory), the CPS monitors the physical process by creat-
ing a virtual copy of the physical world (Hermann et al., 2016), and cloud manufac-
turing for the Fourth Industrial Revolution (Thamesa & Schaeferb, 2016).

It’s also the usage of available data, where production technologies can be 
enhanced and converted by the CPS which enables all the physical processes and 
information flows to be available when and where they are required across holistic 
manufacturing supply chains, multiple industries, small and medium-sized enter-
prises (SMEs), and large companies (Zhong et al., 2017). The CPS not only repre-
sents the meeting between the physical and the digital world, establishing global 
networks that include machinery, storage systems and production facilities (Shafiq 
et al., 2015), but also “systems of collaborating computational entities” in connec-
tion with the physical world (Monostori et al., 2016). The ability of two systems to 
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comprehend one another using the same functionality I called interoperability, 
(Chen et al., 2008). The architecture of the enterprise has evolved from one that was 
mainly internal during the 1980s into a vibrant and innovative front for interactions 
and interoperability, closely connected with the whole surrounding milieu. The 
enterprise architecture comprises of three subsystems that cooperate with each 
other: i) physical subsystem, including human and technical agents; ii) decision 
subsystem, where planning, decision and monitoring actions are carried out; iii) 
information subsystem, where information flows as well as process, storage and 
retrieval of data (Romero & Vernadat, 2016). Each of these subsystems can itself be 
viewed as a complex system, so enterprise architecture can be seen as a System of 
System (Ackoff, 1971; DiMario, 2010). The new technologies allow a close interac-
tion between these three subsystems, not only within the enterprise but also with the 
subsystems of the value chain. Today, the most advanced version of Enterprise 
Resource Planning (ERP) manages IT systems that support intra-organizational col-
laboration between logistics, procurements, sales, marketing, human resources and 
finance. (Callaway, 2000; Møller, 2004). In the new millennium, the use of ERP has 
gone beyond the walls of the enterprise to extend to supply chains, including cus-
tomers and the sales side of the marketplace through Supply Chain 
Management (SCM).

The CPS, acts in close collaboration with the diffusion of IoT which is the most 
widespread technology among the manufacturing companies of the Fourth Industrial 
Revolution. By relating humans with machines, IoT integrates knowledge between 
organizations (Lu, 2017), which, increases efficiency and effectiveness in company 
and value chain management. In 1999, Kevin Ashton first used the term Internet of 
Things (Ashton, 2009). The term illustrated the power of connecting radiofrequency 
identification in the field of supply chain management (Lee et al., 2017). Since then 
the term has received more attention in industry and academia, placing IoT between 
the revolution of the internet and the metamorphosis of objects (Sundmaeker et al., 
2010). Today there are several definitions of IoT: (1) intelligent objects; (2) an 
extension of the Internet; (3) a global network infrastructure; (4) the interaction of 
information (Lee et  al., 2017). IoT grasps different fields of knowledge, such as 
telecommunications, informatics, electronics, and social science for it to develop 
(Atzori et al., 2010). In this revolution, the role of the government is of unprece-
dented strategic significance, both in the supply and use of data and in guaranteeing 
human resources with suitable training to deal with the change.

Both CPS and IoT require the processing of an extraordinary amount of data. 
Therefore, today Big Data is at the heart of many manufacturing and service com-
panies’ action plans. The volume and level of detail of data captured by enterprises 
using IoT produced a vast flow of data that can be processed to create new products 
and services and more articulated competitive contexts. Expanding the definition, 
Boyd and Crawford (2012), describe Big Data as a cultural, technological and aca-
demic phenomenon that results from the interaction of three elements: technology, 
analysis, and mythology. Massive data sets offer a higher form of intelligence and 
knowledge that can generate insights, which were previously impossible. Big data 
is usually defined by four Vs: volume, variety, velocity and value (Zikopoulos et al., 
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2012; Berman, 2013; Gantz & Reinsel, 2011) to which the fifth V (5Vs model) of 
“veracity” was in recently added (Bello-Orgaz et al., 2016). The diverse flows of 
information offer enterprises an enormous amount of data, which is growing expo-
nentially every year (Kaisler et al., 2013), that are too complex to be processed with 
the standard software available to organizations and enterprises (Mayer- Schonberger 
& Cukier, 2013). It is linked with codified knowledge (Bandyopadhyay & Sen, 
2011), which is then processed by complex algorithms, which can be pushed up to 
artificial intelligence (Duan et al., 2019; Xing et al., 2016). The data can be handled 
through a company’s own Business Intelligence (BI) division or by using infrastruc-
ture as a Service (IaaS) delivered over the Internet and remote data centres, used 
mostly by small and medium-sized enterprises that lack the resources to create their 
own BI (Armbrust et al., 2010). It is considered a powerful technology to carry out 
complex and large-scale computing operations without the need to maintain costly 
computing hardware, dedicated space, and software (Hashem et al., 2015), and for 
this reason, it has extensively spread among organizations (Huan, 2013). However, 
three problems delay its application: (1) a fear linked to security in terms of data 
management for cybersecurity (Hipgrave, 2013; Lee, 2019); (2) the desire to not 
outsource information and strategic knowledge; (3) the customization of some of 
the processes necessary for a company.

The use of artificial intelligence would appear to crush human resources in a 
small corner, as noninterfering observers of automatic systems, which, in addition 
to producing, it replaces human resources in the decision-making processes (Onik 
et al., 2018; Forrester Research, 2018). The Fourth Industrial Revolution and Big 
Data require codified knowledge in order for them to operate, whereas in compa-
nies, there is a widespread of tacit knowledge. Generally our actions depend on a 
pool of knowledge, some of which we are conscious of, and some of which we are 
not, when not fully conscious, tacit knowledge is formed (Polanyi, 1958). Therefore, 
knowledge can be separated into two categories: codified knowledge and tacit 
knowledge. The first is transmitted through languages, IT systems, and theoretical 
and technical manuals. The second is usually passed from teacher to pupil through 
observation and learning by trial and error (Arrow, 1971).

Italian industrial districts and production chains produce a great amount of tacit 
knowledge, which forms the tradition and heritage of businesses. If this transmis-
sion method is interrupted, replaced by the new languages of the Fourth Industrial 
Revolution, this amount of tacit knowledge would be lost. For this reason, some 
large companies have created corporate academies (Allen, 2007; Prince & Stewart, 
2002), with the aim of transferring and maintaining the pool of tacit knowledge 
present in companies and facilitating organizational change (Prince & Beaver, 
2001). Furthermore, this structured training process aimed at creating a shared cor-
porate sense (Allen, 2002), retains human resources within the company.
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4  Results

From Table 1 below, it’s evident that finding suitable human resources is of major 
concern for both companies, those who use or produce Big Data for their products 
and Information and Communications Technology (ICT) companies that offer ser-
vices related to Big Data. Seventy-seven percent of the companies who use or pro-
duce Big Data stated the difficulty of finding the required human resources in the 
Italian market to develop Big Data and hire more data scientists or increase the size 
of their Data Analytics unit. However, only 23% of these production and service 
companies specified lack of human capital training or possession of specific skills 
as an issue. In other words, universities adequately train individuals with the correct 
and required skills for the needs of businesses, but they are numerically insufficient 
to meet the rapid demand of companies that develop Big Data. Similarly, ICT com-
panies who offer Big Data services stated the difficulty in finding the needed 
resources (75%), and a higher percent specified lack of human capital possession of 
adequate skills as an issue (37%).

The major gap seems to be in the use and design of artificial intelligence. The 
competitive edge for companies dealing with Big Data will be based on data posses-
sion, immense data warehouses of personal data combined with powerful machines 
with enormous computing capacity. However, for artificial intelligence, competitive 
edge is due to the distinctive competences of human resources. The companies 
interviewed were aware of the strategic importance of ensuring adequate human 
resources, possibly the best, in the market.

As shown in Fig. 1, the required professional skills for Big Data are mostly data 
scientists (45%), IT executives (23%), physicists and mathematicians (18%), busi-
ness analysts (9%) and engineers (5%). Trainings in the region are robust and of 
high quality, but insufficient for the needs of today’s competitive environment.

Although all four regional universities offer a three-year undergraduate program, 
master-degree programs in computer engineering, and degree courses in mathemat-
ics and physics, the number of these graduates is not enough to meet the demands 
of companies, who face stiff competition to hire such resources as soon as they 
graduate. All the companies interviewed agreed that the lack of specific skills is one 
of the biggest obstacles to the development of Big Data in their company.

Table 1 Difficulty finding human resources (ICT companies and production and service 
companies)

ICT 
companies

Production and service 
companies

Deficiency in needed human resources 75.00% 76.92%
Lack of skills 37.50% 23.08%
No problem in finding adequate human 
resources

6.25% 23.08%

Source: Personal elaborations based on the interviewed companies, May 2018
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engineers
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physicists, mathematicians, statisticians

IT executives

data scientist

Source: Personal elaborations based on the interviewed companies, May 2018

Fig. 1 Professional competences required (production and service companies). Source: Personal 
elaborations based on the interviewed companies, May 2018

The gap in the demand and supply of skills has a significant negative social 
impact. A significant part of employment with high added value is lost and the com-
petitiveness of companies is weakened as acquiring adequate human resources is of 
central strategic value to Big Data. Government policy actions are vital to increase 
the competitiveness of companies in this rising competitive environment.

Big Data is one of the most interesting occupational scenarios in Italy. Of the 
sample of companies interviewed, 90% of ICT companies who offer Big Data-
related services and 79% of production and service companies that demand Big 
Data, have forward-looking hiring strategy when it comes to Big Data. The latter is 
connected to a clear medium-term strategy (Fig. 2).

When it came to the preferred channels for finding and selecting these qualified 
human resources, both ICT and production and service companies preferred univer-
sities. New recruitment channels such as social platforms and specialized websites 
were also being considered (Figs. 3 and 4).

While, 54% of production companies are already thinking about Big Data and 
have started testing, the remaining 23% have not conceptualized any Big Data proj-
ects yet (Fig. 5).

That the Fourth Industrial Revolution, including Big Data, is a distant future real-
ity for most companies. A recent interview with generic manufacturing drug com-
panies showed that despite the large use of automated machines, the enabling 
technologies of the Fourth Industrial Revolution (including Big Data) are unknown 
to the large majority (59%) and only 30% of them believe that Big Data can signifi-
cantly impact the competitiveness of their businesses over the next 5 years.

Similarly, companies in the Emilia-Romagna region who have implemented Big 
Data projects have also estimated a 5-year duration to profit from the use of Big 
Data in their company.

This means that the introduction of Big Data in the business sector, or at least in 
the production and retail sectors is not immediate. While the intent that companies 
should embrace Big Data is strong, the application of the same in a company is 
fraught with uncertainty in the short-term. Hence, here there is a need for profes-
sionals with “humanistic” study backgrounds who can read this phenomenon from 
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88.89%

5.56%
5.56%

ICT companies

Yes No Maybe

78.57%

21.43%

Production and service companies

Yes No

Source: Personal elaborations based on the interviewed companies, May 2018

Fig. 2 Responses for the question—Do you have a forward-looking strategy when it comes to 
hiring for Big Data skill sets (ICT companies and production and service companies). Source: 
Personal elaborations based on the interviewed companies, May 2018

a different perspective and assess its new business applications. Big Data, and the 
processing of a large amount of data, poses the challenge of artificial intelligence.

5  Discussion

While the Fourth Industrial Revolution is driven by an unprecedented technological 
change (CPS, IoT, Big Data and Artificial Intelligence), it is precisely because of its 
characteristics that it places human resources at the centre of the production and 
creative process. Data is the new black gold, but human resources with talent, skills 
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Fig. 3 Preferred recruitment channels (ICT companies and production and service companies). 
Source: Personal elaborations based on the interviewed companies, May 2018
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Source: Personal elaborations based on the interviewed companies, May 2018

Fig. 4 Phase of Big Data projects in place (ICT companies and production and services compa-
nies). Source: Personal elaborations based on the interviewed companies, May 2018

and the ability to manage the new transformation, are as well. However, human 
resources can pose a constraint on accelerating change in three ways: First, special-
ized resources (in Science, Technology, Engineering and Mathematics (STEMs)) 
may be insufficient in number compared to the demand. Second, these resources 
must then adapt and conform their general IT skills to the requirement of the indi-
vidual company. Third, it is necessary to redefine the skills of the human resources 
already operating in the company in the light of the new vocabulary of the Fourth 
Industrial Revolution. Therefore, it’s necessary to plan and implement territorial 
and entrepreneurial strategies to deal with these three constraints.
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Fig. 5 Responses from companies on their belief of the impact of Big Data on their business in the 
next 5 years. Response for the question—Do you believe that Big Data will have an impact on your 
business in the next 5 years. Source: Personal elaborations based on the interviewed companies, 
May 2018

In Big Data, the job offers have grown rapidly driven by the expansion effect and 
the enlargement effect (Poma et al., 2020). The first constraint is attributable to the 
growth in the job offers (companies requiring labour), from companies which 
already use such skills (computer engineers, physical electronics etc.). This demand 
is driven by the potential of Big Data potential and the companies’ decision to 
upgrade their analysis unit and research team. The enlargement effect is a new phe-
nomenon. It is because of companies in sectors that historically have never used 
such skills, such as insurance, logistics or finance, which now need specialized 
skills to manage the massive amount of data they own, especially in the processing 
phase. Human resources that were previously required only by companies in the 
adjacent sectors are necessary for companies of any economic, productive, and ser-
vice sector.

From a geographical point of view, the strategy is to help structure the degree 
courses provided by universities and the training courses provided by scientific 
institutes to make up for the missing skillsets required by businesses today, as well 
as making the geographical area more attractive so as to acquire resources from 
outside. For example, an important Italian pharmaceutical company has recently 
become a benefit corporation to attract the best American talent in the field of 
research. The younger generation prefers to work for a benefit corporation. Another 
example is of companies that have built data analytics units to create an interactive 
and challenging environment for their talented resources.

To overcome the second and third constraints (adapting general IT skills and 
redefining existing skills), the strategies of the companies have been geared towards 
increasing economic resources, training hours, and improving their existing struc-
ture. The more dynamic and larger companies have already begun knowledge trans-
fer and internal trainings, which in more structured cases have led to the creation of 
corporate academies. The greater the company invests in human resources, the 
greater must be the loyalty of the latter towards the company. Therefore, along with 
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the training courses, companies also implement loyalty strategies. The companies 
that have invested the most in training and knowledge, have also used other strate-
gies to increase the loyalty of their employees such as providing a medical plan for 
their family members, the possibility of ordering a full meal to take home to their 
family members, a more accentuated dynamism for the individual career, as well as 
awards for goals achieved by teams.

Many are of the view that the greatest competition for human resources in today’s 
world, are machines. This stems from the fear that artificial intelligence will evolve 
to become more intelligent than human beings. Our view is that these human 
resources and machines should co-exist and work with each other. A correct inter-
pretation of the Fourth Industrial Revolution places people at the centre of the pro-
duction process. There’s currently a technological revolution or a human capital 
revolution underway. While technologies are becoming more sophisticated, there’s 
a need for new complementary human skills for these technologies to work. 
Therefore, the possession of quality human capital is vital for success. There would 
be no machines without human intelligence. A machine is an artificial intelligence 
device consisting of different parts and is used for performing different functions.

Unlike the old industrial revolutions and the old codified fixed mechanistic 
machines, artificial intelligence technologies represent a completely different real-
ity and require the capabilities of a skilled workforce. In this new disruptive revolu-
tion, humans are the ones shaping the technology. Artificial intelligence learns from 
human habits. Robot manufacturing is now done with an intent to interact with 
humans, not to replace them. They extend human capabilities, and are able to oper-
ate in tiny contexts, for example, functioning as “mechanical” limbs that enhance 
human capabilities. In the production lines of the companies we visited, the employ-
ees run along the production line with devices in hand, punctually checking that all 
quality, reliability, and safety parameters are met, based on the measures required 
by the countries of destination. The same workers also have access to the “test cen-
tre” equipped with sophisticated machinery to test certain components or to check 
for anomalies in the production line.

Finally, enabling technologies, associated with the Fourth Industrial Revolution, 
introduce a new way of thinking and designing. From our interview and visit to a 
large packaging company equipped with a large operating unit of additive manufac-
turing (3D), we noticed that the company’s young design engineers teach their older 
colleagues (who are often under 40 years of age) to design “from the void” and not 
from the full, as they were taught a few years ago. The classic technique of design-
ing from the full was used to obtain a semi-finished product, one of the many com-
ponents that once assembled together formed an automatic machine for packaging. 
Designing “from the void” does not just mean reproducing existing semi-finished 
parts in different ways, but rather imagining the production of more complex parts 
integrated with each other that cannot be realized with previous technologies. Old 
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and new knowledge must be intertwined and recombined to obtain products with 
unprecedented characteristics that allow the machine to perform new and more 
complex functions. The 3D printer gives shape to the void resulting in complex 
work, as opposed to the Middle Ages when threads were weaved by looms and the 
weaving of threads created cloth. These are not just two different processing tech-
niques, but a completely different design modality. The technique changes in the 
sense of the techne’ as intended by Heidegger (1953, 1962), that is, the knowledge 
which guides production, as the “idea”, that precedes production. Therefore, all the 
engineers of this large enterprise must learn to “think” beyond the component they 
have to design, and realize what additive manufacturing can offer. This core reason-
ing must be extended to the entire production cycle. An example of this in the case 
of a large poultry company which we interviewed and visited. It has transformed its 
newly built smart warehouse making it central and the beating heart of their entire 
production and logistics organization.

It is therefore a new language that flows between machines, people and busi-
nesses. For this reason, in recent years, we are witnessing a flurry of acquisitions of 
strategic companies, who were once their subcontractors, by the heads of the supply 
chain (or the leading company). This strategy is followed for three reasons: to keep 
the strategic knowledge inside, to standardize the “language” between companies in 
the supply chain, and to acquire new tacit skills in terms of human resources.

6  Conclusions

One of the main developments of the Fourth Industrial Revolution is the focus on 
the new human–machine relationship, specifically, humans and machines working 
with each other. While the technological push of the Fourth Industrial Revolution 
will first need STEM-trained workers, the revolutionary push of the revolution will 
require a workforce with humanistic expertise to be able to “read” and interpret the 
underlying changes that these technologies bring to the company and its value 
chain. In this study that covered the Italian context, the Fourth Industrial Revolution 
poses three challenges for the Italian businesses in the Emilia-Romagna region, 
from a human resources context. First, the increasing urgency and need to meet the 
demand for graduates trained in the skills required by Big Data companies. Second, 
the interpolation of knowledge, being able to adequately mix the tacit knowledge 
disseminated in the company with the new codified knowledge introduced by the 
enabling technologies. Third, the need for higher the investment in human resources, 
to increase the loyalty (Poma, 2003), and membership of the company’s staff to 
minimize the attrition to competition (Poma, 1995).
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 Appendix 1: Questionnaire Framework Designed 
for Production and Service Companies

General company information    •  Quantity of data production and velocity of 
data production

   • Company name    • First project related to big data
   • Business sector    • Channels used to activate initial projects
   • Year of commencement of activity    •  Internal and external organization for the 

utilization of big data
   • Name and role of interviewee
Section A—Company positioning and 
innovation actions

Section C—Indications on the professional figures 
specialized in data analytics

   • Company turnover    •  Professional figures and required 
competencies for the development of big 
Data analytics

   • Number of employees    • New recruitment programs
   • Percentage of employees by 

qualification degree
   •  Difficulties in finding required professional 

figures
   •  Turnover trend, investments, 

occupation, exports
   • Planned training activities

   •  Innovation activities in the last 
3 years

Section D—Other information related to the use of 
big Data

   • Modality of innovative processes    •  Average annual budget for activities related 
to big data.

   •  Planning for innovation investments 
in the next 2 years

   • Financing method

Section B—Elements related to the use of 
big Data

   •  Connections with other companies related to 
the use of big data

   •  Strategic goals the company aims to 
reach using advanced techniques of 
data analysis.

   •  Connections with educational institutions/
universities

   •  Actual achievement of goals in the 
last 3 years

   •  Connections with international institutions/
bodies for conducting educational and 
developmental activities

   •  Presence of obstacles in reaching 
goals

   •  Policy interventions to strengthen the 
adoption of technologies and processes 
related to big data.

   •  Impact and result of the introduction 
of data analytic techniques in 
business processes.

   •  Needed support from institutions to 
strengthen innovation activities

   •  Business function or area that mainly 
benefited most from big Data 
analytics

   •  Level of adoption and use of big Data 
technologies
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 Appendix 2: Questionnaire Framework Designed 
for ICT Companies

General company information    • Origin of the people employed
 • Company name    •  Information about customers concerning big Data 

projects
   • Business sector
   •  Year of commencement of 

activity
   • Name and role of interviewee
Section A—Company positioning 
and innovation actions

Section C—Indications on the professional figures 
specialized in data analytics

   • Company turnover    •  Professional figures and required competencies for 
the development of big Data analytics

   • Number of employees.    • New recruitment programs
   •  Percentage of employees by 

qualification degree
   • Difficulties in finding required professional figures

   •  Turnover trend, investments, 
occupation, exports

   • Planned training activities.

   •  Innovation activities in the 
last 3 years

Section D—Other information related to the use of big 
Data

   •  Modality of innovative 
processes

   •  Average annual budget for activities related to big 
data

   •  Planning for innovation 
investments in the next 2 years

   • Financing method

Section B—Elements related to the 
use of big Data

   •  Connections with other companies related to the use 
of big data

   •  Type of consultancy/service 
offered

   •  Connections with educational institutions/
universities

   • Customer location    •  Connections with international institutions/bodies for 
conducting educational and developmental activities

   •  Level of adoption of 
technologies related to big 
data

   •  Policy interventions to strengthen the adoption of 
technologies and processes related to big data

   •  Level of use of technologies 
related to big data

   •  Needed support from institutions to strengthen 
innovation activities

   •  Professional figures/skills 
used

   • Number of full-time staff
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 Appendix 3: Production and Service Companies Included 
in the Study

Company Activity Location

Bonfiglioli engineering Industrial machines for quality control in 
packaging

Vigarano Pieve (FE)

BPER services S.C.p.A. Banking services Modena
CEFLA Plant production, furniture, finishes and 

medical instruments
Imola

Chiesi Pharmaceutical production Parma
CIR food Restaurant services Reggio nell’Emilia
Coop Italia Wholesale Casalecchio di Reno 

(BO)
Coop Alleanza 3.0 Business Castenaso
Cooperativa Bilanciai Weighing systems production Calderara di Reno 

(BO)
CRIF Business information Bologna
CRIT Sri Research and analysis of technical- 

scientific information
Vignola (MO)

Granarolo Food industry Granarolo (BO)
IMA Industrial machines for packaging Ozzano dell’Emilia 

(BO)
Laboratorio “L’immagine 
Ritrovata”

Film restoration Bologna

SCM group Production of machinery and components Rimini
SCS consulting Consulting Bologna
UnipolSai Insurance and banking services Bologna
Yoox net A porter E-commerce Bologna
SACMI Engineering Imola

 Appendix 4: ICT Companies Included in the Study

Company Activity Location Sector

4 science Data management Ravenna ICT; healthcare; 
manufacturing

Axyon Al Technology Modena ICT; financial, banking 
and insurance

BioDec Project management and 
integration with business 
applications

Casalecchio di 
Reno (BO)

ICT; healthcare

L. Poma and H. Al Shawwa



71

Company Activity Location Sector

CINECA Information processing Casalecchio di 
Reno (BO)

ICT; multisectoral

DataRiver S.r.l. Data processing Modena ICT; healthcare; 
manufacturing

Dedagroup Digital business Bologna ICT; multisectoral
Dedalus Healthcare software Bologna ICT; healthcare; public 

Administration
DM Management 
& Consulting

MES systems for data collection 
and analysis

Bologna ICT; manufacturing

Doxee S.p.A. Customer communication 
management

Modena ICT; multisectoral

Energy way Industrial data management Modena ICT; multisectoral
Engineering Software and IT services Bologna ICT; multisectoral
Expert system 
S.p.A.

Semantic intelligence Modena ICT; multisectoral

Fancy pixel S.r.l. Customized software for industry Ferrara ICT; manufacturing
Gruppo Kedos IT services Parma ICT; financial, banking 

and insurance; 
manufacturing

Iconsulting Data warehouse, business 
intelligence, Performance 
management and big Data 
analytics

Casalecchio di 
Reno (BO)

ICT; multisectoral

Imola 
Informatica

IT consulting Imola ICT; financial, banking 
and insurance;

I.S.I. S.r.l. Smart factory systems Podenzano 
(PC)

ICT; manufacturing

Lepida Technology and consulting Bologna ICT; pubic 
administration

Onit group S.r.l. Computer technology and 
consulting

Cesena ICT; healthcare; 
manufacturing

RTS Sistemi 
Informativi

Technology and consulting Forli ICT; manufacturing

 Appendix 5: Universities Included in the Study

University Location

University of Bologna (UNIBO) Bologna
University of Modena and 
Reggio Emilia (UNIMORE)

Modena and Reggio Emilia

University of Ferrara Ferrara
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The Logic of Production in the Informal 
Enterprises: The Case of Bolivia and Its 
Implications for the Public Policy

Leon Dario Parra Bernal and Milenka Linneth Argote Cusi

Abstract The informal sector has been the subject of research and study of eco-
nomic science for more than five decades since Hart defined it in 1973. In this sense, 
the logic of production of informal companies has been a subject of wide discussion 
due to the structure of productive heterogeneity in developing countries. Accordingly, 
the chapter investigates the production logic of informal companies, differentiating 
it from the production logic of traditional capitalist companies. According to this, a 
different form of production emerges against the capitalist one whose main objec-
tive is not the accumulation of capital, but the satisfaction of basic needs and recog-
nition of members in the informal productive unit; thus showing itself as an antithesis 
of conventional capitalist accumulation logic. To achieve this objective, the chapter 
addresses the case of informal commerce and service companies in Bolivia, a coun-
try characterized by a strong presence of informal sector in its economy.

Keywords Entrepreneurship · Informal sector · Public policy · Labor markets · 
Capitalism · Productive heterogeneity

1  Introduction

According to the World Bank (2017), informal enterprises (i.e., the enterprises that 
do not pay taxes or do not have a business registry) and unskilled self-employed 
workers account for about 50% of the workforce in emerging countries. This fact, 
combined with the low productivity levels of informal enterprises and their associa-
tion with narrow-based economies, means that informal enterprises are today one of 
the greatest challenges in terms of public economy and social policy in Latin 
America. However, some authors have been assumed that informal enterprises 
describe a linear trajectory toward formality (De Soto, 2004; Maloney, 2004; World 
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Bank, 2008), which should be facilitated by a reduction in the institutional barriers, 
the simplification of regulations and the reduction of the tax burden (Freije, 2001; 
Hernandéz Licona, 2004; Siqueira et al., 2016).

Nonetheless, this position takes into account the assumption that informal enter-
prises manifest the same logic of production and accumulation process of a capital-
ist company, and as a result, these productive units could move toward formality, if 
the legal and regulatory system becomes more flexible, allowing greater freedom in 
the entry and exit of the new enterprises.

Therefore, in this chapter, we are going to analyze the logic of production and 
accumulation of informal enterprises in contrast to the enterprises of formal sector, 
in which their main objective is the maximization of the benefit and creation of capi-
tal. In contrary, the informal companies are oriented by the satisfaction of subsis-
tence needs for the members of the informal productive unit. This implies a change 
in the direction of public policies aimed at the formalization of economy and the 
productive transformation, given that as informal enterprises do not manifest the 
same logic of production and accumulation of a formal enterprise; thus, they require 
support mechanisms, sources of financing and productive development strategies, 
different from those traditionally used for the formal sector of the economy.

On the other hand, we support the findings using the case of informal business in 
La Paz and El Alto cities in Bolivia while taking into account the testimony of 20 
informal entrepreneurs in the textile sector who participated in this case study. It 
will be observed how the logic of these entrepreneurs behaves differently from a 
formal enterprise, highlighting aspects such as: the autonomy in the management of 
time, the differential in salary levels, the use of social and economic networks of 
informal companies as a way for leverage their business growth. In this regard, we 
analyzed how the informal enterprises whose productivity levels were higher than 
the average of the sector could motivate growth and development in the same way 
by integrating units with lower productivity levels. Thus, the research question is:

How integrated are the productive units of the informal sector among themselves?

2  Literature Review

Different studies carried out on the informal sector have revealed that this sector 
manifests a different dynamics of production and accumulation to what is presented 
by the formal capitalist sector of economy. The WLO (World Labor Organization) 
and the PREALC (Regional Employment Programme for Latin America and the 
Caribbean),1 for example, indicates that informality is understood as a form of pro-
duction that is tied to the structural heterogeneity of the economy in developing 
countries, whose productive characteristics differ from modern economy (Tokman, 
1991; PREALC, 1985). This implies that informal sector’s structure and logic of 

1 https://digitallibrary.un.org/record/90910?ln=en
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production differs from what is represented in the formal capitalist system. Other 
studies have also had the same opinion, as they observed that the informal sector has 
had the typical behavior of traditional subsistence economies, with some elements 
such as the self-exploiting of the labor force of their members to generate the income 
that will allow them the minimum basic needs (Harris & Todaro, 1970; Cortes, 
2001; Urbina & Viianto, 2015; Parra, 2016, 2019).

On the other hand, some authors had said that the concept of informal sector 
should be replaced for the concept of popular economy or family production sector, 
due to the interrelationship between the logic of production of the informal sector 
and its cultural and social behaviors associated to the traditional and family produc-
tion unit (Boza-Valle & Manjarez-Fuentes, 2016; Gray et al., 2006; Escobar, 1990).

In this regard, the logic of production and accumulation process of informal 
enterprises differ substantially from the logic of formal enterprises in different 
aspects that have been widely discussed in the related literature. However, we could 
add, the scarce or null division between capital and labor force in the informal com-
panies, the structure of social and economic networks that support informality, and 
the incentives to increase the level of productivity. In this sense, the approach of 
Chayanov’s thesis (1974) about the organization of the peasant economy unit is 
very close to the productive dynamics of informal enterprises. The theoretical 
approach that he formulated on the peasant economic unit “doesn’t only belong to 
the peasant unit. It’s present in all the economic units of family labor, in which work 
is related to the exertion of physical effort and the gains are proportional to this 
attrition” (Ibid p. 96). In this regard, the logic of production and accumulation pro-
cesses of the informal sector could be analyzed as an alternative from the perspec-
tive of Chayanov (1974), due to the productive and commercial characteristics that 
the sector present in relation to the exploitation of the labor force in this sector.

Furthermore, in the economic unit of family exploitation proposed by Chayanov 
(1974), the relationship between production and accumulation process that occurs 
in traditional capitalist enterprises changes its behavior toward a relationship 
between productivity and maximization of the required labor effort. In other words, 
while in the capitalist production enterprises the main incentive for the increase of 
levels of productivity and levels of returns is the accumulation of profits, in the fam-
ily production unit the increase of productivity is associated with the optimization 
of the labor effort which is required to achieve the necessary income that replaces 
the reinvestment in the work capital, plus the needs of the self-exploited family.

Relying on Chayanov’s study (1974), in a capitalist enterprise, the capital circu-
lation process presents the circularity that Marx previously raised in his theory on 
capital: Initial investment capital—production process—and return of capital with a 
profit. In this scheme, the entrepreneur invests a given amount to acquire factors of 
production, once the productive cycle is completed and sold, the entrepreneur obtain 
a gross income with its respective profit, the sum which is needed for a new produc-
tion phase is reinvested, and the surplus is accumulated as profits from the period 
(Ibid, p. 231). In contrast, in the family business, the family provides both necessary 
capital and labor for a productive process that will give them a gross income. Part of 
this gross income, according to Chayanov (1974), is reinvested in the factors that 
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are needed to maintain the productive activity, and the surplus is oriented to meet 
the basic needs for the family members, or in other words, “to reproduce the labor 
force” (Ibid, p. 232). This implies that since the productive family unit spends all its 
income on the family’s own consumption and the reinvestment needed for work 
capital, it can be assumed that the total production of each unit is equal to the total 
gross income perceived by the family. In this order of ideas, the labor force available 
to each productive unit will determine in equal measure the volume of its produc-
tion, and the intensity of work required to achieve the minimum income necessary 
for the survival of family members. In this regard, the production dynamics of enter-
prises in the informal sector, as well as in the family exploitation unit, break with 
the subject of traditional capitalist accumulation process, given that the intensity of 
the work needed to cover self-consumption and reinvestment in work capital, are the 
determinants of the level of production needed in each unit, and not for the interest 
of obtaining a surplus value or profit to be accumulated period after period.

Following this approach, we understand that the family businesses that Chayanov 
(1974), talks about are not the same segment that Schumpeter analyzes with his 
“social group optimally selected and oriented towards the end of maximum indi-
vidual benefit” (Schumpeter, 1934). Reflecting on his approach, the productive unit 
to which Chayanov (1974) refers is that which uses the labor force available in its 
members in order to obtain a gain that is proportional to the physical wear required 
for the production of certain goods (Ibid, p. 96).

In our case, the family and the informal exploitation enterprises are different 
types of entrepreneurship that differ strongly from the capitalist production unit, 
absorbing predominantly the unskilled labor force of the population, involving 
small free owners and encouraging the exchange between sectors though the spe-
cialization of work (Amin & Vergopoulus, 1975). However, this informal produc-
tive segment, as well as the informal economy in general, is not homogeneous, 
given the differential in the levels of productivity among enterprises, the social and 
commercial networks that informal entrepreneurs have, and the level of division 
between capital and labor in each enterprise.

This heterogeneity within the informal sector is the key factor to establish that 
has greater potential for productive growth and connectivity with the modern econ-
omy, and both of them are immersed in a subsistence economy. That is, heterogene-
ity, instead of being seen as an obstacle that makes the development of informal 
entrepreneurship impossible, it can contribute to the generation of productive units 
between the most backward of the sector with its most organized and modern ones.

According to the abovementioned literature, the central axis of the productive 
dynamics of informal enterprises is not the accumulation of capital through higher 
productivity as in the formal sector of the economy, but the reproduction of its pro-
ductive cycle as a means of survival for family members that partially form part of 
informal enterprises’ workforce. We could also claim that increasing productivity in 
the informal units would increase the family’s available income to satisfy needs that 
were not previously met with inferior incomes. This situation has an impact on a 
better quality of life for the members of each single enterprise of the informal sector 
accompanied with increases in the level of their production.
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3  Discussions

3.1  Differential Factors in the Forms of Informal 
Business Insertion

In different studies on the informal sector it is indicated that a large part of the labor 
and productive insertion in the sector occur in self-employed and non-salaried 
worker occupations, leaving scarce participation to sponsors or owners who occu-
pies paid workers in their businesses (Pacheco, 2004; Tokman, 1991, 2004; Maloney, 
2004; Friedmann, 2018). Similarly, the literature on the informal sector argues that 
there is a certain precariousness on the working conditions of the vast majority of 
informal workers, which does not differ significantly between the types of produc-
tive units of microenterprises. In turn, the analysis made to different groups of infor-
mal companies in Latin America made it possible to find certain repetitive patterns 
among these enterprises.

First, the methods of business insertion in the informal sector depend not only on 
the type of occupation in which individuals are inserted, but also on the experience 
that they have in a certain sector, and the social and family networks that they have 
for to start their own business.

Second, the number of persons that participate in the same productive unit, and 
the division of work to carry out the activities vary according to the conjectural need 
of the market and the proper needs of each business. Thus, it is evident that the logic 
of production of informal enterprises is largely oriented toward maximizing the 
labor effort invested in a certain productive activity in exchange to the economic 
benefit that is obtained to meet certain needs for personal recognition. An entrepre-
neur in textiles industry at El Alto city in Bolivia expresses this logic as the following:

“At the beginning I did everything, ,weaved, remeshed, washed, ironed, controlled quality 
but I did not want that forever, so I started delegating the tasks, then I needed a weaver, I 
trained him and they have responded, then I remeshed and later delegated the task to 
another person step by step” 2

Third, the income received by the workers and micro-entrepreneurs in the infor-
mal sector, in spite of showing a similar situation for the vast majority of the non- 
salaried workers in Latin America, indicates the abysmal and low level of income in 
terms of minimum wages. The situation can vary according to the level of produc-
tivity that each business unit has, the commercial networks that each individual has, 
and their level of business development. In this sense, we found both productive 
systems whose level of sales income only covers the subsistence needs of its mem-
bers, as established production units with sufficient levels of profitability to gener-
ate reinvestment in the business and manifest a potential for productive growth. 
(Gray et al., 2006; Parra, 2013; Parra & Argote, 2019).

2 Sra. Carolina Rodríguez of CORALIA Textiles, entrepreneur of El Alto City in Bolivia (2018).
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In summary, it can be observed that although the type of occupation facilitates 
the categorization of workers in the labor market, it still remains vague to define the 
productive and labor dynamics of the informal sector entrepreneurs. In this way, two 
individuals with the same type of occupation could manifest different patterns of 
behavior in relation to their labor insertion, income and form of production, while 
people with different types of occupation could resemble in their characteristics. In 
the same direction, the labor experience and the socioeconomic context have a dif-
ferential influence on each individual and productive unit; thus defining the type of 
enterprise that they can generate according to the family and social networks. 
Finally, the level of business consolidation and potential for productive growth in 
the informal sector are affected by a variety of factors, among which are the avail-
ability of capital, the commercial networks with which the products are commer-
cialized, the economic sector to which the subjects are dedicated, and the organization 
of the company or business, in terms of specialization of work (Parra, 2013, 2016, 
2019; Parra & Argote, 2019).

In the following section, the analysis of the productive structure of informal 
enterprises is going to be oriented in terms of the commercial dynamics that micro- 
entrepreneurs have in the informal sector. In this way, we are going to accentuate 
two aspects: (1) The commercial networks that informal entrepreneurs have as a 
way to provide themselves with inputs and merchandise for the realization of their 
economic activity and (2) The forms of competition that exist within the informal 
sector in contrast to the forms of associativity used by the informal businesses to 
expand their niche market, strengthen their companies and also strengthen infor-
mal ties.

3.2  Socioeconomic Networks in Informal Entrepreneurship: 
Competing and Associating

The commercial dynamics of the urban informal sector in Latin America gives rise 
to two forms of relationship between the productive units that make up the sector. 
On the one hand, there is the extensive proliferation of productive or commercial 
units that fragment the market in an excessive way until it reaches its fragmentation 
and excessive competition. These units are regularly integrated by self-employed 
workers who either work individually or employ non-salaried labor. On the other 
hand, there are productive organizations that bring together a group of small pro-
ducers or artisans in a single unit in order to market products manufactured by its 
members in a centralized manner. These organizations operate intermittently 
depending on the needs of the market, with which the permanence of their affiliates 
is not constant in all cases.

This dichotomy between competition and major association is an example of the 
various ways in which socioeconomic networks can be configured in the informal 
sector. Some examples of studies of the informal sector in Latin America help to 
show that the market projection of a company or informal productive unit varies 
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depending on whether or not it is associated with a network of producers, artisans 
or merchants pursuing the same purposes. In the following sections, we are going to 
analyze how the socioeconomic and commercial networks of microenterprises in 
the informal sector in Bolivia, both within and outside the sector, change constantly 
and their behavior varies depending on the type of unit observed.

3.3  Marketing Networks and Provision of Goods 
in the Informal Sector

The theoretical and empirical discussion of the informal sector has advanced 
considerably in relation to the vision that the ILO had and the studies that were 
conducted in the 80s. Nowadays, the heterogeneity of the productive and labor 
dynamics of the sector is recognized openly, as well as the existence of new ways of 
informal work integrated in the modern economy, and with solid ties with large 
enterprises that participate in the market globalization (Peréz-Sáinz, 1995; Weller, 
2003; Portes & Haller, 2004; Tokman, 2004; Siqueira et al., 2016). However, the 
typologies that some of these authors had made indicate a strong relationship 
between the informal and formal sectors of the market by the subordination of infor-
mal work to the organized private capital, either through subcontracting mecha-
nisms of labor or through means of commercialization of the goods that large 
companies produce and are sold to informal businesses.

In the case of Bolivia, and particularly in the informal sector of the textile branch 
in the cities of El Alto and La Paz, it was found that the relationship of subordination 
between sectors, despite being present, is not generalized to the set of the commer-
cial or productive relationships that occur between the two sectors. In turn, micro- 
entrepreneurs or informal businessmen make use of different marketing strategies 
for their products, combining commercial agreements for the distribution of goods 
and services with formal companies, with subcontracting agreements for the pro-
duction and sale of certain products in La Paz and El Alto—Bolivia (Parra, 2013).

The economic and commercial networks that were perceived in the companies of 
the informal manufacturing sector in Bolivia, as well as the satellites dedicated to 
the sale of clothes, differ in a short term according to the needs that each unit had to 
place their product in the market. In a case which was studied 7 years ago by one of 
the authors of this chapter, the use of the commercial networks was differentiated as 
a strategy for merchants to sell their merchandise, from how producers use their 
commercial contacts to place their production in the domestic and foreign market 
(Ibid, p. 18).

In other studies, there has been the possibility to identify two marketing strate-
gies and the use of networks by informal entrepreneurs. The first is the diversifica-
tion of market niches, using a combination of direct sale of products to the final 
consumer, with the use of commercial networks formed by intermediaries of smaller 
or larger size with the purpose to expand the fraction market (Gray et al., 2006; 
Parra & Argote, 2014).
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Merchants

Use of networks in family
micro-enterprises

Niches diversification in the
local market through 

atomization of the market

Producers

Source: Authors’ own work

Guild
strengthening

Connection with the 
modern economy and

large companies

Fig. 1 Commercial dynamics in micro-entrepreneurship. (Source: Authors’ own work)

Likewise, some of the studies cited above indicate that micro-entrepreneurs 
show a high degree of adaptability of their business concept in accordance with 
market trends, which allows them to “survive” more easily to the economic cycles 
than larger enterprises that have achieved a certain level of productive specialization 
(Weller, 2003; Parra, 2013; Siqueira et al., 2016). According to this adaptability, the 
commercial logic of micro-entrepreneurs and small informal producers can be seen 
in Fig. 1, and it is an example of how commercial networks operate in the segment 
with the greatest productive potential for the informal entrepreneurship.

The commercial dynamics of informal companies is more complex than it seems 
at first, due to there are logics of subordination to private capital and predominant 
orientation of sales toward the final consumer. At the same time, the commercial 
networks of informal entrepreneurs cover a large scope and the informal microen-
terprises use these networks with the intention that their products reach different 
market niches, as well as strengthen the social capital that allows them to secure 
certain segments of the market.

4  Public Policy Implications

The case of the informal enterprises in Latin America, and hence in this case in 
Bolivia, is a clear example of the sets of interests involved in the formulation and 
implementation of the public policy aimed at strengthening business and the pro-
ductive diversification. The interaction between the strength and the collective 
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action represented by the association of small merchants and informal producers, 
and the failures of the public administration, reflect a complex panorama for the 
administration regarding the execution of a plan to strengthen the microenterprise 
supported by formalization and productive reconversion programs.

In this context, the first element that stands out is the power of collective action 
over the success or failure of the public policy. For the particular case of informal 
entrepreneurship in Bolivia, we can see the need for organizing through the trade 
unions or syndicates to which they are affiliated, and thereby achieve a higher rate 
of coverage of public programs. Using the logic of Olson (2000), it could be argued 
that the collective interest of these large groups is aimed at maximizing their level 
of aggregate utility by remaining invisible as productive units, but obtaining the 
benefits of participating “marginally” in the governmental programs.

Moreover, it can be observed that the heterogeneous structure of informal enter-
prises, with a high predominance of productive units who deal with a logic of sub-
sistence or necessity, and a small productive segment with potential for growth and 
development, require that the public policy guidelines to be differentiated, depend-
ing on the segment to which they are oriented. In this regard, considering that the 
logic of production and accumulation of informal sector is different from the tradi-
tional capitalism, the specific needs must be identified in each business sector to 
meet their specific demands. However, it is important to mention that the public 
policy guidelines that are being formulated for informal enterprises must take into 
account the differential segments that exist within the informal sector, and in this 
way, we propose that the next highlighted elements in Fig. 2 should be take into 
consideration:

According to Fig. 2, government should be oriented toward at least three differ-
ent strategies for fulfilling the needs of the informal enterprises, depending on the 
segment involved. In this sense, the microenterprises in the commercial sector need 
the strengthening of the domestic demand; in contrast, the manufacturing segment 
in the informal sector requires a bigger support in the promotion of business 
networks.

Source: Authors’ own work

Micro enterprises in the
informal commercial 
sector

Policy at macro and meso level aimed at
strengthening domestic demand.

Micro enterprises in the 
informal manufacturing
sector

Generation of productive chains in the micro
business sector promoting socio-economic 
networks.

Micro enterprises of 
sophisticated services
(ICT and knowledge)

Creation of technologically based business 
ecosystems for micro-enterprises that generate
knowledge.

Fig. 2 Public policy differentiated by the needs of the informal business sector. (Source: Authors’ 
own work)
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5  Conclusion

The chapter discussed the importance of companies and enterprises in the informal 
sector for the economies of Latin America. In this sense, the chapter clarified the 
difference between the logic of production and accumulation in the informal com-
panies in contrast to the logic of the traditional capitalist sector. The incidence of 
structural productive heterogeneity in developing countries was indicated as the 
main factor in understanding the logic of production and accumulation among the 
informal companies.

On the other hand, it was discussed how the informal companies and therefore 
their entrepreneurs have as their main objective the satisfaction of basic survival 
needs and recognition of members or workers that integrate their families, and also 
how these objectives were prioritized over the capital accumulation by them. This 
situation gives the companies located in the informal sector a different connotation 
than companies of the traditional capitalism, taking into account the case of micro-
enterprises in the informal commerce and services sector in Bolivia, a country 
whose employment rate in the informal sector has exceeded 60 percent of the cur-
rent employed population.

Finally, some recommendations for public policymaking were made, with the 
aim of outlining the guidelines that should be taken into account when designing 
and implementing programs focused on the informal sector and its companies. 
These recommendations emphasize the consideration of the productive heterogene-
ity within a country like Bolivia, and then the necessity for focusing each program 
on special productive segments, depending on their specific needs. Thus:

• Given their production logic aimed at satisfying basic survival needs, informal 
companies that have been created out of necessity rather than opportunity require 
policies aimed at strengthening public and private investment that generate 
employment in key sectors for diversification productive capacity of the econ-
omy, as well as universal access to the social security systems, health services 
and education. On the other hand, the informal companies in the case of Bolivia, 
should be articulated with modern sectors of the national economy through 
structured public programs.

• Taking into account, that the motivation of self-employed workers to engage in 
an informal activity may be mediated both by the need for subsistence as well as 
by labor independence; informal companies that are in a more advanced stage of 
productive development than covering the survival needs of its members, require 
systems for their strengthening and productive reconversion. This could promote 
associativism for productive purposes among self-employed workers in the same 
branch of activity, in order to generate a better segmentation of the market and 
prevent its atomization.

• Finally, since the informal companies that employ paid workers for their produc-
tion activities, are targeting the smallest market segment within the informal sec-
tor but with higher levels of productivity, require both the expansion of new 
markets to place their production and the provision of a seed capital to finance its 
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working capital during the first years of operation. In this segment, associativism 
is the key to uniting small producers in a single marketing unit, as different civil 
organizations are already doing in the cities of La Paz and El Alto. The public 
policy guidelines that are designed for this segment of informal entrepreneurship 
should strengthen the socioeconomic ties that exist between the informal micro-
enterprises as well as the ties they have with the transnational economies, provid-
ing them with support in terms of protection of contractual rights and the 
financing of their production at zero interest rates.

In sum, policies at the microeconomic level must be accompanied by a compre-
hensive macroeconomic strategy. The State in this regard plays a central role in 
economy, and its intervention as arbitrator, regulator and promoter of the economy 
is evident through its intervention in the market, the definition of priority sectors, 
and the provision of social services to the poorest communities. All this should be 
without causing trauma in the market for goods and services or placing the guaran-
tee of private property and incentives for investment.
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m

anagem
ent in our tim

e. T
he intention behind ST

S w
as organizing the collective 

endeavor of the strategists w
ithin all the departm

ents of an organization to acquire 
an insightful synergism

 that potentially leads to a com
petitive tim

ing w
ith the high-

est harm
ony, adaptability, and decisiveness, w

hich could result in a m
axim

um
 stra-

tegic tim
eliness, flexibility and sw

iftness, respectively.
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90K
eyw

ords Strategic tim
ing · Strategic tim

ing perception (ontology) · Strategic 
tim

ing evaluation (axiology) · Strategic tim
ing know

ledge (epistem
ology) · 

Strategic tim
ing classification · T

im
e in strategic m

anagem
ent

1 
 Introduction

T
im

e is a cognitive and hence an attributive entity. W
e grasp tim

e through our cogni-
tion, i.e., via thinking, reasoning, or rem

em
bering. O

n the other hand, w
e attribute 

specific characteristics and m
etaphors to tim

e in order to m
ake a fundam

entally 
abstract issue m

ore concrete and com
prehensible. H

ow
ever, it is extrem

ely difficult 
to define w

hat T
im

e is. For presenting a definition of tim
e, w

e should be conscious 
to avoid the pitfall of circularity, i.e., defining tim

e by tim
e. T

hus, w
e have to use an 

entity other than tim
e to help us present a noncircular definition of tim

e. A
vicenna 

(c. 980—
1037), the Persian Philosopher, in al-Šifā (T

he B
ook of H

ealing), presented 
an A

ristotelian spatial definition of tim
e, that is defining tim

e by using m
otion. 

H
ow

ever, in any attem
pt for avoiding definitional circularity and defining tim

e by 
som

ething other than tim
e w

e m
ay also fall into a derivative definition, i.e., defining 

tim
e as a derived concept (such as defining tim

e by m
otion). N

evertheless, in dealing 
w

ith tim
e w

e either have to accept circularity or derivativeness. T
hus, the chapter’s 

approach in using m
etaphor to shed light on the concept of strategic tim

ing is also a 
derivative approach. Faghih et al. (2016: 3) believe “M

etaphors efficiently sim
plify 

the m
ost com

plex phenom
ena and issues by putting em

phasis on their key qualities” 
and “they are used to enable and reinforce our understandings by referring to unfa-
m

iliar things in term
s of fam

iliar things.” T
his approach is a m

ental m
odeling of a 

phenom
enon. H

ow
ever, although “L

ike the m
odel, the m

etaphor bridges tw
o 

dom
ains of reality, for it to be effective, those dom

ains m
ust clearly share som

e key 
and com

pelling traits” (V
on G

hyczy, 2003: 86). B
y analogy, in this chapter the tim

e 
m

etaphors w
ere used to derive the key aspects of strategic tim

ing, to illum
inate the 

dark corners of the strategic tim
ing ontology (strategic tim

ing being), axiology (stra-
tegic tim

ing evaluation), and epistem
ology (strategic tim

ing know
ledge, hence clas-

sification) in strategic tim
ing m

anagem
ent m

ainstream
. T

he use of m
etaphor for 

clarifying the notion of strategic tim
ing dates back to the antiquity. For exam

ple in 
one of the early books on strategy T

he A
rt of W

ar, Sun T
zu (c 544–496 B

C
), the 

C
hinese strategist of w

ar, m
etaphorically resem

bled the quality of a strategic deci-
sion to “the w

ell-tim
ed sw

oop of a falcon w
hich enables it to strike and destroy its 

victim
.” H

eraclitus (c. sixth century B
C

), the G
reek philosopher, applied the fam

ous 
m

etaphor of the flow
 of river and im

possibility of stepping tw
ice into the sam

e river 
for clarifying the constant flux of the universe and tim

e. N
evertheless, the question, 

w
hich could be raised, is w

hy w
e should study tim

e and tim
ing in strategic studies 

and hence strategic m
anagem

ent? T
he answ

er lies in the inevitability of strategic 
decision-m

aking. T
im

ing could not be om
itted from

 a strategic decision. A
 strategic 

decision that neglects tim
e loses its tim

eliness; that is its effectiveness and efficiency 
in the strategic application of tim

e. E
ven the application of the best possible strategy 

at an ill-tim
ed condition could lead to a tragic fiasco. O

n the other hand, there is not 
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any one-size-fits-all strategy. W
e cannot keep a single strategy; even the best ever 

form
ulated one for a long tim

e. M
etaphorically, if w

e assum
e a strategy as a sw

ord, 
it echoes Sun T

zu’s aphorism
 that “even the finest sw

ord plunged into salt w
ater w

ill 
eventually rust.” T

hus, any strategy is inherently a tim
e-bound issue.

To deal w
ith the strategic tim

ing’s ontological, epistem
ological and axiological 

grounds, the chapter first starts w
ith the clarification of the concept of m

etaphor in 
this chapter as a cognitive m

etaphor and continues w
ith the m

etaphorical scenarios 
of tim

e progress (e.g., linear tim
e, circular tim

e, cyclical tim
e, and sinuous tim

e). 
A

fter that, it deduces the cognitive m
etaphors of strategic tim

ing (e.g., gam
e m

eta-
phor, cyclical m

etaphor, w
indow

 of opportunity m
etaphor and patience m

etaphor) 
from

 m
ainstream

 strategic tim
ing literature. T

hen it explores dom
ains of strategic 

tim
ing; here based on the relevant cited literature, expands the view

 of tim
ing’s 

contextuality (i.e., tim
ing as a context-related issue, ranging from

 the w
orld of poli-

tics to business). L
ater, the chapter discusses the ontological, epistem

ological and 
axiological binary approaches tow

ard the study of tim
e and tim

ing (Fig. 1). Finally, 

F
ig. 1 

T
he roadm

ap for the chapter discussions. (Source: A
uthor’s ow

n w
ork)
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92the chapter ends w
ith recom

m
ending a strategic tim

ekeeping system
 analogous to 

the brain tim
ekeeping m

echanism
.

2 
 C

larification of the C
oncept of M

etaphor in T
his C

hapter 
and the M

etaphorical Scenarios of T
im

e P
rogress

M
etaphor has a G

reek etym
ology (m

eta: across, -phor: to carry or bear) and they are 
used for “the transfer of im

ages or ideas from
 one dom

ain of reality to another” 
(V

on G
hyczy, 2003: 86). T

hus, according to V
on G

hyczy (2003: 86): “M
etaphors 

can be pow
erful catalysts for generating new

 business strategies. T
he problem

 is 
that, because of their very nature, m

etaphors are often im
properly used, their poten-

tial left unrealized.” G
enerally, w

e have tw
o types of m

etaphors. R
hetorical m

eta-
phors m

ostly in the dom
ain of literary w

orks and cognitive m
etaphors m

ostly in the 
dom

ain of teaching and philosophy. E
tzold and B

usw
ick (2008: 279) clarify the 

difference of these tw
o m

etaphors as the follow
ing:

R
hetorical m

etaphors are stale; everyone know
s w

hat they m
ean. T

hey create recognition, 
but do not encourage further thinking. C

ognitive m
etaphors, how

ever, foster creativity. 
T

hey are not im
m

ediately obvious and need an intellectual push to uncover potential 
insights.

C
ognitive m

etaphors, w
idely know

n as conceptual m
etaphors, are the cognitive/

m
ental understanding of one idea in term

s of another. Studying these types of m
eta-

phors in language, through the m
ental and psychological grounds behind them

, has 
been one of the m

ain projects of cognitive linguists and philosophy of language. 
T

hese linguists and philosophers of language study language as a m
ental phenom

-
enon revealing hum

an cognition, perception, conceptualization, realization, recog-
nition; and in sum

, how
 language sheds light on hum

an m
ind and intelligence. T

hus, 
in cognitive linguistics a m

etaphor is a block of thought needs m
ental and neuropsy-

chological 
interpretation. 

T
his 

approach 
tow

ard 
m

etaphors 
falls 

w
ithin 

the 
C

onceptual M
etaphor T

heory (C
M

T
) w

hich claim
s that “m

etaphor is not just an 
aspect of language, but a fundam

ental part of hum
an thought. Indeed, m

ost m
eta-

phorical language arises from
 preexisting patterns of m

etaphorical thought or con-
ceptual m

etaphors” (G
ibbs, 2011: 529). To put it sim

ply, num
erous m

etaphors 
originate from

 these conceptual or cognitive m
etaphors, since they are the cognitive 

bedrock for the rest of the relevant m
etaphors. In other w

ords, “they com
bine to 

serve as the foundation for new
 m

etaphors” (R
itchie, 2006: 31).

A
ccording to the theorists of C

onceptual M
etaphor, G

eorge L
akoff and M

ark 
Johnson in the book M

etaphors W
e L

ive B
y (1980a) w

e can observe a “
system

atic-
ity” am

ong m
etaphorical concepts. T

hat is a conceptual netw
ork or system

 sur-
rounds a conceptual m

etaphor that leads to a system
atic w

ay in talking about a 
concept. For exam

ple if w
e assum

e the m
etaphor: ST

R
A

T
E

G
Y

 IS A
 W

A
R

; then w
e 

can assum
e the concepts of defense, attack, coalition, com

petition, losing, w
ining, 

negotiation, etc. T
hese entities also m

ake our conceptual system
 that governs our 

A
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Table 1  
Sum

m
ary of tim

e progress m
etaphors and their corresponding strategic tim

ings

T
im

e progress m
etaphors

T
im

e as a line
T

im
e as a cycle

T
im

e as a circle
T

im
e as a w

ave

L
inear tim

e
C

yclical tim
e

C
ircular tim

e
Sinuous tim

e
Strategic 
tim

ing
L

inearity

Strategic tim
ing 

cyclicality
Strategic tim

ing 
circularity

Strategic tim
ing 

sinuosity

(Source: A
uthor’s ow

n w
ork)

life. T
hus, L

akoff and Johnson (1980b: 454) believe “on the basis of linguistic evi-
dence [they] have found that m

ost of our ordinary conceptual system
 is m

etaphori-
cal in nature.” M

oreover, they believe w
e have O

rientational M
etaphors; hence 

som
e of the concepts of T

im
e m

etaphors introduced in this chapter fall w
ithin this 

orientationality.
Furtherm

ore, tim
e is a perceived entity via hum

an cognition, thus its being for 
hum

an is cognitive:

P
1 : T

im
e for hum

an is a cognitive entity.

T
he application of tim

e m
etaphors in this chapter falls in the category of cogni-

tive m
etaphors.

T
hus, if w

e accept the follow
ing O

rientational proposition:

P
2:  T

im
e is a progressive entity.

T
hen at least w

e could assum
e the follow

ing tim
e progress cognitive m

etaphors, 
and hence the corresponding tim

ing concepts (Table 1).

2.1 
 T

im
e as a L

ine (L
inear T

im
e)

T
im

e progresses forw
ard in a line, w

ithout deviating right or lift and hence it w
ill 

never m
ove in a backw

ard direction. T
hus, accordingly w

e could assum
e, strategic 

tim
ing linearity, i.e., w

e could have either tim
ing parallelism

 (Fig. 2) or tim
ing non- 

parallelism
 (Fig. 3).

H
ence, strategic tim

ing should take either the parallelism
 or the non-parallelism

 
features into the strategic tim

ing decision-m
aking process.
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94F
ig. 2 

Tim
ing parallelism

: A
ction A

 and B
 happened in parallel to each other, they could overlap 

som
e tim

es. (Source: A
uthor’s ow

n w
ork)

F
ig. 3 

Tim
ing non-parallelism

: A
ction 1 (A

1 ) and A
ction 2 (A

2 ) happened non-parallel but in-line 
to each other, they could be sequential or sim

ultaneous. (Source: A
uthor’s ow

n w
ork)

2.2 
 T

im
e as a C

ycle (C
yclical T

im
e)

T
im

e progresses but in a cyclical route upw
ard (i.e., ultim

ately cylindrical). T
hus, 

first in strategic tim
ing w

e should consider tim
ing cycles (e.g., industry cycles, 

product cycles, business cycles, agricultural cycles, electoral cycles, etc.) and the 
revocability of tim

e, i.e., the cycles w
ould be repeated in specific cycles in the 

future. Furtherm
ore, this revocability should not be considered as the exact tim

e 
repetition since tim

e m
oves upw

ard and never dow
nw

ard or the path it has taken is 
cylindrically upw

ard.
Such a condition leads to the concept of strategic tim

ing cyclicality, i.e., in tim
-

ing decision-m
akings the strategic cycles, w

hich obey specific spirally resem
bling 

features (i.e., in each cycle som
e features could be identical), should be taken into 

the decision-m
aking calculations and estim

ations.

2.3 
 T

im
e as a C

ircle (C
ircular T

im
e)

T
im

e progresses in a circular route and it repeats itself. T
hus, an old strategy could 

be reused for the sam
e situation. T

his view
 to strategic tim

ing is a historical sense 
of strategy, i.e., since tim

e m
oves in a circular route, in a specific situation a superb 

m
ilitary, 

econom
ic, 

political 
or 

any 
historically 

used 
strategy 

could 
be 

re- 
im

plem
ented (i.e., strategic tim

ing circularity). T
he only condition for reusing such 

a strategy is occurrence of the sam
e strategic circum

stances and grounds.

A
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2.4 
 T

im
e as a W

ave (Sinuous T
im

e)

T
im

e progresses as a w
ave; thus it m

akes som
e alternations and ups and dow

ns. T
he 

duty of a strategist is to understand these ups and dow
ns and to custom

ize its strate-
gic tim

ing according to such a sinuous progress forw
ard. In this progress scenario 

alw
ays w

e presum
e a potential upw

ard shift even at the m
ost abysm

al m
ilitary, 

econom
ic, political, or even business condition and vice versa, i.e., a dow

nw
ard 

trend in the m
ost optim

al condition. T
herefore, a tim

ing strategist am
bushes for and 

pays attention to the strategic tim
ing sinuosity (i.e., the tim

ing of ups and the tim
ing 

of dow
ns).

3 
 L

iterature R
eview

3.1 
 D

educed M
etaphors of Strategic T

im
ing from

 M
ainstream

 
Strategic T

im
ing L

iterature

M
etaphors act as m

ental m
odels. T

hey are proto-m
odels. V

on G
hyczy (2003: 86) 

clarifies the com
plem

entary role of relevant m
etaphors beside related m

odels:

M
odels and m

etaphors do not com
pete w

ith one another for relevance; they com
plem

ent 
each other. M

etaphorical thought m
ay in fact lead to a successful m

odel, as has so often 
been the case in scientific discovery. Indeed, revolutionary m

odels are just as likely to begin 
as exploratory m

etaphors than as equations. E
instein’s theory of special relativity grew

 out 
of a m

ental experim
ent in w

hich he im
agined how

 the w
orld w

ould appear to an observer 
riding a beam

 of light.

B
y review

ing the m
ainstream

 literature on strategic tim
ing, the follow

ing cogni-
tive m

etaphors are deducible:

3.1.1 
 Strategic T

im
ing as a G

am
e

T
he core concept in strategic tim

ing is decision-m
aking. G

am
e theory w

hich, “can be 
defined as the study of m

athem
atical m

odels of conflict and cooperation betw
een 

intelligent rational decision m
akers,” (M

yerson, 1991: 1) is one of the dom
ains of 

scientific 
study 

of 
decision-m

aking 
processes 

either 
strategic 

or 
nonstrategic. 

H
ow

ever, the tim
ing effect is a com

plicated issue, w
hich needs to be unfolded in 

strategic decision studies. A
ccording to A

bele et al. (2004: 28). “In strategic decision 
situations, as m

odeled in gam
es, the outcom

e depends on all decision-m
akers 

involved. In such situations, people m
ake different decisions w

hen they m
ove sim

ul-
taneously as com

pared to w
hen they m

ove sequentially w
ithout know

ledge of prior 
m

oves. T
his is called the tim

ing effect, w
hich is not predicted by classic gam

e theory.”
Strategic tim

ing m
atters m

ost for duopolies. D
uopoly, “an oligopoly lim

ited to 
tw

o sellers” (M
erriam

-W
ebster, 2002: 359), arises strategic com

petition betw
een 
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Late
Early

Late

Early

sim
ultaneous

sequential

sequential
sim

ultaneous

F
ig. 4 

A
 duopolistic gam

e 
tim

ing: the sim
plest 

strategic tim
ing in a gam

e 
m

etaphor. (Source: 
A

uthor’s ow
n w

ork)

tw
o rivals. In such a case, w

hen tw
o com

panies or parties control the entire or m
ost 

of the product or service m
arket, strategy is a determ

ining factor for ultim
ate suc-

cess. If the rivals reject cooperation, then the only scenario is com
petition. H

ence, 
the com

petition tim
ing could be either sim

ultaneous or sequential (Fig. 4). T
hese 

are tw
o tim

ing plays in a strategic duopolistic gam
e. For exam

ple in a duopoly, 
“…

firm
s [could] choose w

hether to set prices sequentially or sim
ultaneously” 

(B
árcena-R

uiz, 2007: 263). H
ere, the researchers try to define these tim

ings via 
m

athem
atical equilibrium

s (e.g., see H
am

ilton &
 Slutsky, 1990; G

ul &
 L

undholm
, 

1995; V
an D

am
m

e &
 H

urkens, 1996; H
uck et al., 2002; K

aw
asaki et al., 2020) and 

the discussions are im
bued w

ith the spirit of logic.
M

oreover, the sim
ultaneousness and successiveness of tim

e is also accentuated 
in K

ant’s C
ritique of P

ure R
eason in section O

f Tim
e w

hile he w
as discussing tim

e 
as a priori (i.e., presupposition w

ithout exam
ination or analysis). K

ant (1922: 24) 
em

phasizes:

T
im

e is not an em
pirical concept deduced from

 any experience, for neither coexistence nor 
succession w

ould enter into our perception, if the representation of tim
e w

ere not given a 
priori. O

nly w
hen this representation a priori is given, can w

e im
agine that certain things 

happen at the sam
e tim

e (sim
ultaneously) or at different tim

es (successively).

3.1.2 
 Strategic T

im
ing as a C

ycle

B
usiness cycles, industry cycles, product life cycles, and so forth could be used and 

should be used in strategic tim
ing. T

he key issue in such a tim
ing is choosing the right 

cycle for the im
plem

entation of a stagey. A
ccording to C

hung (2011: 1) “…
 the 

phases of the [restaurant] industry cycle differently support a firm
’s strategy choice, 

so the use of the cycle allow
s firm

s to find the right tim
e for a particular strategy 

choice,” i.e., “industry cycle” could be used “as a tool for w
ell-tim

ed strategy choices.”
A

nother fam
iliar exam

ple in the context of business m
arketing is calendar-led 

m
arketing. “C

alendar-led m
arketing (C

L
M

) is the strategic and tactical consider-
ation of recurring calendrical periods in the developm

ent of the content and tim
ing 

of m
arketing practices” (M

artin, 2017: 73).

3.1.3 
 Strategic T

im
ing as the W

indow
 of O

pportunity

Strategic tim
ing is inherently for m

aking the m
ost of the possible opportunities. In 

the business context, strategic tim
ing for m

arket or industry entry is a recurring 
dom

ain of tim
ing for grabbing opportunities. Suarez et al. (2015: 437) assert, “T

he 

A
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F
ig. 5 

W
indow

 of opportunity: T
im

ing fram
ew

ork for entering an em
erging m

arket. (Source: 
Suarez et al., 2015)

optim
al tim

e to enter em
erging industries is a key concern in strategy, yet scholars 

struggle to create a theoretical foundation that can integrate conflicting em
pirical 

findings.” T
hey propose a redefined “w

indow
 of opportunity” for a firm

 to enter an 
em

erging industry. “D
om

inant product design” plays a pivotal role in defining the 
tim

ing of the opening of the opportunity w
indow

. C
hristensen et al. (1999: 213) 

specified the opening of the w
indow

 of opportunity as “…
 the period just prior to 

the em
ergence of a dom

inant product design.” M
arkides and G

eroski (2005: 120) 
has also accentuated the tim

ing for entering an industry “just w
hen the dom

inant 
design is about to em

erge.” H
ow

ever, Suarez et al. (2015: 441) dem
arcated the 

opening and closing of the opportunity w
indow

 by “dom
inant category and dom

i-
nant design during the industry life cycle” (Fig. 5).

Suarez et al. (2015: 441) explain their theoretical fram
ew

ork for w
indow

 of 
opportunity for entry as the follow

ing:

D
uring the industry life cycle, the num

ber of categories w
ill increase before the num

ber of 
firm

s increases. T
he em

ergence of the dom
inant category occurs as the num

ber of catego-
ries begins to decrease. T

his point in tim
e m

arks the opening of the w
indow

 of opportunity 
for entry, w

hereas the em
ergence of the dom

inant design m
arks the closing of the w

indow
 

of opportunity.

N
evertheless, the clim

axes of the dom
inant categories and dom

inant designs, 
show

n in Fig. 5, are intuitive and for further theorization, they need to be proved 
em

pirically.

3.1.4 
 Strategic T

im
ing as P

atience

Strategic delay or patience could be used in different contexts from
 m

ilitary context 
(L

udvik, 2019) to business context, e.g., bargaining (C
ram

ton, 1992). Furtherm
ore, 

delaying an action could be a strategic m
ove against overw

helm
ing uncertainty. For 

exam
ple, “D

elaying a project has long been recognized as an effective strategy to 
m

itigate the risk of price uncertainty” (H
elen et al., 2019: 5). T

his tim
ing strategy 
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98Table 2  
Sum

m
ary of the m

etaphors of strategic tim
ing in the m

ainstream
 literature

T
im

ing m
etaphors

E
xplanations

E
xam

ples

G
am

e m
etaphor

T
im

ing gam
e

N
egotiations

C
yclical m

etaphor
T

im
ing cycles

Seasonal sales
W

indow
 of opportunity m

etaphor
T

im
ing for opportunity hunting

M
arket entry

Patience m
etaphor

T
im

ing passivism
 for gaining a better tim

e
Stock m

arket

(Source: A
uthor’s ow

n w
ork)

could be called w
aiting strategy. T

his strategy could be usually found in real estate 
businesses, oil m

arket, etc. since the risk of price volatility and uncertainty is very 
high in such businesses and m

arkets.
Table 2 has sum

m
arized the cognitive m

etaphors of strategic tim
ing in the m

ain-
stream

 literature.

3.2 
 D

om
ains of Strategic T

im
ing

Strategic tim
ing has been studied in num

erous contexts from
 political to m

edical 
arenas (Table 3).

A
ccording to Table 3, the m

ost predom
inant concept in studying strategic tim

ing 
is its contextualism

; i.e., it is an intensively context-related issue. Furtherm
ore, all 

the above-m
entioned studies have optim

um
-seeking behaviors in com

m
on, i.e., the 

intention behind any strategic tim
ing is acquiring the m

ost optim
al and superlative 

results. T
hat is the intention of strategic tim

ing is either for the best or for the least 
(e.g., the fittest tim

e, the m
ost optim

al tim
e, the m

ost efficient tim
e, the m

ost effec-
tive tim

e, the m
ost beneficial tim

e, or the least loss, the least com
petition, the least 

risk, the least uncertainty, etc.)
O

n the other hand, each strategic tim
ing in any context usually occurs w

ithin a 
specific tim

ing fram
e. T

hus “C
om

panies typically have strategic options w
ith only 

a lim
ited tim

e fram
e due to m

arket factors, but com
panies m

ay choose to act at any 
tim

e w
ithin that constraint” (Sollars &

 T
uluca, 2012: 78). For exam

ple, in the case 
of strategic election tim

ing, Schleiter (2019) classifies the election tim
ing as “con-

stitutionally fixed (exogenous)” and “constitutionally flexible (endogenous)” tim
-

ings. T
herefore, according to her the constitutionally strategic election tim

ing plays 
w

ithin these extrem
es.

In the follow
ing, four fam

iliar contexts of strategic tim
ing in politics especially 

elections, public adm
inistration, negotiations and entrepreneurship are elaborated:

For exam
ple, Political strategic tim

ing is chance tim
ing, i.e., “To cope w

ith 
chance; to grab an opportunity or to be throw

n by the unexpected” (M
iller, 1993: 

179). Political strategic tim
ings em

brace from
 the “strategic tim

ing of austerity 
reform

 m
easures” (Strobl et al., 2019) or “the strategic tim

ing of austerity policies” 
(K

önig &
 W

enzelburger, 2017) to the m
anipulation of the tim

ing of “good new
s” or 

“bad new
s” for affecting their ow

n or their rivals’ electoral results and the overall 
lending rates. A

ccording to G
ibson (1999: 471) “In relation to ‘good new

s’, …
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Contexts Areas Timing categories
General 
intentions

Political “parliamentary elections” (Lupia & Strøm, 1995), “position taking in Congress” 
(Box-Steffensmeier et al., 1997), “reform plans” (Han, 2012), “political timing” 
(Gibson, 1999), “the timing of war” (Sprecher, 2004) and “strategic timing of 
[military] intervention” (Rasler, 1983)

(a) Election timing
(b) Position-taking timing
(c) Reform timing
(d) War timing
(e) Intervention timing etc.

Superlative 
timing 
intentions:
  (a) The 

fittest time
  (b) The 

most 
optimal 
time

  (c) The 
most 
efficient 
time

  (d) The 
most 
effective 
time

  (e) The 
most 
beneficial 
time

  (f) The 
least loss

  (g) The 
least 
competition

  (h) The 
least risk

  (i) The 
least 
uncertainty

Corporate “corporate disclosures” (Gennotte & Trueman, 1996; Zhu, 2015), “trade disputes” 
(Chaudoin, 2014), “mergers and acquisitions” (Thijssen, 2008), “group 
negotiations” (Kim, 1997), “management forecasts” (Doyle & Magilke, 2015), 
“R&D agreements” (Marini et al., 2014), “project leadership” (Thoms & Pinto, 
1999), “IT security investments” (Xu et al., 2017)

(a) Disclosure timing
(b) Disputes timing
(c) Mergers timing
(d) Acquisition timing
(e) Negotiation timing
(f) Agreement timing
(g) Project timing
(h) Investment timing etc.

Media “news releases” (Walsh & Austin, 2013), “social media uses [in politics]” (Kreiss 
et al., 2018), “information releases” (Demski & Sappington, 1986)

(a) News release timing
(b) Information release timing
(c) Media usage timing etc

Marketing “[time of market] entry” (Engelstätter & Ward, 2018) as well as “entering [a] 
foreign market” (Lin & Wu, 2004), “new-product releases” (Tian et al., 2016), 
“new brand introductions” (Chmielewski, 2009), “pricing in e-commerce” 
(Kauffman & Wood, 2007) as well as “pricing of a substitute” (Gallini et al., 
1983), “sales” (Helen et al., 2019)

(a) Market entry timing
(b) Product launch timing
(c) Brand introduction timing
(d) Pricing timing
(e) Sales timing etc

Economic “economic developments” (Kwon et al., 2009), “financial decisions” (Rossetto, 
2002), “internationalization” (Wood et al., 2011), “international expansion” 
(Delios et al., 2008)

(a) Development timing
(b) Financial decision timing
(c) Market expansion timing etc.

Technological “new technology adoptions” (Stenbacka & Tombak, 1994; Götz, 2000; Schmidt- 
Dengler, 2006), “B2B e-commerce technology efficiencies” (Bendoly & Kaefer, 
2004), “adoption of multiproduct technologies” (Kim et al., 1994)

(a) Technology adoption timing
(b)  New technology usage timing 

etc.
Administrative “austerity policies” (König & Wenzelburger, 2017) and “austerity reform 

measures” (Strobl et al., 2019), “administrative laws” (Gersen & O'Connell, 
2009), “tariff policies” (Toshimitsu, 2013), “legislations” (Kovats, 2009)

(a) Policy implementation timing
(b) Reform timing
(c) Law enforcement timing
(d) Legislation timing etc.

(continued)
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Contexts Areas Timing categories
General 
intentions

Entrepreneurial “decisions about new ventures” (Bakker et al., 2014), “investments over the 
business cycle” (McClelland & Rust, 2018), “entrepreneurial exit” (Arora et al., 
2018), “entrepreneurial timing” (Forouharfar et al., 2014)

(a) New venture timing
(b) Business cycle timing
(c) Investment timing
(d) Market exit timing
(e) Market entry timing etc.

Purely strategic “strategic responses” (Pettus et al., 2018), “strategic actions” (Sollars & Tuluca, 
2012), “strategic investments” (Marseguerra & Cortelezzi, 2010), “strategic 
partnerships” (Fujiwara, 2014), and “strategic alliances” (Bierly & Kessler, 1999)

(a) Response timing
(b) Action timing
(c) Investment timing
(d) Partnership timing
(e) Alliance-making timing etc.

Medical From treatment (Babiker et al., 2013) to the “timing of medical technology 
acquisition” (Friedman & Goes, 2000)

(a) Treatment timing
(b)  Medical technology adoption 

timing etc.

(Source: Author’s own work)
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politicians w
ill attem

pt to increase the public attention given to it or the positive 
im

pact felt by electors and to reduce public attention, or the im
pact on w

elfare, of 
‘bad new

s’.” G
ibson (1999: 471) believes “the w

ay discretion w
ill be exercised by 

politicians, according to w
hether the ‘new

s’ is, or is likely to be, good or bad, and 
the resulting patterns in the tim

ing of events,” politicians show
 one of the four 

behaviors of “packaging, splitting, highlighting, and phasing.”
Furtherm

ore, tim
ing could affect the interest of the political rivals. For exam

ple in 
the occasions w

hen there is a possibility of low
 or high turnout, there could be a great 

deviation tow
ard the fulfillm

ent of the interests of a special political party, faction or 
ideology. A

ccording to B
erry and G

ersen (B
erry &

 G
ersen, 2010: 37), “…

the tim
ing of 

local elections drives turnout and, ultim
ately, substantive policym

aking.” T
hey believe:

W
hen local elections do not coincide w

ith im
portant federal or state contests, the m

arginal 
cost to voters of participating rises, and consequently only those voters w

ith the greatest 
stake in the electoral outcom

e turn out, a phenom
enon w

e label “selective participation.” 
Selective participation is especially pronounced in local special purpose elections, such as 
those for school and special districts, w

here single-issue interest groups are especially influ-
ential. W

hen there is selective participation in a low
 turnout election, policy outcom

es w
ill 

be m
ore favorable to special interests than they w

ould be if the sam
e governm

ent w
ere 

elected in a high turnout election. (ibid.)

A
nother exam

ple is in public adm
inistration. In adm

inistering the public som
e-

tim
es the agencies try to hide bad new

s, thus the public usually believe these agen-
cies use new

s release tim
ing as a strategy to hide the effects of the new

s. G
ersen and 

O
’C

onnell (G
ersen &

 O
'C

onnell, 2009: 1157) believed, “T
he bureaucracy regularly 

is accused of announcing controversial policies on holidays and w
eekends w

hen 
public attention is elsew

here.” T
hey show

 that “this controversial w
isdom

 is w
rong, 

at least significantly incom
plete.” H

ow
ever, “agency discretion to choose w

hen to 
announce policy decisions can even allow

 agencies to influence w
hich interest 

groups m
onitor the regulatory process and therefore w

hose preferences m
ust be 

taken into account.” T
hey defend it as “a revised theory of strategic tim

ing in adm
in-

istrative law
.”

O
n the other hand, tem

poral dim
ensions and strategic tim

ing play a crucial role in 
the success or failure of strategic negotiations. H

eldt (2019) has specified six dim
en-

sions of tim
e by using negotiation analysis and international relations studies litera-

ture. T
hese dim

ensions are (1) tim
e horizons, (2) tim

e costs, (3) tim
e rules, (4) tim

e 
pressure, (5) tim

e discourse, and (6) tim
e as a resource. She accentuates the im

por-
tance of tim

e in international organizations and believes, “Interactions am
ong actors 

are em
bedded in a tem

poral dim
ension, and actors use form

al and inform
al tim

e rules, 
tim

e discourses, and tim
e pressure to obtain concessions from

 their counterparts.”
A

dditionally strategic tim
ing is also bedrock of strategic decision-m

aking in 
strategic entrepreneurship. E

xcept social entrepreneurship tim
ing w

hich seeks the 
social benefit of the target society or com

m
unity, entrepreneurial strategic tim

ing is 
partly for w

ealth creation (H
itt et al., 2001). T

hrough literature distillation on tim
ing 

in entrepreneurship, Forouharfar et al. (2014) has show
n that entrepreneurial entry 

strategy, opportunity-seeking, contingency perception, innovation, environm
ental 

scanning, decision-m
aking, risk-taking, and insight are all tim

e-bound entrepre-
neurial concepts.
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102Finally, T
im

e has had a pivotal and in som
e cases vital role in the strategy form

u-
lation in m

odern businesses. Tw
o of the w

ell-know
n reflections of this im

portance 
could be found in Tim

e-B
ased C

om
petition and Just-in-Tim

e M
anufacturing.

Tim
e-B

ased C
om

petition “is the use of speed to m
eet the needs of custom

ers 
faster than can com

petitors and in w
ays that are difficult for com

petitors to m
atch” 

(Stalk, 2016: 1). T
he core concept in Tim

e-B
ased C

om
petition is the use of tim

e for 
gaining com

petitive advantage. T
he term

 w
as first introduced by G

eorge Stalk of 
B

oston C
onsulting G

roup in 1988. Speed plays a leading role for reaching the pin-
nacle of com

petitive advantage. T
hus, Stalk (2016: 1) believes, “Speed can be used 

in the order-to-cash cycle, the innovation-to-cash cycle, the service-to-cash cycle 
and m

any m
ore. Speed can also be used in capital investm

ent program
s to build a 

business faster or alter business m
odel, the m

ore quickly than can com
petitors.” In 

sum
, Stalk (2016: 1) calls Tim

e-B
ased C

om
petition as a “re-engineering for speed” 

as w
ell as “a strategy for using the speed advantages” in the dom

ain of business 
w

orld. M
oreover, Just-in-Tim

e M
anufacturing as the second abovem

entioned tim
e- 

related strategic philosophy in business is sim
ply “a m

anufacturing strategy w
herein 

parts are produced or delivered only as needed” (M
erriam

-W
ebster, 2002: 636). It 

has initially been a Japanese philosophy of how
 to strategically use tim

e in produc-
tion. T

herefore, “C
utting-edge Japanese com

panies today are capitalizing on tim
e 

as a critical source of com
petitive advantage: shortening the planning loop in the 

product developm
ent cycle and trim

m
ing process tim

e in the factory—
m

anaging 
tim

e the w
ay m

ost com
panies m

anage costs, quality, or inventory” Stalk (1988: 1).
Strategic tim

ing is also a prerequisite for successful com
petition. T

he first w
ho 

occupies the m
arket segm

ent usually gains the upper hand in the strategic com
peti-

tion. H
enderson (1989: 139) believed, “Strategic com

petition com
presses tim

e” and 
thus “C

om
petitive shifts that m

ight take generations to evolve instead occur in a few
 

short years.” T
herefore he hypothesized, “Pure chance provides an initial advantage 

to the first com
petitor to enter or define a com

petitive segm
ent. T

he initial com
peti-

tor becom
es a part of the environm

ent to be coped w
ith by the next com

petitor w
ho 

chooses to enter that specific arena” (H
enderson, 1981: 1).

Table 4 has sum
m

arized the m
ain dom

ain and intention of strategic tim
ing in the 

m
ainstream

.

Table 4 
Sum

m
ary of the m

ain characteristic for the dom
ain and intention of strategic tim

ing in 
the m

ainstream

D
om

ain
Intention

C
haracteristics

C
ontext-related

O
ptim

um
-seeking

M
ainstream

 study 
approaches

C
ontextual

O
ptim

al

M
ain orientations

C
ontextualism

: T
im

e in each context 
(e.g., political, social, m

ilitary, 
econom

ic, etc.) show
 idiosyncratic 

characteristics relevant to the context.

O
ptim

alism
: C

hoosing the best 
alternative or the propensity in 
strategic tim

ing to think that the 
selected alternative is the best 
possible alternative

(Source: A
uthor’s ow

n w
ork)
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4 
 D

iscussions

T
im

e is superficially a sim
ple clockw

ise concept but the nature of tim
e is one of 

those com
plicated issues for hum

an cognition. T
im

e as an entity is different things 
to different people. T

he w
ay a physicist looks at tim

e is definitely different from
 the 

m
eaning of tim

e to a philosopher, historian, sociologist or a stressed C
E

O
 w

ho set 
a tight deadline for a project accom

plishm
ent. T

im
e to a physicist is a fundam

ental 
scalar quantity, to a philosopher an intuitive abstract entity, to a historian a periodi-
cal phase defined by the past, the present and the future, to a sociologist is a social 
change, and to a m

anager w
ho feels excessive m

ental strain is the calendar tim
e 

before the due tim
e. Such perspectivism

 in view
ing tim

e show
s its sim

ultaneously 
infinite (i.e., plethora of perspectives, view

s and ideas) and indefinite (i.e., vague) 
nature. N

evertheless, w
hat is perspectivism

 and w
hat is its relation to the questions 

of tim
e and strategic tim

ing?
Perspectivism

 discusses that each hum
an being could not be free from

 the influ-
ence of his ow

n perspectives and thus in his view
s he cannot escape perspectival 

effects w
hich distort, control and ultim

ately form
 his com

prehension of a reality. In 
other w

ords, “Perspectivism
 is the view

 that any claim
 to know

ledge is bound to the 
perspective form

ed by the contingent ‘interests’ of the know
er” (R

eginster, 2001: 
217). T

he conceptual schem
es of the form

ulators of strategies define the appropriate 
tim

e for devising a new
 or reusing an old strategy. T

heir perception, reason, experi-
ence, know

ledge, culture, etc. determ
ine their conceptual schem

es. T
his concept of 

strategic perspectivism
 falls w

ithin contingency theory in organizational studies; 
i.e., there is no best w

ay and hence m
anagem

ent, leadership and adm
inistration of 

an organization depend on the ever-changing contingences. A
dditionally, tim

e in 
strategic studies is a determ

ining factor, i.e., the adoption, developm
ent, form

ula-
tion, im

plem
entation, planning and setting a strategy are contingent on the fulfill-

m
ent of certain conditions.
O

n the other hand, strategic tim
ing is the art of grasping the appropriate tim

e for 
im

plem
enting a specific strategy for a specific context. H

ence, tim
ing is contextual. 

For exam
ple, the tim

ing in product investm
ent context is different from

 the tim
ing 

in political cam
paigning context. M

oreover, each strategic context has its ow
n idio-

syncratic characteristics and exclusive research approaches. H
ow

ever, any strategic 
tim

ing intends for producing the m
ost optim

al results (Table 5).

Table 5 
Sum

m
ary of basic ontological characteristics of tim

e/tim
ing

E
ntities

T
im

e
T

im
ing

Strategic tim
ing

N
atures

Perspectival
C

ontextual and contingent
O

ptim
al

R
esults

Infinite perspectives 
(ideas)

Infinite contexts and 
contingencies

O
ptim

um
-seeking 

behavior

(Source: A
uthor’s ow

n w
ork)
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4.1 
 Strategic T

im
ing O

ntology

O
ntology is a field of philosophy that studies B

eing. A
ny understanding of tim

ing is 
conditioned to the understanding of the ontological characteristics of tim

e. H
ence, 

the ontology of tim
e is the answ

er to w
hat tim

e is.
In studying the ontology (being) of tim

e, w
e could take either an exogenous 

approach (tim
e as an external being or entity) or an endogenous approach (tim

e is 
inherently part of any entity and could not be detached and studied separately). 
H

ow
ever, w

hat is tim
e?

4.1.1 
 Strategic T

im
ing E

xogenism

E
xogenous is a w

ord form
ed from

 exo- (outside) +
 −

gène (from
 G

reek -genēs w
hich 

m
eans born). A

n exogenist approach to the study of tim
e, assum

es that tim
e is an 

external, com
plete and detached entity from

 the tim
e study for any activity, 

action, etc.
In the antiquity, A

ristotle, P
lato, and A

vicenna believed the core concept in tim
e 

is m
otion. T

he m
otion before and the m

otion after and the com
parison betw

een them
 

m
akes the concept of tim

e. H
ow

ever, the author of the chapter believes the m
ost 

fundam
ental concept in tim

e is change. B
oth approaches, either view

ing tim
e as 

m
otion or change are exogenous approaches to the ontology of tim

e.
T

im
e is fundam

entally a change-related concept, that is hum
an cognition per-

ceives tim
e via the concept of change and the change quantity, quality and severity. 

Such an approach to defining tim
e is a derivative approach. T

hat is tim
e is a derived 

concept from
 change or proposing that if there w

ere not any change in our w
orld, 

there w
ere not any entity as tim

e. A
lthough such a view

 to tim
e as an entity is deriva-

tive, it is external and exogenous since it is not considered as part of any entities:

P
3 : T

im
e and C

hange are interchangeable concepts.

Furtherm
ore, tim

e and change m
ove in the opposite directions. T

he m
ore is the 

change, the less is the conceived tim
e, and vice versa. T

herefore, w
e say a condition 

has fundam
entally changed in a flash of light or change for a condition needs a long 

tim
e, because it changes very slow

ly. T
hus, theoretically the m

ore change m
ove 

tow
ard the positive extrem

e, the sam
e tim

e m
oves tow

ard the negative extrem
e 

(Figs. 6 and 7).
N

evertheless, tim
e is an enigm

a “N
o tw

o m
en living at the sam

e tim
e live in the 

sam
e tim

e. E
ach one, living at the sam

e m
om

ent, has his ow
n personal tim

e 

F
ig. 6 

T
im

e/C
hange relationship for an abrupt alteration. (Source: A

uthor’s ow
n w

ork)
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F
ig. 7 

T
im

e/C
hange relationship for a gradual alteration: the perception of tim

e for very gradual 
and tim

e-consum
ing changes. (Source: A

uthor’s ow
n w

ork)

perspective, his ow
n living linkage w

ith past and future, the content of w
hich, and the 

scale of w
hich, are as different betw

een one person and another as are their appear-
ance, their fingerprints, their characters, their desires, their very being” (Jaques, 
1990: 21). T

hus, tim
e is perspectival and relatival. Perspectival since every m

an 
com

prehends and feels it from
 their ow

n perspective and relatival since its interpreta-
tion relates to the contexts, events, processes, consequences and the outcom

es. In 
other w

ords, it is the structure, w
hich helps us to designate the sequence of events and 

to form
 a m

ental plot of w
hat has happened in the real w

orld (m
etaphorically, tim

e is 
the string and the events are the beads of a rosary). W

ithout this m
ental plot, w

e w
ere 

not able to designate causes and correlations. Table 6 has sum
m

arized som
e of the 

general characteristics of tim
e as an ontological entity and their relations to the tim

e 
m

etaphors in history, m
ythology, tradition, science, and philosophy.

C
onsidering Tim

e as an absolute entity by Isaac N
ew

ton, or as w
ind in constant flux of 

change, or num
erical entity in A

ristotle’s view
, or inherently a m

otional being as stated by 
P

lato, in the Tim
aeus, A

ristotle, in B
ook IV

 of his P
hysics, and A

vicenna, in al-Šifā, T
he 

B
ook of H

ealing, or in the old religions and m
ythologies as Z

urvan, pre-existent god before 
the creation of goodness (G

od) and badness (Satan) or as C
hronos the Tim

e god in G
reek 

m
ythology as w

ell as Tim
e as a w

heel in H
induism

, w
ater in C

hinese tradition, a vessel or 
container of events and a pendulum

 all reflect and accentuate the ontological conceptual-
ization of Tim

e as an exogenous entity, in other w
ords a detached existence and com

plete 
being in itself: a self-existent reality

4.1.2 
 Strategic T

im
ing E

ndogenism

E
ndogenous is a w

ord form
ed from

 E
ndo- (inw

ard) +
 −

gène (from
 G

reek -genēs 
w

hich m
eans born). A

n endogenist approach to study of tim
e, assum

es that tim
e is 

an internal, incom
plete and attached entity w

ith the activity, action, or any entity 
under investigation or study. In such an approach to the study of tim

e, it is consid-
ered as a bound entity to the condition, situation and the object.

In this approach, w
e assum

e stream
 of consciousness, i.e., hum

an com
prehends 

tim
e via consciousness of tim

e. T
herefore, tim

e w
ithin our perception is deeply a 

subjective experience, w
hich is usually studied under “consciousness of tim

e” 
w

ithin “individual consciousness” (G
urvitch, 1990: 35). H

ow
ever, the strategic 

studies of tim
e try to change this subjective perception of tim

e to a m
ore objective 

one, w
hich could be presented as som

e rules for strategic tim
ing in a w

ide range 
from

 the w
orld of politics (e.g., B

race &
 H

inckley, 1993) to the w
orld of business 

and entrepreneurship (e.g., E
ngelstätter &

 W
ard, 2018).
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106Table 6 Some general ontological characteristics of time cognition and their relevant recurring cognitive metaphors

Time/timing ontological 
characteristics Explanations Metaphors

Ontological 
approach

Being Human perceives an external entity/being, which measures their tasks, 
actions, etc. with

Time as an absolute entity 
(Isaac Newton’s view)

Exogenous

Change Human cognition grasps time, according to change, i.e., if there were no 
change (zero change), there would be no grasp of time

Time as wind Exogenous

Quantifiable Since time is a type of change, it could be quantified and then measured, 
e.g., via clocks, sundials, metronomes, etc

Time as numbera 
(Aristotle’s view)

Exogenous

Estimation The time for some actions could be approximately calculated via man-
made units of measurement

Transitional Time is in constant flux and dynamism Time as thief Exogenous
Simultaneous For each action, there could be an exclusive time. These times could 

partially or completely overlap, i.e., two actions could happen 
simultaneously

Endogenous

Cognitive Time is a perceived entity, thus it is always defined according to human 
cognition and how they conceive it

Time as memory Endogenous

Intuitional First we understood time via intuition then we tried to make time systems 
in industry, sailing, physics, etc

Abstract Time is not a concrete, observable entity, thus we use a time unit to make it 
more tangible, e.g., seconds, minutes, days, weeks, months, years, 
centuries, or even a light year

Conceptual Time is completely a conceptual entity, i.e., it forms and finds its meaning 
in our mind and hence our cognition

Subjective/objective Time as a perception or as an entity, which could be felt differently by 
various people, is a subjective experience. However, time as a study project 
in science, e.g., physics is an objective entity

Time as an existed life 
(subjective time)
Time as fate (objective 
time)

Subjective: 
Endogenous
Objective:
Exogenous

A
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Motional Time is not static but it is an entity in action Time as motion (Plato, in 
the Timaeus, Aristotle, in 
book IV of his physics, 
Avicenna, in al-Šifā, the 
book of healing)

Exogenous
Spatial Time in human cognition is strongly attached to space, i.e., time-space 

relation

Past-present-future Time is a triple entity, i.e., it is not less than three or more than three Time as flying time 
machine

Exogenous
Sequential We place time in a sequence of past-present-future
Comparative The triple entities of past-present-future is defined through comparison by 

a negation cognitive approach, i.e., the past is understood by its 
comparison to the present and future and defining it by not being the other 
two other entities (that is the past is an entity which is not present and 
could not be future)

Circular One view to time is time as a circle, i.e., there is no start and no end, and it 
repeats eternally

Time as a wheel. (wheel of 
time in Hinduism)

Exogenous

Cyclical Viewing time as a cycle, assumes that some characteristics of time could 
repeat in rhythmic cycles in the future

Time as “father time”. (a 
renaissance personification 
of a harvest god with a 
scythe in his hand)

Exogenous

Durational For the accomplishment of each task we spend time, i.e., it takes time to do 
an action either physical or mental

Endogenous

Interval Two concepts of stopping and resuming leads to the emergence and grasp 
of time intervals

Exogenous

Linear Viewing time as a line is assuming time progress as an entity in continuous 
development which could not have researchable cycles or specific 
structures and thus every moment is entirely irrevocable and idiosyncratic

Time as an arrow. (arrow 
of time, a 
conceptualization by 
Arthur Eddington, British 
astrophysicist and 
philosopher)

Exogenous

Directional Human cognition assumes the past, behind and the future forward, thus 
cognitively it is a directional entity, i.e., human consciously or 
unconsciously attributes direction to time

Endogenous

Progressive Time does not stop, it progresses forward Exogenous
Irreversible Time does not recede, i.e., it does not move back Exogenous

(continued)
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Time/timing ontological 
characteristics Explanations Metaphors

Ontological 
approach

Infinite Time is infinite and pre-existent at both extremes (i.e., before or the past 
and after or the future)

Time as Zurvan. (time 
considered as an eternal 
pre- existent god before 
creation in Zurvanism, a 
Zoroastrian sect in old 
Persia)
Time as Chronos (the 
personification of time as a 
god in old Greek 
mythology)

Exogenous

Fluid Time continues so we assume a stream of time Time is water (Chinese 
recurring metaphor)

Exogenous

Nonstop Time never stops Time as river Exogenous
Momentary Time is a fleeting and perishable entity
Co-existential Each entity exists in a specific time, i.e., always there is a time that coexists 

with at least an action
Time as the inner core of 
each entity

Endogenous

Relative Although we try to make measurement units for measuring time, it is not a 
fixed entity, that is time has relativity

Relational Each entity could have its own idiosyncratic time, e.g., the time of life, the 
time of a historical period, the time for a chemical reaction, etc

Container Actions and reactions happen within time frames Time as a vessel for events Exogenous
Rhythmic Time has rhythm and pace Time as pendulum Exogenous
Increasing/decreasing/stable Time has a tempo and momentum, its speed (velocity) increases, decreases, 

or it could be monotonous

(Source: Author’s own work)
aAristotle, in his Physics, 219b–3–5, has mentioned, “…we judge more and less by number, and more and less motion by time; so time is a kind of number.” 
However, according to Annas (1975: 97), Aristotle in this work “adds that ‘number’ has two senses, and time is a number in the sense of what is counted or 
countable, not in the sense of what we count with”

Table 6 (continued)
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T
hus, such cognitive m

etaphors such as Tim
e as m

em
ory, existed life or an inner core of 

each entity accentuate the intuitive, subjective and idiosyncratic attributions of m
eaning to 

Tim
e, i.e., the subject defines and gives m

eaning to the question of w
hat Tim

e is. Such an 
endogenous conceptualization of the ontology of Tim

e is fundam
entally an existentialist 

view
 of Tim

e (i.e., w
e give Tim

e its m
eanings and attributions and there are not necessarily 

its ow
n attributions in reality).

Finally, either to use the exogenous approach to the study of tim
e/tim

ing or the 
endogenous approach, tim

e in any progressive scenario (linear, cyclical, circular, 
and sinuous) is a directional entity, i.e., it directs and m

oves tow
ard the future:

P
4 : T

im
e is a directional entity.

&P
5:  T

im
e tends tow

ard the future.

H
ence, strategic tim

ing is inherently a futuristic activity and the m
ain intention 

behind any scenarios of strategic tim
ing is the m

ost optim
al gain (Fig. 8.)

4.2 
 Strategic T

im
ing E

pistem
ology

E
pistem

ology is a branch of philosophy w
ith deals w

ith the fundam
ental questions 

on know
ledge.

4.2.1 
 Strategic T

im
ing E

xternalism

H
ere, the epistem

ological classification of strategic tim
ing is presented via the 

externalist approach, i.e., strategic tim
ing as an external issue. T

he incidents and 
events in the outside, in other w

ords, the contingencies call for a specific tim
ing. 

Furtherm
ore, since strategic tim

ing applies to the future, i.e., the im
poser of such 

F
ig. 8 

C
om

paring three ontological entities of tim
e. (Source: A

uthor’s ow
n w

ork)
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Table 7  
Five externalist strategic tim

ing scenarios or 5P
s of strategic tim

ing

Strategic tim
ing 

C
lassifications

Intentions
E

xam
ples

Predictive 
tim

ing
T

im
ing based on the prediction of an incident 

in the future
Product developm

ent before 
the em

ergence of new
 needs 

or dem
ands

Preventative 
tim

ing
T

im
ing for the prevention of an occurrence or 

incident in the future
Preventative m

aintenance 
before any shutdow

n
Preem

ptive 
tim

ing
T

im
ing based an initiative to seize and shape 

the future em
erging strategic m

oves and 
opportunities

M
ilitary deploym

ents before 
any conflicts

Proactive 
tim

ing
T

im
ing based on an active anticipation of the 

future and acquisition of early com
petitive 

strategic control

C
om

pany m
ergers for the 

acquisition of a larger m
arket 

share and control
Prom

otive 
tim

ing
T

im
ing for the prom

otion and nudging a special 
intention, propaganda, new

s, etc. and paving 
the ground for its strategic grow

th, developm
ent 

or acceptance

E
lection cam

paigns before 
the form

ation of any 
m

eaningful m
ind m

aps

(Source: A
uthor’s ow

n w
ork)

tim
ing intends to gain or influence an issue or a group of issues or entities in the 

future; that is its directionality is tow
ard the future. T

hus, w
e could potentially have 

at least five externalist strategic tim
ing scenarios or 5P

s of strategic tim
ing (Table 7):

 (a) Predictive tim
ing scenario.

 (b) Preventative tim
ing scenario.

 (c) Preem
ptive tim

ing scenario.
 (d) Proactive tim

ing scenario.
 (e) Prom

otive tim
ing scenario.

T
hus, in strategic tim

ing epistem
ological externalism

, the m
ilitary, political, eco-

nom
ic, 

or 
social 

environm
ents, 

m
issions, 

visions, 
contingencies, 

inform
ation, 

threats and opportunities, tow
ard any entity (e.g., polity, organization, m

ilitary 
force, departm

ent, etc.) have seen as an external issue. T
hat is the externalities influ-

ence the tim
ing scenarios.

4.2.2 
 Strategic T

im
ing Internalism

T
he internalist strategic tim

ing puts the em
phasis on the internal capabilities, 

strengths and w
eaknesses. T

hus, in this approach not the externalities but the inter-
nal potential, toughness, vigor, stability and responsiveness determ

ine and affect the 
scenarios of strategic tim

ing either choosing a passive tim
ing, i.e., strategic patience 

or an active tim
ing, i.e., acting at the tim

e of the pinnacle of internal potential 
and vigor.

A
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4.3 
 Strategic T

im
ing A

xiology

A
xiology is a branch of philosophy that studies the nature of value, ethics, and aes-

thetics. H
ere, the strategists’ evaluations of the right tim

e for the im
plem

entation of 
strategy w

ere discussed.
T

he strategic evaluation of the tim
e for strategy im

plem
entation or strategic 

m
ove, action or reaction could be done either via intuition and qualitative m

ethods 
or via num

erical and quantitative m
ethods. T

he form
er approach in the evaluation 

of strategic tim
ing is broadly called an intuitive approach and the latter a positivist 

approach.
If w

e accept the follow
ing proposition:

P
6 : T

im
e bears uncertainty.

T
hen, the degree of uncertainty plays a crucial role in selecting each of the intui-

tive or positivist approaches.
Figure 9 schem

atically show
s as the degree of uncertainty decreases and w

e have 
few

er variables and com
plexities the strategists could evaluate the proper tim

ing via 
positivist m

ethods such as m
athem

atical equations (e.g., in G
am

e T
heory), statisti-

cal m
ethods, operational researches, etc. O

n the other hand, by the increase in the 
uncertainty and com

plexities of the situation strategic tim
ing shifts m

ore tow
ard an 

intuitive task.

4.3.1 
 Strategic T

im
ing E

valuation V
ia Intuitionism

K
ant (1922: 24–25) in the section O

f Tim
e, in C

ritique of P
ure R

eason has 
m

entioned:

T
im

e is a necessary representation on w
hich all intuitions depend. W

e cannot take aw
ay 

tim
e from

 phenom
ena in general, though w

e can w
ell take aw

ay phenom
ena out of tim

e. 
T

im
e therefore is given a priori. In tim

e alone is reality of phenom
ena possible. A

ll phe-
nom

ena m
ay vanish, but tim

e itself (as the general condition of their possibility) cannot be 
done aw

ay w
ith.

Such an approach is an exam
ple of Intuitionism

 to the evaluation of tim
e. In such 

an approach tim
e is a “necessary representation,” the representation that takes its 

form
 in our intuition. Furtherm

ore, the reality of phenom
ena in this approach is 

defined by its tim
e.

“Insight” and “cognitive ability” play crucial roles in the evaluation of strategic 
tim

ing (Forouharfar et al., 2014: 12) .T
hey believe “Insight and cognitive ability 

m
ake E

T
 [E

ntrepreneurial T
im

ing] m
ore efficient, since the strategist as the principal 

F
ig. 9 

T
he im

pact of uncertainty on the strategic choice of either intuitive or positivist approaches: 
Strategic tim

ing decision-m
aking spectrum

. (Source: A
uthor’s ow

n w
ork)
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agent w
ho finally analyzes the com

plicated concept of tim
ing, deals w

ith their ow
n 

m
ental abilities and sharp m

indedness to grasp and define new
 settings, opportuni-

ties, innovations, decisions, etc.” O
n the other hand, W

ally and B
aum

 are tw
o 

researchers of strategic decision-m
aking w

ho has studied the concepts of “pace” 
(W

ally &
 B

aum
, 1994), “speed” (W

ally &
 B

aum
, 1996), and “tim

ing and intuition” 
(W

ally &
 B

aum
, 1997) in the process of strategic decision-m

aking (SD
M

). T
hey also 

draw
 attention to the cognitive ability of the strategists in the process of strategic tim

-
ing. Furtherm

ore, cognitive ability in com
bination w

ith other determ
ining factors 

such as the intuition of the strategic decision-m
akers affect the speed, tim

eliness, or 
the laggard of decisions. W

ally and B
aum

 (1994) in an em
pirical study on 151 firm

s 
show

ed that the “cognitive ability” of the C
E

O
s such as their tolerance of risk, pro-

pensity to act, and use of their intuition w
ere associated w

ith speedy strategic deci-
sion-m

aking. T
hese tw

o researchers in 1996 revealed that the executives w
ho w

ork in 
grow

th-oriented firm
s instead of form

al rules of SD
M

 used m
ore “intuition” (W

ally 
&

 B
aum

, 1996). T
hey even found “In addition to intuition, heuristics or rules-of-

thum
b som

etim
es replaced form

al SD
M

 procedures” (W
ally &

 B
aum

, 1997: 103).
Strategic tim

ing estim
ation via an intuitive approach could happen w

ithin one of 
the follow

ing approaches:

 (a) H
euristics.

 (b) E
xperienced T

rial and E
rror.

 (c) E
ducated G

uess.
 (d) R

ule of T
hum

b.
 (e) A

nsatz.

Table 8 has sum
m

arized the intuitive approaches to the estim
ation of strate-

gic tim
ing.

M
oreover, fram

ing bias is one of the significant and affecting factors in SD
M

 
(H

odgkinson et al., 1999) w
hich potentially could affect the strategists’ cognitive 

process. T
he fram

ing bias or effect is the cognitive condition of m
aking a decision 

based on the negative or positive m
ental value attribution or connotations to the 

Table 8 
Sum

m
ary of the intuitive approaches to strategic tim

ing

Intuitive strategic tim
ing

E
xplanations

T
im

ing via heuristics
A

pplying previously experienced solutions for discovering new
 or 

em
erging but relevant tim

ing of issues, problem
s, and cases

T
im

ing via experienced 
trial and error

D
eterm

ining the best and the m
ost optim

al tim
ing based on m

any 
previously experienced tim

ing cases and scenarios
T

im
ing via educated 

guess
G

uessing the likely tim
ing based on the learned know

ledge via 
cognitive estim

ations (tim
ing guesstim

ates)
T

im
ing via rule of 

thum
b

A
pplying generally accepted principles for determ

ining a prudent 
tim

e, w
hich avoids m

ajor risks
T

im
ing via ansatz

Putting the initial bedrock for solving tim
ing problem

s in a very 
com

plicated condition via defining significant values, factors, 
variables, concepts, boundaries and lim

itations for a case

(Source: A
uthor’s ow

n w
ork)
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options, for exam
ple m

ost strategists usually avoid the strategic options, w
hich 

decrease the gains, or lead to losses. H
ow

ever, m
aybe such a m

ove is necessary in 
the short term

 to gain m
ore im

portant strategic results.

4.3.2 
 Strategic T

im
ing E

valuation V
ia P

ositivism

T
he strategic tim

e evaluations in the positivist approaches are set on m
athem

atical 
and specifically statistical m

ethods. T
he positivist m

ethods of tim
ing in strategic 

m
anagem

ent take into consideration only verifiable and num
erically supported data. 

H
ence, strategically quantitative as w

ell as quantifiable tim
ing variables are signifi-

cantly considered. A
n exam

ple for the positivist evaluation of the exact strategic 
tim

ing is the break-even point (B
E

P) in production. T
his is the point that the total 

cost of the production is equal to the total revenues or incom
es, in other w

ords they 
w

ill be even. T
he strategic im

portance of B
E

P determ
ination and the tim

e that a 
production com

pany reaches to this point is so vital for production decision- m
akings 

as w
ell as for the estim

ation of the exact tim
e for return on investm

ent (R
O

I).
Table 9 has presented the com

plete sum
m

ary of the discussions section in this 
chapter.

5 
 R

ecom
m

endations

5.1 
 Strategic T

im
ekeeping System

 (ST
S)

T
im

ing should be a distributed process w
ithin strategic organizations that is although 

there should be an ultim
ate im

poser of the strategy at the m
ost optim

al and fittest 
tim

e, it is recom
m

endable that the estim
ation of the precise tim

ing of strategic 
action begets from

 the accum
ulation and then sum

m
ation of the ideas and perspec-

tives of each departm
ent’s strategist. It gives flexibility and dynam

ism
 to the tim

ing 
control. T

his system
 is analogous to the tim

ekeeping system
 in the brain to deal w

ith 
the tim

ing flexibility and control (see, W
ang et al., 2018; M

IT
 N

ew
s, 2017).

H
ence, there should be no single m

aster tim
ing. In other w

ords, the estim
ation of 

strategic tim
ing should not be the duty of only one person. W

hy? Since based on the 
aforem

entioned discussions of the chapter strategic tim
ing is perspectival (em

braces 
num

erous subjective perspectives and ideas) and contextual (could em
erge itself in 

num
erous contexts). T

hus, nobody could have an encircling know
ledge of all ever- 

changing and uncertainty-stricken perspectives and contexts, w
hich call for strate-

gic actions at the right tim
e.

In an ST
S, in each departm

ent, w
e need a daft strategist fam

iliar w
ith the strate-

gic contexts of its departm
ent (since e.g., a strategist in the financial departm

ent 
deals w

ith different issues in com
parison to a strategist in the H

R
M

 departm
ent). 

E
ach of the m

em
bers in the “strategic tim

ing netw
ork” w

ithin the organization m
ust 
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Table 9 Summary of the discussions

Strategic timing
Ontology Epistemology Axiology
Perception Classification Evaluation

Exogenism Change as a 
Core concept

Contextual Externalism 5Ps of 
strategic 
timing

Predictive 
timing

Intuitionism Estimation Timing via 
heuristics

Contingent Timing via 
experienced 
trial and error

Comparative 
(past–present–future)

Preventative 
timing

Timing via 
educated guess

Directional Preemptive 
timing

Timing via 
rule of thumb

Futuristic Proactive 
timing

Timing via 
ansatz

Relative Promotive 
timing

Positivism Calculation Timing via 
mathematics

Perspectival
Endogenism Consciousness Progressive Linear Timing via 

statistics
Internalism Internal 

potentials
Active timing

Circular Timing via 
logic

Passive timing
Sinuous

(Source: Author’s own work)
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Table 10 
ST

S com
petitive tim

ing factors and their results

H
arm

ony
A

daptability
D

ecisiveness

T
im

eliness
Flexibility

Sw
iftness

(Source: A
uthor’s ow

n w
ork)

have a precise estim
ation of their ow

n departm
ent’s estim

ation of exclusive strategic 
tim

ing for a specific issue but from
 their ow

n points of view
. Such a system

/netw
ork 

acts as the “internal organizational clock” w
hich w

ill be ready to act at any “contin-
gency state.” H

ow
ever, the system

 does not w
ait passively until the em

ergence of 
the “contingency state” but they should be a proactive, fast-m

over and preem
ptive 

striker.
M

oreover, “organizational structure” affects “response tim
e.” A

lthough ST
S is a 

decentralized strategic tim
ing decision-m

aking system
 (i.e., reliance on m

ultiple 
departm

ents), in the strategic contingencies w
hich dem

and prom
pt decisions, the 

ST
S should have a core of few

 but experienced tim
e strategists. T

hey could be orga-
nized w

ithin a highly centralized com
m

ittee or task force. Previous researches that 
have verified centralization leads to speedy response tim

e and decentralization 
leads to dilatory response tim

e as w
ell as because of less reliance on consultation 

autocratic organizational decision-m
akers m

ake faster decisions (E
isenhardt, 1989) 

justify such a strategic tim
ing com

m
ittee/task force. O

n the other hand, ST
S should 

be less form
alized, since form

alization slow
s the speed of strategic decision- m

aking. 
T

he reason is highly centralized organizations encourage m
ore data collection and 

m
ore analyses of the strategic alternatives (Fredrickson &

 M
itchell, 1984). T

his 
could be an A

chilles heel for the situation that dem
ands agility.

Finally, the ST
S acts as a unit for acquiring com

petitive tim
ing via its harm

ony 
w

ith the realities, adaptability w
ith the em

erged contingencies and decisiveness as 
a pre-organized and ready organizational entity (Table 10).

6 
 C

onclusion

B
ased on the m

ainstream
 literature on strategic tim

ing, four m
ajor strategic tim

ing 
m

etaphors w
ere deduced. T

hese m
etaphors w

ere strategic tim
ing as gam

e m
eta-

phor, cyclical m
etaphor, w

indow
 of opportunity m

etaphor and patience m
etaphor. 

T
hese m

etaphors im
plied tim

ing gam
e, tim

ing cycles, opportunity hunting, and tim
-

ing passivism
 for gaining a better tim

e, respectively. A
dditionally, these m

etaphors 
in com

bination w
ith the m

etaphors of tim
e accentuated the ontological conceptual-

ization of tim
e as an exogenous entity. T

hus, the m
etaphorically exogenous approach 

in the study of tim
e and tim

ing in the realm
 of hum

an cognition w
as cognitively 

justifiable. T
he exogenous approach in conceptualizing the ontological perception 

of tim
e provided the necessary grounds to attribute contextual, contingent, com

-
parative, directional, futuristic, optim

al, and perspectival characteristics to strategic 
tim

ing. O
n the other hand, the historical m

etaphors of tim
e as m

em
ory, existed life 
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or an inner core of each entity shed light on the intuitive, subjective, and idiosyn-
cratic attribution of m

eaning to tim
e, i.e., each subject defines and gives m

eaning to 
the question of w

hat tim
e is. Such an endogenous conceptualization of the ontology 

of tim
e is fundam

entally an existentialist view
 of tim

e. T
hen it w

as discussed that 
tim

e and hence the strategic tim
ing m

odels are progressive, i.e., tim
e and conse-

quently tim
ing progresses in one of the linear, cyclical, circular, and sinuous 

developm
ents.

O
n the other hand, the epistem

ological discussions of strategic tim
ing w

ith the 
externalist approach for the intention to provide a solid classification for strategic 
tim

ing led to the five scenarios of strategic tim
ing or the 5P

s of strategic tim
ing 

(predictive tim
ing, preventative tim

ing, preem
ptive tim

ing, proactive tim
ing and 

prom
otive tim

ing). A
ll the 5P

s had a futuristic orientation since all of them
 try to 

em
erge strategic tim

ing in advance that is before its em
ergence on the ground. 

Furtherm
ore, the internalist classification of the epistem

ology of strategic tim
ing 

led to the tw
o categories of active tim

ing and passive tim
ing, w

hich relied on strate-
gic patience and acting at the highest clim

ax for the internal potential, respectively.
Finally, the chapter discussed that the axiological evaluation of strategists by 

intuitionist approach w
as based on the cognitive estim

ation of the m
ost optim

al tim
-

ing via one of the heuristics, experienced trial and error, educated guess, rule of 
thum

b, and ansatz m
ethods. B

esides, the positivist approach for the tim
ing evalua-

tion by strategists ranged from
 m

athem
atical to the statistical and logical m

ethods.
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Going on a Quest for Social and Humane 
Intentions Within Strategic 
Entrepreneurship: A Systematic Literature 
Review Approach

Canestrino Rossella, Magliocca Pierpaolo, Bonfanti Angelo, 
and Castellani Paola

Abstract This chapter proposes a systematic literature review of Strategic 
Entrepreneurship (SE), aiming to improve the existing understanding of the issue, 
with reference both to the development of the notion over the time and the way it 
relates to other fields of study, like Social and Humane Entrepreneurship. For the 
purpose of this investigation, Scopus and Web of Science (WoS) were used as data-
bases. 183 articles (93 full papers and 90 abstracts) were finally selected and exam-
ined according to the following analytical categories: (1) Years in which the articles 
were published; (2) Countries where authors have published research on strategic 
entrepreneurship; (3) Journals in which authors have published their research; and 
(4) Type of adopted methodology. A thematic analysis of the literature was subse-
quently performed in order to answer the following research questions: How has the 
concept of SE evolved since its first appearance in management research? In what 
areas of knowledge was SE more extensively investigated so far? How does SE 
relate to other concepts like Social and Humane Entrepreneurship?

According to the research findings, a growing interest in strategic entrepreneur-
ship has been developing for the last 20 years, especially with reference to the two 
main areas of knowledge: Innovation and Knowledge Spillover. By contrast, SE was 
never examined in the field of humanistic management, and never referred to firms’ 
simultaneous pursuing of both economic and social aims. In order to fill the existing 
gap, an integrative framework for further research was finally proposed.
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1  Introduction

Strategic Entrepreneurship (SE) is “the integration of entrepreneurial (i.e., 
opportunity- seeking behavior) and strategic (i.e., advantage-seeking) perspectives 
in developing and taking actions designed to create wealth” (Hitt et  al., 2001, 
p. 481). Both entrepreneurial and strategic perspectives combine in the notion of SE 
in the attempt to simultaneously exploit current business opportunities and explore 
new ones (Hitt et al., 2001; Venkataraman & Sarasvathy, 2001; Meyer & Heppard, 
2000). Therefore, opportunity-seeking and advantage-seeking activities are neces-
sary for value creation. As advocated by several scholars (Venkataraman & 
Sarasvathy, 2001; McGrath & MacMillan, 2000; Meyer & Heppard, 2000), an 
entrepreneurial mindset cannot be separated from strategic thinking, since these are 
closely linked in the process of wealth creation (Mazzei, 2018; Hitt et al., 2001, 
2011). Firms that lack the ability to identify entrepreneurial opportunities fail to 
explore emerging and sometimes fleeting market demands. Conversely, firms that 
identify valuable opportunities but are not able to exploit them do not develop a 
valuable competitive advantage, nor ultimately realize value creation.

Since the current competitive environment is facing increasing ambiguity, SE 
claims the propensity to capture the benefits of uncertainty (McGrath & MacMillan, 
2000), as well as anticipating and then properly responding to emerging environ-
mental changes (Ireland & Webb, 2007) . Given that very few firms are able to 
develop a wide range of knowledge internally, belonging to external networks 
allows firms to access new and broader resources for innovation (Tsai & Ghoshal, 
1998): thanks to proximity, both individuals and organizations come in contact with 
each other, sharing resources, knowledge and capabilities. Emerging spillover pro-
motes organizational learning, entrepreneurship, and the actors’ capacities to 
employ and leverage strategies (Canestrino & Magliocca, 2019; Calza et al., 2015). 
Not surprisingly, external networks, resources and organizational learning and inno-
vation have been the main domains of investigation of SE since the publication of 
the first special issue of the Strategic Management Journal in 2001. Most research 
arose after the call in a series of papers by Hitt and Ireland and their associates (Hitt 
et al., 2001; Ireland et al., 2003).

In 2007, Ketchen et al. suggested that collaborative innovation can enable both 
large and small firms to overcome their respective challenges. Sharing ideas, knowl-
edge and expertise allows large firms to exploit their advantage-creating skills and 
simultaneously explore new opportunities. Similarly, collaboration lets small firms 
overcome the inherent limits of smallness, while acquiring creativity and flexibility. 
In more recent years, Tavassoli et al. (2017) have analyzed the role of knowledge 
spillovers for SE. In so doing, the authors combine two theoretical perspectives 
about knowledge spillovers (spatial vs. aspatial) with the three dimensions of SE 
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(inputs, resource orchestration processes, and output of SE) (Hitt et al., 2011), wid-
ening the interpretative repertoire about the issues that is actually available. Despite 
this, SE is still a young and developing research field (Zhao et al., 2020; Tavassoli 
et al., 2017; Simsek et al., 2017).

As the notion of entrepreneurship was investigated in depth within several fields 
of research—social economy, human resource management, and sustainability—
novel concepts require further investigation. In particular, the emerging concepts of 
Social Entrepreneurship (SocEntr) (Canestrino et al., 2020; Bosma & Levie, 2010; 
Zahra et al., 2009) and Humane Entrepreneurship (HumEntr) (Parente et al., 2018, 
2020; Kim et al., 2018) open up new research opportunities, the latter mainly refer-
ring to the role that SE may have within the fields mentioned.

In accordance with the above, this chapter aims to detect the areas of investiga-
tion that prevail in management studies, and to identify new research directions, 
mainly referring to the emerging field of SocEntr and HumEntr. In so doing, the 
following research questions will be answered: How has the concept of SE evolved? 
Which are the main areas of knowledge within which SE was investigated? How 
does SE relate to other concepts like SocEntr and HumEntr?

In order to realize the research goal, this chapter proposes a systematic literature 
review. The latter is a type of secondary data analysis “that locates existing studies, 
selects and evaluates contributions, analyses and synthesizes data, and reports the 
evidence in such a way that allows reasonably clean conclusions to be reached” 
(Denyer & Tranfield, 2009, p. 671). Since no systematic literature review was pub-
lished about SE in the field of SocEntr and HumEntr until now, this study will pro-
vide a more comprehensive analysis of the topic, enabling researchers to understand 
and deal with the complexities of SE in different areas of knowledge.

The remainder of the chapter is organized as follows. First, Sect. 2 describes the 
methodology employed in the study; Sect. 3 presents the descriptive results of the 
analysis; Sect. 4 describes the thematic analysis; discussions and a proposal for 
future research directions are presented in Sect. 5. Conclusions are finally presented 
in Sect. 6.

2  Method

A systematic literary review methodology includes several steps. First, the research 
questions were stated and guidelines developed for collecting the literature. Second, 
a plan for classifying, describing, and coding the literature was elaborated. As a 
final step, the literature was synthesized (Merli et al., 2018; Denyer et al., 2009; 
Tranfield et al., 2003).

Scopus and the Web of Science were used as databases, since both of these are 
regarded as among the most comprehensive and authoritative scientific databases 
(Merli et al., 2018; Aghaei Chadegani et al., 2013; Guz & Rushchitsky, 2009), fea-
turing full texts and searchable cited references for top journals covering a variety 
of business disciplines. Many scholars (Bakkalbasi et al., 2006; Burnham, 2006; 

Going on a Quest for Social and Humane Intentions Within Strategic Entrepreneurship…



124

LaGuardia, 2005; Deis & Goodman, 2005; Dess, 2006; Li et al., 2010) have com-
pared the coverage, features and citation analysis capabilities of WOS and Scopus, 
concluding that these two databases are permanently improving their potentiality. 
Depending on the above, the use of both Scopus and the Web of Science is in line 
with the research purposes of this chapter.

In order to collect as many papers as possible, covering the variety of all the issues 
examined within strategic and management fields of study, the keyword “strategic 
entrepreneurship” was adopted as the research criteria. According to the database 
research functionalities, the chosen keyword was searched in “Topic” (covering Title, 
Author Keywords, Abstract, Keyword Plus®) in the WoS, and in “Title, Author 
Keywords, Abstract” in Scopus. As recommended in the literature, only journal arti-
cles were selected, which improves the rigor and quality of a literature review (Vigolo 
et al., 2018; Orzes et al., 2018; Jia & Jiang, 2018). This means that conference pro-
ceedings, book chapters, books and reviews were not considered in the sample. 
Moreover, since most academic journals are English based, with English as the most 
used language by researchers in the modern global academic community (Snyder 
et al., 2016), the research was focused only on English papers. All the papers written 
in English and belonging to one of the scientific journals collected in Scopus and WoS 
were considered for the review. Moreover, no chronological restriction was employed.

As a result, WoS returned 157 papers and Scopus 233, giving a total of 390 
documents.

After having defined the type and the language of the papers, additional inclusion 
and exclusion criteria were adopted in order to screen them for the systematic 
review, as suggested by De La-Torre-Ugarte-Guanilo et al. (2011). In particular, all 
the papers published in academic journals and dealing with management were con-
sidered for further investigation. Among them, papers not mentioning the term 
“strategic entrepreneurship” in at least one research field (Title, keywords, abstract) 
were excluded from the sample. 390 papers were therefore selected. After removal 
of duplicates, a final sample of 183 papers remained (93 full papers and 90 abstracts).

Figure 1 synthesizes the research strategy adopted to develop the systematic lit-
erature review.

Following the literature review approach designed by Rey-Martí et al. (2016), we 
established the following analytical categories:

• Years in which the articles were published.
• Countries where authors have published research on strategic entrepreneurship.
• Journals in which authors have published research.
• Adopted methodology (qualitative or quantitative).

3  Descriptive Analysis

3.1  Years in Which the Articles Were Published

Articles were categorized according to the publication year.
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Source: authors’ own figure

Scopus

226 papers

Selected for further 
analysis

166 papers

N articles

Search Term

“Strategic Entrepreneurship”

WoS

323 papers

Selected for further 
analysis

249 papers

N articles

Exclusion Criteria

“Strategic 
entrepreneurship” not 
mentioned in at least 
one research field 
(Title, Keywords, 
Abstract)

Type of 
Categorization

157 papers

Type of 
Categorization

233 papers

Inclusion Criteria

(1) Academic 
paper/Journal

(2) English Language
(3) Management

Type of 
Categorization

151 papers

Type of 
Categorization

130 papers

Final Sample

183 (93 Full papers/90 Abstracts)

Duplicates Removal

Fig. 1 Search strategy to identify a paper for the systematic literary review. (Source: authors’ 
own figure)

One relevant remark about the issue should be reported: because of the adopted 
research criteria (academic paper/journal) both Scopus and WoS returned no articles 
before 2003, excluding the special issue “Strategic Entrepreneurship: 
Entrepreneurial Strategies for Wealth Creation” published by the Strategic 
Management Journal in 2011. This special issue may be considered a key turning 
point in the development of studies concerning SE. Despite this, however, papers 
drew on theory from multiple fields, including entrepreneurship, strategic 
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Table 1 Number of papers published between 2003 and 2020

Period of time Year No. of publications

First Period 2003 2
2004 2
2005 1
2006 1
2007 6
2008 4

Second Period 2009 13
2010 8
2011 10
2012 6
2013 11
2014 10

Third Period 2015 19
2016 18
2017 19
2018 19
2019 20
2020 14
Total 183

Source: authors’ own table

management, organization theory, and economics, but they never directly dealt with 
strategic entrepreneurship. As a consequence, the expression “strategic entrepre-
neurship” does not appear in the title, keywords or in the abstracts of the published 
papers. Similarly, the guest editors’ introduction to the special issue was not counted 
in the final number of publications, as it does not belong to the academic paper/
journal type. Taking into account the above considerations, there were no articles 
before 2003, which may be attributed to the growing interest in the fields during the 
late 1990s, which took time to appear in academic publications.

Table 1 shows the number of publications between 2003 and 2020. The last 
access for research on Scopus and WoS was on 11th June 2020. This means that 
publications for the last year are still ongoing. Because of the above, data about the 
papers published in 2020 should be considered to be provisional and to increase 
reasonably until the end of the year.

In order to evaluate and better understand possible trends, we divided the whole 
period by three, investigating these through a content analysis. Keyword research 
showed the prevalence of the following cited words related to SE: SME (verified 18 
times), Innovation (verified 16 times), Corporate (14 times), Knowledge (13 times) 
and Growth (13 times), with an increasing focus on innovation from 2015.

The first period, defined between 2003 and 2008, consists of 16 papers and this 
is the period with the fewest publications. This period started with the publication 
by Ireland et al.’s (2003) first article, which detailed the notion of SE as a unique, 
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distinctive construct through which firms are able to create wealth. An entrepreneur-
ial mindset, entrepreneurial culture and entrepreneurial leadership, the strategic 
management of resources and applying creativity to developing innovations were, 
in particular, identified as important dimensions of SE that are integrated to foster 
wealth creation. In order to address how combining and synthesizing opportunity- 
seeking behavior (entrepreneurial perspective) and advantage-seeking behavior 
(managerial perspective) leads to a competitive advantage, the authors integrated 
several theoretical backgrounds, including the Resource-Based View (RBV) of the 
firm, human capital, social capital, organizational learning, and creative cognition. 
In so doing, they opened up several research questions dealing with the way SE 
components relate to one another, as well as with the way different resources may 
be managed to enhance alertness and to identify entrepreneurial opportunities. 
Collaborative innovations were, therefore, identified to balance the trade-off 
between the exploitation of competitive advantages and the exploration of entrepre-
neurial opportunities in later works by Ireland and Webb (2007) and by Ketchen 
et al. (2007). Particularly referring to the role played by firms’ size on their capacity 
to combine entrepreneurial and managerial behaviors, Ketchen et al. (2007) argued 
that collaborative innovations permit large firms to exploit their advantage-creating 
skills while concurrently exploring opportunities outside their current domain. 
Similarly, collaborative innovations enable small firms to overcome limits of inad-
equate knowledge stocks and lack of market power, improving their ability to 
acquire and sustain competitive advantages.

The second period from 2009 to 2014 showed a spike in the growth of articles, 
with a total of 58 papers representing an increase of 362% compared to the previous 
period, which demonstrates continuous interest in the topic. Papers published dur-
ing this period are very diversified, as no issue related to SE seems to prevail over 
the others. By contrast, a focus on the exploitation of the concept emerged through 
the analysis, with several scholars providing conceptual frameworks of SE and 
exploring different perspectives of an emerging concept.

Beginning the tendency mentioned above, a special issue of Entrepreneurship: 
Theory and Practices was published in 2009, collecting papers from different per-
spectives, namely the strategic management perspective, the entrepreneurial per-
spective, the economic policy perspective, and integrative perspectives (ex.: 
entrepreneurship and strategic management, entrepreneurship and leadership, etc.). 
Within the field of the strategic management perspective, scholars examined the 
linkage between strategic entrepreneurship and firms’ growth, with the term “per-
formance” usually appearing in the emerging debate. Steffens et al. (2009) investi-
gated the growth and profitability dynamics of younger versus older firms, with a 
strong suggestion of caution against the blind pursuit of growth for young firms, in 
favor of a careful analysis of the way both growth and profitability may be devel-
oped by organizations. Within the entrepreneurial perspective, Ireland et al. (2009) 
conceptualized the notion of Corporate Entrepreneurial Strategy (CES) as “a vision- 
directed, organization-wide reliance on entrepreneurial behavior that purposefully 
and continuously rejuvenates the organization and shapes the scope of its opera-
tions through the recognition and exploitation of entrepreneurial opportunity” 
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(p. 21). In so doing, they outlined not only the most relevant components of a CES, 
but also its antecedents and organizational outcomes. According to an economic 
policy perspective, the availability of founders and effective policy programs were 
examined as drivers for both new firms’ internationalization (Fernhaber & 
McDougall-Covin, 2009) and academic ventures (Patzelt & Shepherd, 2009). 
Finally, Schindehutte and Morris (2009) introduced complexity science as an alter-
native theoretical lens to interpret SE. In so doing, they argued that SE is more than 
a conjunction or interface between strategy and entrepreneurship. It does not imply 
compromise, integration, or a balance between entrepreneurial and managerial per-
spectives but the simultaneous existence of these, acting as a source of creativity 
between order and chaos. According to the authors, the new perspective enables an 
alternative paradigm for SE, called the 3F (form-flow-function) paradigm, address-
ing “the what (fluctuations and transformations), why (complexity), how (self- 
organization and emergence), who (different perspectives, e.g., entrepreneur, firms, 
institutions, or peripheral), and where (the opportunity space) of stability and 
change” (p. 265). The new paradigm was expected to offer a fresh viewpoint on SE 
phenomena.

The final period goes from 2015 to 2020 and characterizes a focus on “innova-
tion,” “SMEs,” and “corporate.” The third period also characterizes a significant 
growth in the number of the papers, which went up to 109 in total. As mentioned, 
this period witnessed the appearance of the concept of “innovation.” Since without 
innovation firms are not entrepreneurial (Covin & Miles, 1999), Mazzei (2018) 
defined SE as an “organizationally consequential innovation within existing firms 
that involve the combination/integration of opportunity- and advantage-seeking 
behaviors” (p. 660). In so doing, the author offered scholars a potentially rewarding 
framework: the intensifying of SE. Following the above, Utoyo et al. (2020) inves-
tigated the key variables to enhance innovation performance (IP) in a disruptive 
environment by applying a strategic entrepreneurship framework. In particular, col-
laborative innovation (Parida et al., 2012) and dynamic capabilities (Teece et al., 
1997; Teece, 2007)—both of them belonging to the strategic entrepreneurship 
field—became the starting point to explore firms’ innovation performance (Fontana 
& Musa, 2017). Related to the notion of innovation, the role of knowledge and 
knowledge spillover also began to be emphasized during this period (Cristo-Andrade 
& Ferreira, 2020; Naeiji & Siadat, 2019; Veréb & Ferreira, 2018; Adams et  al., 
2017; Ferreira et al., 2017; Sarkar, 2017; Tavassoli et al., 2017).

3.2  Countries Where Authors Have Published Research 
on “Strategic Entrepreneurship”

According to country analysis, articles from institutions in 46 different countries 
from five continents—Africa, America, Asia, Europe, and Oceania—were identi-
fied. The USA and the UK represent the highest number of institutions, collaborat-
ing in 47% of all the articles.
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Table 2 Countries with highest contribution in the field of SE

Ranking Country
No. of 
publications

Contribution to the field (% on the 
whole sample)

1 USA 60 32.79
2 UK 26 14.21
3 China (Hong Kong 

included)
10 5.46

4 Portugal 10 5.64
5 France 10 5.64
6 Italy 9 4.92
7 Canada 9 4.92
8 Indonesia 8 4.37
9 Belgium 8 4.37
10 Sweden 8 4.37
11 Germany 8 4.37
12 Netherlands 8 4.37
13 Finland 8 4.37
14 Norway 7 3.83
15 Denmark 7 3.83
16 Taiwan 7 3.83
17 Switzerland 6 3.28
18 Australia 6 3.28
19 Spain 5 2.73
20 India 5 2.73

Source: authors’ own table

Table 2 shows the countries with the highest contribution in the research field. 
The ranking is limited to the top 20 countries, since the number of publications 
under five was not considered.

Europe (other than UK) is the continent with the largest participation with 94 
articles (51.72%) from 12 different countries, where Portugal and France produced 
10 articles, and Italy 9, and these are the most relevant countries from this region.

3.3  Journals in Which Authors Have Published 
Research on SE

Knowing about the journals that publish papers on SE is important for two main 
reasons: the first is to understand which are the disciplines from which research 
draws concepts and theories about SE; the second is to become more familiar with 
scholars’ focus on the issue, thus suggesting directions for further research.

The 183 selected papers come from 104 different journals from quite homoge-
nous fields, such as strategic management, entrepreneurship and innovation. Among 
them, a huge concentration on only one journal prevails, with 37% of the sample (68 
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Table 3 Journals publishing articles on SE

Ranking Journals Publisher
No. of 
publications

Impact 
factor 
(IF)a

SCImago 
Journal Rank 
(SJR)b

1 Strategic Entrepreneurship 
Journal

Wiley Online 
Library

35 6.2 38

2 International 
Entrepreneurship and 
Management Journal

Springer 
Journal

10 3472 50

3 Entrepreneurship: Theory 
and Practice

Sage Journal 8 10,750 140

4 International Journal of 
Entrepreneurial Venturing

Inderscience 
Publishers

5 1 14

5 Management Decision Emerald 
Insight

5 2723 91

6 Technology Analysis and 
Strategic Management

Taylor & 
Francis Online

5 1867 64

Source: authors’ own table (last access to data: 11th June 2020)
aIF measures the average number of citations received in a particular year by papers published in 
the Journal during the two preceding years (Clarivate Analytics, 2020)
bSJR is a prestige metrics based on the idea that not all the citations are the same. It provides a 
quantitative and qualitative measure of the Journal’s impact (Elsevier Analytics, 2020)

papers) belonging to the field of entrepreneurship and 19% (35 papers) published in 
the Strategic Entrepreneurship Journal. The Strategic Entrepreneurship Journal 
concerns innovation and subsequent changes that add value to society, as well as 
entrepreneurial processes involving imagination, insight, and invention. By con-
trast, a significant fragmentation may be underlined for the remaining 115 papers, 
with 98 journals publishing fewer than five articles. The previously mentioned frag-
mentation may be interpreted as the results of the variety of subjects belonging to 
the issue of SE.

Table 3 shows the list of the journals that have published articles on SE between 
2003 and 2020. Journals with fewer than five papers were not listed, as the number 
of publications was considered irrelevant. Information about the Impact Factor (IF), 
and SCImago ranking were collected on the journal’s official website, as well as on 
SCImago Institutions ranking systems.

The IF provides scholars with an objective measure of the importance of differ-
ent journals within a given category (Rey-Martí et al., 2016). In addition, SCImago 
is a prestige metrics based on the idea that not all the citations are the same. It pro-
vides a quantitative and qualitative measure of the Journal’s impact, based on a 
similar algorithm as a Google page ranking.

As noted, 68 papers belong to only six different journals, the final ones all cited 
in SCImago.

Examining the data revealed the high quality of scholars’ contributions in the SE 
field, since all the listed journals show good and very good ranking. In particular, we 
find that the Strategic Entrepreneurship Journal hosts the highest number of 
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publications about the examined topic. By contrast, Entrepreneurship: Theory and 
Practice characterizes the higher SJR (140), even if it has collected only eight 
papers about SE.

Four of the five listed journals mainly deal with entrepreneurship, suggesting 
that the majority of the examined contributions mostly belong to this area of knowl-
edge. The area of management remained, with only five papers published in 
Management Decision and Technology Analysis and Strategic Management over the 
whole period.

3.4  Adopted Methodology (Qualitative, Quantitative or 
Mixed methods)

In order to provide a full understanding of the selected papers these were selected 
according to the applied methodology, namely qualitative versus quantitative. The 
results show that 58% of the whole sample are qualitative, followed by quantitative 
analysis (42%). It seems, therefore, that a good balance exists among the selected 
papers’ type.

4  Thematic Analysis

In order to pursue the research aims, namely to identify the main areas of knowl-
edge within which SE was investigated and to explore the extent to which SE relates 
to other concepts like SocEntr and HumEntr, this thematic analysis assessed the 
ontological and epistemological properties of SE as a concept based on the selected 
papers (Table 4).

For the above purposes, only the full papers were considered, thus a sample of 93 
articles was subjected to an in-depth analysis. We first analyzed how SE is defined 
by scholars. After that, we examined how the concept was investigated by the 
authors.

Different meanings about SE were collected according to Suddaby’s (2010) pre-
scriptions about a good definition. In particular, definitional clarity, specificity (with 
reference to temporal, spatial, and contextual circumstances), parsimony (avoiding 
circularity or tautology), and coherence were checked. The result of the collected 
definitions is reported in Table  5. Despite this, a certain ambiguity may be 

Table 4 Framework of the Analysis of SE

Ontological properties How is SE defined?
Epistemological properties How do SE theories overlap with different areas of 

knowledge?

Source: authors’ own table
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Table 5 Definitions of SE

References Definitions

Hitt et al. 
(2001)a

An entrepreneurial action with a strategic perspective (p. 480)

Ireland et al. 
(2003)

Involves simultaneous opportunity-seeking and advantage-seeking behaviors 
and results in superior firm performance (p. 963)…, results from the 
integration of entrepreneurship and strategic management knowledge (p. 966)

Ireland and 
Webb (2007)

Strategic entrepreneurship (SE) is a term used to capture firms’ efforts to 
simultaneously exploit today’s competitive advantages while exploring the 
innovations that will be the foundation of tomorrow’s competitive advantages. 
p. 50)

Ketchen et al. 
(2007)

Requires a continuous flow of innovations. When the flow of innovations 
slows or stops, the balance required to sustain strategic entrepreneurship is 
jeopardized (p. 374–375)

Kuratko and 
Audretsch 
(2009)

The innovations that are the focal points of strategic entrepreneurship 
initiatives represent the means through which opportunity is capitalized upon. 
These are innovations that can happen anywhere and everywhere in the 
company (p. 8)

Schindehutte 
and Morris 
(2009)

SE is not “strategy that is entrepreneurial” or “entrepreneurship that is 
strategic” or “entrepreneurship plus strategy”—it is not a binary construct. 
Viewing SE through the lens of complexity science provides an explanation of 
why intersections of strategy or entrepreneurship with other disciplines lead to 
transformations that are beyond simple interfaces … (p. 267)

Agarwal and 
Helfat (2009)

The term “strategic” can be defined as “that which relates to the long-term 
prospects of the company and has a critical influence on its success or failure” 
Further, the term ‘entrepreneurship’ has found its most enduring definition in 
the Schumpetarian notion of the creation of new products, processes, markets, 
and organizational forms (p. 281)

Mathews (2010) Is the activity that drives the economy in new directions, through a 
recombination of resources, activities, and routines by firms and the 
entrepreneur as the economic agent who, in principle, lacks resources (but 
knows where to find them) (p. 224)

Hitt et al. 
(2011)

Is concerned with advantage-seeking and opportunity-seeking behaviors 
resulting in value for individuals, organizations, and/or society. This means 
that SE involves actions taken to exploit current advantages while 
concurrently exploring new opportunities that sustain an entity’s ability to 
create value across time (p. 57)

Pereira and 
Naguib (2016)

Dynamic flexibility is a key feature in strategic entrepreneurship (p. 311)

Hitt and Ireland 
(2017)

Allows the firm to apply its knowledge and capabilities in the current 
environmental context while exploring opportunities to exploit in the future by 
applying new knowledge and new and/or enhanced capabilities (p. 69)

Simsek et al. 
(2017)

Set of domains, behaviors, cognitions, or decisions (p. 5)

Gölgeci et al. 
(2017)

Especially implies a simple structure, flexible operations, a quick decision- 
making process, and a lower formalization of processes (p. 246)

Paek and Lee 
(2018)

Is concerned with how a firm creates its initial performance and, more 
importantly, how established firms sustain an advantage over time as a result 
of entrepreneurial and managerial postures (p. 884)

(continued)
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Table 5 (continued)

References Definitions

Kuratko and 
Morris (2018)

Refers to a broad array of significant entrepreneurial activities or innovations 
adopted in a firm’s pursuit of competitive advantage (p. 45)

Mazzei (2018) Organizationally consequential innovations within existing firms that involve 
the combination/integration of opportunity- and advantage-seeking behaviors 
(p. 660)

Bao et al. 
(2020)

Is a function of the alignment between learning strategies and environmental 
conditions (p. 20)

Kiyabo and 
Isaga (2020)

Learning orientation, strategic resource management, and entrepreneurial 
orientation are components of strategic entrepreneurship (p. 4)

Source: authors’ own table
aHitt et al. ((2001) is reported in Table 5 as a seminal work, even though it is not considered in the 
examined sample of papers. A complete explanation for the exclusion is reported in the method-
ological section

underlined in the selected sample as, for example, there is still a huge vagueness 
when referring to the “simultaneous opportunity-seeking and advantage-seeking 
behavior” (Simsek et al., 2017) or to the too broad conceptualization offered by 
Schindehutte and Morris (2009). Nevertheless, all the reported contributions pro-
vide for a new understanding of SE, enabling researchers to consider technologies, 
business models, and environmental changes in a new and innovative way while 
reconfiguring the notion of SE. This is the reason why we considered all of these in 
our investigation.

Despite the fact that 20 years have passed since the first publication about SE, 
this remains a recent field of research, changing with the global business economy. 
We have encountered several meanings, most of them clearly based on the integra-
tion between exploration (opportunity-seeking) and exploitation (advantage- 
seeking) advocated by seminal works by Hitt et al. (2001) and Ireland et al. (2003). 
In general, an advantage-seeking characteristic deals with the exploitation of firms’ 
existing competitive advantage, whereas the opportunity-seeking characteristic 
refers to the exploration and development of new opportunities (Ireland et al., 2003). 
Not surprisingly, the concept of innovation is usually put at the heart of SE 
(Stevenson & Gumpert, 1985), since innovation is necessary for any firm to com-
pete in dynamic and competitive environments (Kuratko & Audretsch, 2009). As 
Mazzei (2018) notes, SE is about firms that actively and intentionally engage in 
both exploration and exploitation. Too much exploration leads to excessive costs. In 
contrast, too much exploitation can undermine a firm’s capacity to improve returns 
in the future (March, 1991). Despite the above-mentioned considerations, the exam-
ined literature fails to suggest how to manage the existing tension between “explor-
ative” and “exploitative” behaviors, thus there is still a huge ambiguity with 
reference to the way firms can simultaneously manage these dimensions. Moreover, 
no suggestion is provided about “when” and “where” the combination/integration 
takes place, i.e., which balance is necessary for a firm to be considered “strategi-
cally entrepreneurial.” When examined in the field of innovation, ambiguity in the 
definitions of SE becomes even more evident, as no details are reported on the 

Going on a Quest for Social and Humane Intentions Within Strategic Entrepreneurship…



134

quality and quantity of innovations that should be employed to achieve the advo-
cated integration (Mazzei, 2018). The above-mentioned lack of knowledge justifies 
the growth in the number of papers dealing with SE and innovation that characterize 
the third period. Taking into account the inner linkage between innovations, knowl-
edge and learning processes, both cognition and learning orientation were referred 
to by the authors when defining SE. In particular, the issues of knowledge and 
knowledge spillover have been intersected with the strategic entrepreneurial field 
since the first period, but with a growing trend in the third. Knowledge spillovers 
refers to the external benefits arising from a knowledge creation process that affects 
parties other than the actor investing in the process, and it relates to both knowledge 
transfer and knowledge flow (Canestrino & Magliocca, 2019). Many scholars 
(Ferreira et  al., 2017; Sarkar, 2017; Tavassoli et  al., 2017; Agarwal et  al., 2007) 
agree on the critical role that knowledge spillovers and strategic entrepreneurship 
have in the process of creative destruction and creative construction, which means 
in innovation. In 2007, Agarwal et al. discussed the well-known fact that knowledge 
creators are often unable to grasp the value emerging from their knowledge invest-
ments (Canestrino & Magliocca, 2019) and that they are also imperfect sources of 
knowledge due to the presence of knowledge spillovers. In so doing, they also pro-
posed a model of creative construction “where knowledge investments by firms and 
universities had to be coupled with entrepreneurial action by employees and scien-
tists who were the co-creators of the knowledge for the formation of new ventures” 
(Agarwal et al., 2010, p. 274). Knowledge spillovers and strategic entrepreneurship 
were then related to the heterogeneity in firms’ capabilities and performance. In 
2010, the authors also incorporated firms’ strategic renewal, thus clearly recogniz-
ing the efforts of the knowledge creator in knowledge investments.

Recently, the linkage between knowledge spillover and SE has been examined in 
a more systematic way, starting from the special issue of the International 
Entrepreneurship and Management Journal, published in 2017. The collected 
papers provided a comprehensive illustration of the driving factors to be accounted 
for when attempting to understand the relationships between knowledge spillovers 
and SE. However, they opened up new questions, which are still unanswered. 
Among them, defining actors and processes involved in knowledge spillover, iden-
tifying the mechanisms and the factors limiting or, alternatively, enabling knowl-
edge creation processes and the way they affect SE, are worth investigation. In 
addition, the process of knowledge spillovers needed to be investigated with refer-
ence to regulatory, institutional and political influences.

In defining SE the notion of dynamic flexibility was finally considered by Pereira 
and Naguib (2016). Because of environmental turbulence, the acquisition and the 
maintenance of competitive advantage requires firms to make strategic adjustments, 
the most recent ones based on the development of dynamic capabilities and flexibil-
ity. According to Cardon et  al. (2012), there are many and complex connections 
between entrepreneurship and Dynamic Capability Theory (DCT). According to 
DCT, entrepreneurial actions result from capabilities, and enterprises are a collec-
tion of capabilities. Accordingly, firms’ ability to dynamically transform their 
resources and processes (i.e., strategic alternatives) provides them with “better 
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sensing and seizing abilities regarding new opportunities” (Kim et al., 2018, p. 185). 
As Teece (2014) suggests, DCT explains the underlying features and behavioral 
micro-foundations of strategic entrepreneurship, as well as entrepreneurial value 
creation. Despite this, recent studies warn scholars against the possibility of DCT 
becoming a “large umbrella” (Gölgeci et al., 2017; Barreto, 2010), under which the 
lack of theoretical foundations and of strong empirical support offer uncertain prac-
tical implications for managerial and entrepreneurial activities (Arend & Bromiley, 
2009). On only one occasion (with reference to the selected sample of papers), was 
SocEntr suggested as a theme of interest in the field of SE (Short et al., 2009), while 
no paper deals with the concept of HumEntr (Parente et al., 2018, 2020; Kim et al., 
2018), or examines a firm’s behavior within the field of humanistic management 
(Melè, 2003).

A thematic analysis revealed several definitions of SE, all of them mainly focus-
ing on a firm’s ability to integrate entrepreneurial (opportunity-seeking) and strate-
gic (advantage-seeking) perspectives when developing and taking actions. 
Innovation is, therefore, proposed as a conditio sine qua non to firms’ balancing of 
exploration and exploitation, and greatly emphasized in the works published 
between 2015 and 2020. SE draws on theoretical perspectives from multiple and 
different fields, including entrepreneurship, strategic management, organizational 
theories, and economics. More frequently, SE was investigated within the field of 
RBV (Barney, 1991), dynamic capabilities (Teece, 2007), and organizational learn-
ing. Schindehutte and Morris (2009) provided conceptual clarity by applying com-
plexity theory to SE, while Kraus et  al. (2016) used the configuration approach. 
More recently, Mazzei et  al. (2017) have examined SE through nine alternative 
theoretical lenses not typically applied in SE research (general systems, institu-
tional, ecology, strategic choices, upper echelons, real options, agency, network, 
and social identity), in an attempt to explain how a balance between exploration and 
exploitation may be achieved. Similarly, Gölgeci et  al. (2017) intertwined both 
institutional and dynamic capability approaches to understand firms’ strategic entre-
preneurial behavior. Because of the above, establishing boundary conditions to the 
notion of SE is very difficult, limiting, in some circumstances, the effectiveness of 
investigations. Not surprisingly, despite growing interest among scholars, SE 
remains an ambiguous and under-developed concept (Mazzei et al., 2017; Simsek 
et al., 2017).

5  Discussions and Suggestions for Further Research

As discussed within this manuscript, SE remains an ill-defined and under-developed 
theoretical construct, characterized by confusion and misunderstandings about its 
content (what SE is), process (how organizations achieve SE), context (which fac-
tors—external and internal—affect SE) and relevant outcomes. Misperceptions are 
emphasized as different theoretical perspectives usually overlap in several ways, 
thus resulting in less clarity around what constitutes the core features of SE, its 
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drivers/enablers, as well as its effects. New frameworks are, therefore, required to 
clarify the boundaries between and among diverse domains, as well as to identify 
opportunities for further research and advancements. Depending on this, we pro-
pose a background that takes into account the most recent theoretical advancements 
about SocEntr and HumEntr.

Starting from the basic notion of SE, innovation (process) allows firms to bal-
ance exploration and exploitation (content) in order to gain competitiveness in the 
most dynamic markets. Innovation consists of new ideas turning into new products, 
processes or services, able to generate value for the firm (Rogers, 1983; Utterback, 
1994; Afuah, 1998). Knowledge creation is perceived as one of the major drivers of 
innovation, and the main asset of innovative organizations (Calza et al., 2015; Merx- 
Chermin & Nijhof, 2005). Accordingly, firms’ innovative capacity depends on their 
ability to develop and manage effective organizational learning processes, as well as 
to grasp new knowledge from the external environment (Calza et al., 2011). Firms’ 
relationship with local actors, institutional support, and cultural homogeneity 
(Lundvall, 1990) promote the growth of a complex learning process, driving firms 
that are easily innovating. Every innovation is, therefore, responsible for new 
knowledge diffusion: once generated, it spreads locally, thus unintentional knowl-
edge flows arise as a relevant outcome of the whole process. These knowledge spill-
overs may be used for strategic purposes by entities other than the creators of 
innovation, supporting the competitive growth of the local system through the emer-
gence of “virtuous knowledge cycles” (Calza et al., 2015). Both social and human-
istic perspectives may be fruitfully integrated in the proposed framework, providing 
a unique context for mixing strategy and entrepreneurship research. Zahra et  al. 
(2009, p.  519) defined social entrepreneurship as “the activities and processes 
undertaken to discover, define, and exploit opportunities in order to enhance social 
wealth by creating new ventures or managing existing organizations in an innova-
tive manner.” More recently, the notion of HumEntr was introduced to enhance 
traditional business-oriented entrepreneurship by adding a human-centered logic 
(Bae et al., 2018; Kartajaya, 2016). Embedded in the field of ethics, human-centered 
logic “upholds the unconditional human dignity of every woman and man within an 
economic context” (Spitzeck, 2011, p. 51), calling for a new and alternative vision 
of business according to which business itself ‘serves’ society in order to improve 
citizens’ quality of life (Melè, 2003; Spitzeck et al., 2009). Kim et al. (2018), in 
particular, define HumEntr as a “virtuous and sustainable integration of 
Entrepreneurship, Leadership, and HRM, in which successful implementation leads 
to a beneficial increase in wealth and quality job creation, perpetuated in a continu-
ous cycle” (p. 12). ‘Ideal’ HumEntr is particularly supposed to benefit both organi-
zational members and society as a whole, by means of positive outcomes and the 
growth of wealth creation, since ‘Ideal’ HumEntr characterizes high levels of empa-
thy, equity, empowerment, and enablement of employees. Moreover, firms’ opera-
tions are focused on innovation, appropriate risk-taking, and early, decisive actions. 
In such circumstances, leadership and top management are committed to HumEntr 
and construct a culture resulting in high firm performance. In such circumstances, it 
is supposed that the trade-off between economic and social aims can be more easily 
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Fig. 2 A framework for further research on SE. (Source: authors’ own figure)

achieved, thus supporting improvements in social entrepreneurial initiatives. It 
means, therefore, that pursuing social aims and providing entrepreneurship with a 
more humanistic dimension (sustainability) may be considered to be relevant out-
comes of firms attempting to simultaneously achieve competitive advantages and 
create social value, suitable for investigation at the crossroads of SE and the social 
and humanistic domains.

Figure 2 synthesizes the above considerations contributing to further research by:

 1. Clarifying the boundaries between and among diverse domains;
 2. Widening the existing theoretical frameworks about SE, through the involve-

ment of both the Soc and HumEntr field of studies.

6  Conclusions

The aim of this work was to perform a systematic literary review about SE in order 
to understand how the concept has evolved from 2003 and 2020, as well as which 
are the main areas of knowledge within which it was investigated. In so doing, we 
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also examined to what extent SE was explored in relation to the notions of Social 
and HumEntr. In order to achieve the research aims, a descriptive review was pro-
posed as the first step in a thematic exploitation of the issue. We selected 183 arti-
cles and examined them according to the following analytical categories: (1) Years 
in which the articles were published; (2) Countries where authors have published 
research on strategic entrepreneurship; (3) Journals in which authors have published 
their papers; (4) Adopted methodology. After this, the thematic analysis assessed 
the ontological and epistemological properties of SE. According to our analysis, a 
growing interest in SE has been developing for the last 20 years, with the number of 
papers almost quadrupling in the last 6 years. The USA (60) and the UK (26) repre-
sent the highest number of institutions, collaborating in 47% of all the articles, 
although it should not be neglected that this could be due to the selection and inclu-
sion of only the papers published in the English language. The examined papers 
mainly belonged to quite related fields, such as entrepreneurship and management.

With reference to the main themes of the investigations, our research revealed 
that scholars particularly addressed innovation, knowledge, and knowledge spill-
over with increasing interest during 2015–2020. Against our expectations, both 
SocEntr and HumEntr were neglected, with the exception of only one paper. In 
order to fill the existing gap, an integrative framework for further research was 
finally proposed, which takes into consideration both social aims and sustainability 
as potential outcomes of SE.
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Corporate Entrepreneurship Strategy 
and Internationalization: A Literature 
Review

Pedro Baena-Luna, Juan A. Martínez-Román, and Francisco Liñán

Abstract In recent years, the number of research papers concerning entrepreneur-
ial activities carried out by organizations and companies has notably increased. In 
many cases, this rising interest has been associated with studying organizational 
performance based on the elements of the Corporate Entrepreneurship Strategy 
(CES). This has not been the case, however, in the field of internationalization pro-
cesses. The purpose of this chapter is to analyze the specific impact of CES internal 
elements on the outcomes of these internationalization processes. The most relevant 
papers on this topic are examined based on a systematic literature review. The posi-
tive effect of these elements on the internationalization outcomes of the organiza-
tions is shown.

Keywords Internationalization · Corporate entrepreneurship · Corporate 
entrepreneurship strategy · Performance

1  Introduction

In recent years, a significant and increasing interest has been witnessed in the phe-
nomenon of entrepreneurship (Kuratko et al., 2015b). This rise is due to its potential 
for empowerment and transformation, not only at the social and economic level. 
Entrepreneurship is a reality in which demographic, ethnic, organizational, institu-
tional, geographical, cultural, and even border factors are involved (Kuratko & 
Morris, 2018). It is therefore a multi-dimensional phenomenon. This fact has con-
tributed to its study and analysis from a variety of perspectives (Audretsch et al., 
2015; Kuratko & Morris, 2018).

Within the current competitive environment, organizations are immersed in 
change and evolution processes. This implies an increased risk, a reduced forecast 
capacity, and a need for innovative management, in addition to an entrepreneurial 
mindset (Kuratko & Audretsch, 2013). This context is a consequence of the growing 
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globalization, technological change, and the complexity of the new organizational 
forms required for the development of their activities (Boone et al., 2019). All these 
factors encourage the implementation of entrepreneurial activities within organiza-
tions. These types of activities are normally linked to the identification and exploita-
tion of new opportunities, in many cases, by means of exploring new markets 
through internationalization processes. These are understood as the upper limit in a 
company’s opening to new markets (Abrell & Karjalainen, 2017; Kantur, 2016; 
Martínez-Román et al., 2019).

When implementing an entrepreneurial initiative, the changing environment 
exerts a powerful influence on an organization’s strategy and structure (García- 
Sánchez et al., 2018). A company’s success will not only rely on its resources and 
capabilities, but also on how these are used (Kuratko & Audretsch, 2009). The orga-
nization’s performance will therefore depend on its ability to adapt to the contingen-
cies and characteristics of the markets in which it operates or intends to operate 
(Rua et al., 2018). This has extended the notion of entrepreneurship beyond the idea 
of company creation. Entrepreneurial actions within organizations whose aim 
involves enhancing performance are also significant forms of entrepreneurship 
(Martiarena, 2013). A relevant option among these new forms of entrepreneurship 
is the so-called “corporate entrepreneurship” (CE) (Audretsch et al., 2015).

Corporate entrepreneurship can be defined as a systematic process of identifica-
tion and exploitation of opportunities within existing organizations (Hosseini et al., 
2018). An increasing competitiveness forces companies to provide innovative prod-
ucts and services in new ways and in different places (Ekingen et  al., 2018). 
Corporate entrepreneurship grants organizations the chance to concentrate knowl-
edge and energy on developing new scenarios leading to new opportunities (Ahmed 
et al., 2018). In order to achieve these scenarios, it is necessary to keep the organiza-
tion committed at all levels (Agapie et  al., 2018; Kantur, 2016). Therefore, CE 
becomes a significant source of innovation, revitalization, and improvement of pro-
ductivity for organizations. It creates a favorable environment for the generation of 
new capabilities, which, in turn, lead to ever-larger markets while improving perfor-
mance (Zahra, 2015).

In whichever form the organization intends to implement CE actions, it must be 
borne in mind that innovativeness, risk-taking, and proactiveness have to be encour-
aged when aggressively seeking new business opportunities. These elements have 
already been identified for Entrepreneurial Orientation (EO) by Covin and Slevin 
(1989). Internationalization processes are paramount in this search for new oppor-
tunities. Internationalization arises from the combination of behaviors of the three 
variables upon which organizations’ entrepreneurial actions are based (Lin et al., 
2019). Therefore, the degree of EO will be fundamental in the management of a 
company’s internationalization strategy, this strategy being defined in terms of the 
size and scope of its international operations (Jin et al., 2018).

The concept of CE is linked to that of Corporate Entrepreneurship Strategy 
(CES) (Mazzei et al., 2017). Formal and informal CE activities are important for a 
company’s renewal, growth, and successful financial performance (Zahra, 2015). 
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Corporate Entrepreneurship Strategy is found amidst these entrepreneurial actions 
and the strategy of the organizations themselves (Demil et al., 2015). When integrat-
ing strategic planning into CE, the strategic thinking generated by the organization’s 
management stands among the elements of greatest value (Kuratko & 
Audretsch, 2009).

The main purpose of this chapter is to identify and explain the influence of the 
CES elements on internationalization processes and their outcomes. The CES high-
lights the supplementary roles played by entrepreneurship and strategic manage-
ment to improve the company’s outcomes (Kim, 2018). Objectives and action plans 
are set strategically and from an entrepreneurial approach. Meeting these objectives 
helps the company’s international development by means of an improved perfor-
mance (Kantur, 2016).

The scientific literature addressing organizations’ entrepreneurship from a stra-
tegic perspective and focusing on the management of internationalization opera-
tions remains scarce. This is significant, since all the potential advantages achieved 
must be permanently integrated into the company’s strategy. This is the only way 
these operations will help produce a higher performance in the long term (Autio, 
2017). This chapter contributes to the related literature by setting up a conceptual 
framework regarding the most relevant results that connect internationalization pro-
cesses to the internal elements of the CES.

This chapter is structured as follows. After this introduction, the phenomena of 
CE and CES are addressed in an interrelated way, and their influence on organiza-
tions’ outcomes is highlighted, especially regarding those in the internationalization 
field. The methodology used is subsequently described along with the analysis of 
the most relevant results in relation to the influence of the CES elements on interna-
tional processes. Finally, the discussion of these results and the main conclusions of 
this chapter are explained.

2  Theoretical Framework

Both CE and CES are realities with a high degree of interrelation and multiple con-
nections. The main purpose of CE is to search for and identify new business oppor-
tunities. Conceptually speaking, CES is broader from the perspective of the 
organization’s entrepreneurial initiative (Mazzei et al., 2017). The focus of the CES 
is on the strategic integration of actions implemented in the lookout for competitive 
advantages (Ahmed et al., 2018; Kuratko et al., 2015a). The identification of these 
advantages will enhance business decision-making processes and will determine an 
improved performance (An et al., 2018). In this respect, the strategy needs to be 
integrated and show where the company intends to go and how to achieve its objec-
tives. To this end, CE stands out as a valid resource within this process (Kuratko & 
Audretsch, 2009).
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2.1  Corporate Entrepreneurship

Corporate Entrepreneurship implies a change of culture within organizations in 
order to encourage collaboration and improve ways of working. The surrounding 
uncertainty due to a changing business environment, along with a strong entrepre-
neurial culture, exert a positive impact on CE practices (Yang, 2018). This type of 
action gives people the chance to focus their knowledge and forces the development 
of new scenarios, which lead to opportunities (Ahmed et al., 2018). Therefore, CE 
has a complex and heterogeneous nature. It encompasses the processes of staff man-
agement (Nason et  al., 2015), knowledge exchange, and learning processes both 
in-house and within the company’s network (Turner & Pennington, 2015).

To date, research into CE has put the focus on the people who form part of the 
organizations along with the different levels of analysis of the business activity. 
Nowadays, contributions mostly come from research that explores the impact of 
people’s decision-making and actions on organizational performance (Shepherd 
et al., 2015). Corporate Entrepreneurship actions are valuable tools for the genera-
tion and creation of an organizational environment that fosters creativity and inno-
vation (Ahmed et  al., 2018). Corporate Entrepreneurship also helps to develop 
various management capabilities, thereby allowing companies to be competitive, be 
renewed, and undertake transformation actions that may lead to the company’s 
redefinition (Zahra, 2015). Therefore, not only does CE consist of searching for new 
business opportunities for the organization, but it also involves innovative actions 
addressed toward developing new products, technology services, administrative 
techniques, and competitive positioning.

Several authors state that CE is, to a great extent, implemented through the three 
main elements as identified by Covin and Slevin (1989) within their EO concept: 
Risk-Taking, Innovativeness, and Proactiveness (Antoncic & Hisrich, 2003). Recent 
work adds other elements that are also considered relevant to this idea of EOg: 
Autonomy (Kearney et al., 2013) and Competitive Aggressiveness (Adebiyi et al., 
2018; Dess & Lumpkin, 2005). All these studies share the idea that these elements 
will have an influence on the organization’s performance concerning its profitabil-
ity, growth, and generation of different forms of wealth (Antoncic & Hisrich, 2003, 
2004; Dess & Lumpkin, 2005; Kearney et al., 2008; Mazzei et al., 2017).

2.2  Corporate Entrepreneurship Strategy 
and International Activities

Uncertain environments, such as those of today, require organizational transforma-
tions including strategic renewal processes and the expansion of operations into new 
markets worldwide (Pishbin et al., 2015; Simsek et al., 2015; Turner & Pennington, 
2015; Yang, 2018). In this framework, CES stands out as a strategic option that 
organizations may adopt when external environment triggering factors show the 

P. Baena-Luna et al.



147

need for strategic change and adaptation (Kuratko et al., 2001; Peltola, 2012; Zhang, 
2017). Although the scopes of CE and strategy have traditionally been developed 
separately, in recent years the interest in studying both realities in a connected way 
has greatly increased (Kim, 2018; Kyrgidou & Hughes, 2010).

The concept of CES comprises all the entrepreneurial initiatives related to CE, 
and enables potential opportunities to be identified and put to good use (Crawford 
& Kreiser, 2015). This strategy implies a set of commitments and actions for the 
development of current and future competitive advantages. These actions lead to a 
sustained renewal, a redefinition of domains, a rejuvenation of the organization, and 
a reconstruction of the business model (Kantur, 2016).

The concept of strategy aligned with business decisions is not new and has 
already been described by Mintzberg (1987). He highlighted how strategy may be 
something intended. Having a plan is not sufficient, the behaviors leading to the 
achievement of the expected outcomes through this strategy must be defined 
(Mintzberg, 1987). The integration of CE and strategy refers to the need for the 
medium- and long-term orientation of the specific entrepreneurial activities imple-
mented within the company (Kuratko & Audretsch, 2009). Corporate 
Entrepreneurship Strategy represents the coordinated efforts from an organization 
to foster entrepreneurial activities and is set up as a general strategic approach, 
which may be suitable for different types of organizations (Kreiser et al., 2021).

It should be borne in mind that the fact that autonomous entrepreneurial actions 
are taking place within a company’s strategic processes does not necessarily mean 
the existence of a CES (Ireland et al., 2009). Actions of an entrepreneurial nature 
linked to the concept of strategy need to be transferred across the whole organiza-
tion and sustained over time (Ireland et al., 2003). Strategy needs to have a purpose 
and a clear and defined intentionality (Ireland et al., 2009). Following a systematic 
strategic approach, companies with strong organization of their capabilities widely 
use these entrepreneurial actions as an instrument to meet their objectives 
(Ceptureanu et al., 2017).

The three components that make up a CES have to be considered for its imple-
mentation, as shown in Fig. 1: external elements, internal elements, and the out-
comes of the CES. This chapter focuses on the internal elements: the Entrepreneurial 
Strategic Vision (ESV), the Pro-Entrepreneurial Organizational Architecture 
(PeOA), and the Entrepreneurial Behavior Process (EBP). The focus revolves 
around the influence that they have on the CES outcomes related to internationaliza-
tion processes. Based on the literature, these internal elements represent factors 
causally related to their performance (Antoncic, 2006; Ireland et al., 2003, 2009; 
Kreiser et al., 2021; Kuratko, 2007). When it comes to defining the efficiency of 
aligning these three elements, it is necessary to evaluate their features with respect 
to a criterion variable, such as the company’s outcomes (Kreiser et al., 2021).

On examining these three internal elements of a CES process in more detail, the 
following aspects may be highlighted:

 1. ESV. This element stresses the necessary commitment by management to pres-
ent entrepreneurial behavior from a strategic point of view (Ireland et al., 2009). 
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Fig. 1 Summary of CES elements. (Source: Authors’ own)

It defines the areas in which opportunities must be sought from an entrepreneur-
ial mindset (Ireland et al., 2003). This strategic vision is implemented when the 
organization’s management fosters an environment promoting (a) Flexibility, (b) 
Clarity, and (c) Commitment. This is a one-dimensional strategic vision and it is 
implemented through risky, innovative, and proactive strategies (Lomberg et al., 
2017; Urban & Streak, 2013).

 2. PeOA. This is an organizational context (with attributes connected to the struc-
ture, resources, organizational culture, etc.), which fosters entrepreneurial 
behaviors at both individual and group levels (Ireland et al., 2009). A CES with-
out a PeOA is a reality with no chance of succeeding (Ireland et  al., 2003). 
Efforts toward organizational change require the preparation of the organization 
to promote successful entrepreneurial behaviors based on the CES (Hornsby 
et al., 2008).

 3. EBP. This element refers to the innovative actions aimed at taking advantage of 
opportunities that their competitors have not yet identified or exploited. These 
actions are linked to the use of new resources, to the access to new customers, to 
their incorporation into new markets, or even a combination of all three links 
(Ireland et al., 2003, 2009). The interrelationship between the human factor and 
the organization lies in the nature of the EBP itself, and is defined by three key 
components: Innovativeness, Risk-Taking, and Proactiveness: the same compo-
nents used by Covin and Slevin (1991) to define the EO. The idea of an EO 
integrated into the CES is subject to the active search for new opportunities 
(McCarthy et al., 2018).

The CES models proposed by Ireland et al. (2003, 2009) and Kuratko (2007) had 
a major impact on the literature. In these models, the CES outcomes are directly 
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related to the EBPs. The ESV and the PeOA exert an influence on and are influenced 
by the EBPs. In recent CES models, the outcomes are considered a consequence of 
the mutual relationships between these three elements, and not only of the EBPs 
(Kreiser et al., 2021). However, papers that analyze the outcomes of these processes 
still largely center on the influence of the EBPs.

Despite the rise in the application of CES, few papers show how the entrepre-
neurial action is linked to the organization’s performance under different contingen-
cies (Kim, 2018). However, various authors point out that searching for and 
identifying new opportunities will enhance the decision-making processes regard-
ing access to new markets (An et al., 2018). Entrepreneurial and strategic actions 
often seek internationalization to develop their activities in other locations (Hitt 
et al., 2001).

The outcomes in internationalization based on the CES processes are included in 
the field of Organizational Outcomes (see Fig. 1). In particular, they are linked to 
the Growth (Antoncic, 2006) and Strategic Repositioning (Ireland et al., 2009) ele-
ments. Several authors have therefore stated the aspects to be considered within 
these outcomes in order to describe the degree of internationalization. The follow-
ing ratios may be used:foreign sales to total sales (Chen & Tan, 2012; Cho & Lee, 
2018; Ruigrok et al., 2007; Zahra & George, 2002); the number of overseas subsid-
iaries to the number of total subsidiaries (Paul & Gupta, 2014; Zhou, 2018); foreign 
employees to total employees; foreign assets to total assets (Ruigrok et al., 2007); 
total investment in subsidiaries as a percentage of total investment and investment 
for foreign market development (Paul & Gupta, 2014); and the speed of internation-
alization, namely, the time elapsed between launching the company and its first 
international sales (Zahra & George, 2002).

3  Methodology

The methodology employed to address this chapter involved a systematic review of 
the literature. Figure 2 shows the sequence of activities which has been performed. 
The use of this methodology enables information related to a topic or different top-
ics to be grouped together. This helps to draw general conclusions from the analysis 
and the examination of individual papers (Dikert et al., 2016). The scientific data-
base Web of Science (WoS) was chosen as a source of reference. Nowadays, WoS is 
considered one of the most trustworthy and useful sources in the field of scientific 
production (Mikki, 2009). Moreover, it includes indexed works of great scientific 
renown, and of high impact on academic production (Rueda et al., 2007).

When making requests, the search criteria used were those of key words in the 
field “Topic.” The terms employed were: Corporate Entrepreneur* AND Internatio*. 
The request was made on WoS Core Collection, Citation Indexes, specifically in: (1) 
Science Citation Index Expanded (SCI-EXPANDED) from 1900 to the present; and 
(2) Social Sciences Citation Index (SSCI) from 1956 to the present. This request 
returned a total of 45 references.
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Fig. 2 Methodology schema. (Source: Authors’ own)

When deciding on the type of documents, the option chosen was that of the 
“Article” document, including its “Early Access” subtype. This has been carried out 
according to Liao et al. (2017), who identified the scientific article as the document 
for which the review and publishing process was currently the most restrictive and 
demanding. On these grounds, the following types of documents have been dis-
missed from this analysis: (1) Books, (2) Book Chapters, (3) Proceedings Papers, 
(4) Reviews, and (5) Corrections.

The search was performed in the areas of knowledge causally related to our 
topic, particularly concerning: (1) Business Economics and (2) Development 
Studies. The 45 references identified were integrated into the Start Tool software. 
These were reviewed by the three authors to confirm that the search terms were 
indeed relevant to the topic addressed in each of these articles. Finally, 42 studies 
were selected for an in-depth content analysis.

Once the papers were identified and defined, the authors reviewed them again to 
determine both the critical and the connecting elements among them. Thus, it was 
possible to set out the results of the agreements and disagreements encountered on 
the subject matter.

4  Results

In this chapter, an analysis is carried out concerning the influence that the CES 
internal elements exert on the degree of internationalization. These consequences 
are included in the organizational outcomes (see Fig. 1). One of these internal ele-
ments, the EBP, is assimilated in the literature to the concept of EO by Covin and 
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Slevin (1989), as both are defined through the construct made up of the variables 
Innovativeness, Risk-Taking, and Proactiveness.

In the literature that addresses the relationship between these internal elements 
and internationalization, the EBP stands out over the other two elements. The num-
ber of scientific papers addressing the influence of the ESV and PeOA elements on 
internationalization is much lower. Even Ireland et al. (2009) identify the EBP as 
the only element having a direct influence on the organization’s performance and 
dismiss a direct influence of the ESV and PeOA on the organization’s outcomes.

Table 1 shows the outcomes and consequences derived from the direct and posi-
tive influence of the CES internal elements on internationalization processes. From 
this review, the following conclusions may be drawn on the relationship of the CES 
internal elements with internationalization.

 1. ESV: the literature remains extremely limited. In this case, papers stress the 
influence of certain variables included in the ESV (particularly Flexibility and 
Commitment Management) on internationalization processes through the out-
comes: (a) International Diaspora; (b) New Venture Creation; and (c) Degree of 
Internationalization (Kreiser et al., 2021).

 2. PeOA: the internal elements of the PeOA within a CES model take into consid-
eration the identification and uses of different resources along with components 
more related to the corporate culture. In the papers examined, the internal ele-
ments deal exclusively with the topic of resources and capabilities and their 
effect on internationalization processes. In this case, the outcomes are closely 
linked to: (a) International Performance, through the Export Performance, 
Foreign Market Performance and Export Venture Performance; (b) The 
International Diaspora; and (c) The New Venture Creation.

 3. EBP: extensive literature addresses this element as EO and its effects on the 
outcomes of the internationalization processes. It refers to both the more tradi-
tional conceptualization by Covin and Slevin (1991) formed of Innovativeness, 
Proactiveness, and Risk-Taking, and the wider concept also includes Autonomy 
and Competitive Aggressiveness (Setiawan & Erdogan, 2020). The type and 
number of outcomes and consequences of the EO on internationalization pro-
cesses are different in nature. The outcomes concerning the International Degree, 
International Scope, International Speed, and International Performance in their 
different forms deserve mention.

These papers also state the potential moderating effect of the EO on the dynamic 
capabilities of international SMEs (Swoboda & Olejnik, 2016). Likewise, the politi-
cization of international decisions and the rising global hostility are considered as 
acting as moderating agents concerning the EO (Thanos et al., 2017).
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Table 1 Summary of the effect of CES internal elements

CES internal elements Authors (year)
Consequences/outcomes 
international activities

Entrepreneurial strategic vision

Flexibility Nkongolo- 
Bakenda and 
Chrysostome 
(2013)

International diaspora
New venture creation

Commitment management Javalgi and 
Todd (2011)

Degree of internationalization

Pro- entrepreneurial organizational architecture

Capabilities and product service/
development

Nkongolo- 
Bakenda and 
Chrysostome 
(2013)

International diaspora
New venture creation

Internal capabilities (networking 
capabilities, country and industry 
reputation, financial accessibility, global 
mindset, long-term exposure, short-term 
exposure and foreign market 
experiential knowledge)

Ismail and 
Kuivalainen 
(2015)

International Performance (overseas 
sales volume, overseas sales growth 
and overseas profitability)

Intangible resources (reputation, access 
to financial resources, human resources, 
relationships, and internationals) and 
absorptive resources (assimilation, 
transformation, and exploitation)

Rua (2018) Export performance

Networking capabilities (planning, 
developing distribution channels, 
setting prices, and developing 
innovations. A strong proclivity toward 
networking and leveraging networking 
capability enhances planning, refining 
and implementing marketing strategy, 
which in turn leads to improved 
company performance)

Falahat et al. 
(2018)

Foreign market performance

Service capabilities (new product 
development service, sales service, 
distribution service)

Martin et al. 
(2018)

Export venture Performance 
(efficiency, effectiveness, 
adaptiveness)

Entrepreneurial behavior process

(continued)
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Table 1 (continued)

CES internal elements Authors (year)
Consequences/outcomes 
international activities

Innovativeness, proactiveness, and 
risk-taking

Ripollés-Meliá 
et al. (2007)

International degree
International scope
International speed

Lin et al. 
(2019)

International networking activities
International knowledge acquisition 
activities

Javalgi and 
Todd (2011)

International degree
(percentage of foreign sales to Total 
sales)

Jantunen et al. 
(2008)

International performance 
(satisfaction)

Martin et al. 
(2018)

Export venture performance 
(efficiency, effectiveness, 
adaptiveness)

Jin et al. (2018) International degree
International scope
Financial performance

Martin et al. 
(2018)

International new ventures

Swoboda and 
Olejnik (2016)

International performance (sales 
growth, ROI, profit)

Kuivalainen 
et al. (2004)

International performance (growth 
percentage, sale per employee, 
number of countries, profitability, 
growth compared to industry 
average)

Competitive aggressiveness, autonomy, 
risk-taking, innovativeness, and 
proactiveness

Freiling and 
Lütke- 
Schelhowe 
(2014)

International growth (number of new 
foreign market entries over the last 
5 years, number of entries into new 
regions, level of change for the 
percentage of foreign employees and 
level of change for the percentage of 
foreign revenue)

Setiawan and 
Erdogan (2020)

International activities (building 
effective networks, competitiveness, 
forming collaborative and partnering 
relationships)

Source: Authors’ own

5  Discussion

The review of the specialized literature confirms the positive influence of CES inter-
nal elements on internationalization processes. Here, CES is considered as the 
crossroads of entrepreneurial actions and strategy (Kuratko & Audretsch, 2009). Its 
influence on internationalization processes and their outcomes is essentially based 
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on two variables: management commitment (Nkongolo-Bakenda & Chrysostome, 
2013), and the ability to be flexible within the environment (Javalgi & Todd, 2011).

The significance of a PeOA constitutes a crucial element when it comes to 
achieving a successful CES (Ireland et al., 2003). The organization’s Capabilities 
and Resources are overwhelmingly present in the papers analyzed. These show their 
direct relationship with the outcomes associated with International Performance, 
Export Venture Performance, and Foreign Market Performance. In this case, it is 
important to highlight the need to appropriately manage the organization’s 
Capabilities and Resources (Ismail & Kuivalainen, 2015). However, other relevant 
aspects included in the PeOA, such as the Structure, Culture, and Reward System 
(Ireland et al., 2009), and the Management Support and Time Availability (Kreiser 
et al., 2021) are omitted from these papers. Therefore, the significance of these ele-
ments in the internationalization performance cannot be assured.

Regarding the EBPs, there are multiple findings that show their positive impact 
on the organization’s internationalization. The outcomes are visible in several 
aspects within International Performance, such as Growth, Sales, Financial 
Performance, and Profitability. This frequently found relationship of the EBPs as a 
direct cause of many of the organizational outcomes may explain why CE is nor-
mally identified with the EBPs. When dealing with the benefits of CE within orga-
nizations, a great number of papers identify CE directly with the EBP as being 
assimilated into the EO. Nevertheless, the most recent models state that the CES 
elements support each other: strategic intentionality, entrepreneurial environment, 
and EO.  In particular, the strategic intentionality is seen as “the existence of an 
organization-wide vision that supports the entrepreneurial activity” (Kreiser et al., 
2021). This interrelationship leads to an improved organizational performance 
(Kreiser et al., 2021).

Excessive identification of the EBPs with the EO may present problems, since 
this provides a partial vision of the EO effect on performance. Many variables may 
exert an influence on the EO and may moderate its effect on the outcomes (Lin 
et al., 2019). The EO may be an insufficient resource to gain competitive advan-
tages, unless this is integrated into a broader process within the organizational cul-
ture (Jin et  al., 2018). Thus, a high degree of EO is not by itself a guarantee of 
success. For example, the scarcity of resources in an organization may reduce the 
probability of obtaining those results (Hosseini et al., 2018). The EO should there-
fore be more than just a unique activity. It must be built into a general strategy 
(Wales, 2016). A strategic perspective of the EO may help to identify opportunities 
in a proactive way by introducing new products and services (Altinay et al., 2011).

Finally, this study holds implications for organizations wanting to achieve an 
improvement in their international activities through CES. Entrepreneurship has to 
become a key element in their vision, and an encompassing global strategy (CES) 
should be devised. Organizations must identify the specific areas in which they want 
to improve. Once selected, they have to identify which internal elements (which are 
the responsibility of the management of the organization) need to be emphasized. In 
order to be successful, however, this must be carried out in alignment with actions 
to encourage the (entrepreneurial) employee behaviors required.
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6  Conclusions

There is no doubt regarding the growing interest in the literature in recent years in 
the entrepreneurial activity of organizations. In these papers, the performance 
derived from these actions is commonly analyzed from a strategic point of view. 
However, this is not the case for internationalization processes derived from these 
entrepreneurial activities. In any case, the outcomes of internationalization are part 
of the organizational outcomes and, as such, are influenced by CES.

Within the CES model, the internal elements have traditionally received special 
attention due to their effect on the organizational outcomes. The CES internal ele-
ments are normally directly and positively linked to the International Degree, 
International Scope, International Speed, and International Performance of compa-
nies. Nonetheless, the number of papers that analyze this specific relationship 
remains extraordinarily small, which results in a considerable lack of knowledge 
within this important field of study. Moreover, in several models, the EBP appears 
as the only internal element that consistently possesses a direct and positive rela-
tionship with internationalization. However, the most recent empirical research is 
beginning to explore an end-to-end vision based on the interrelationship of the CES 
internal elements. In order to continue progressing along these lines, further research 
analyzing different configurations of the three CES internal elements, as well as 
their relationship with organization performance, is needed.

This chapter is not without certain limitations. The scarcity of literature address-
ing the CES outcomes in internationalization has been a constraint. Furthermore, 
there is excessive identification in the literature of the concept of EO with CE in 
general, and with the CES internal elements in particular. This has inhibited the pos-
sibility of more clearly identifying connections defined between these elements and 
their outcomes.

Based on our results, certain relevant research lines may be identified for the 
future. It would be of interest to empirically analyze the direct and indirect relation-
ship of the CES elements with the outcomes derived from internationalization. 
Additionally, the study of the moderating elements that influence the relationship 
between the CES elements and international performance would also be of interest.
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Defining, Measuring, and Developing 
Social Entrepreneurship Skills: A Crucial 
Element of Social Entrepreneurship 
Strategy

Thomas S. Lyons and Caroline Campbell

Abstract In this theoretical and conceptual chapter, we attempt to answer the ques-
tions: What are the essential skills of social entrepreneurship? How can these skills 
be measured in a way that permits them to be developed? How can the answers to 
these two questions be used to develop successful social entrepreneurs? We posit a 
conceptual framework for developing social entrepreneurship skills, identify the 
skills that must be developed, and offer a tool for guiding the development process 
through a clinical skills assessment. We conclude by discussing the implications of 
this approach for social entrepreneurship development/education and strategy.

Keywords Social entrepreneurship · Skills assessment · Skill development

An important emerging subfield of entrepreneurship is social entrepreneurship. It 
has been defined in many ways, but perhaps the simplest working definition is 
“…the application of the mindset, processes, tools and techniques of business entre-
preneurship to the pursuit of a social and/or environmental mission” (Kickul & 
Lyons, 2016: 1). To this definition, we would add the application of skills, for rea-
sons we will explain in this chapter. Yet, what do skills have to do with social entre-
preneurship strategy? We would argue that without the essential skills of 
entrepreneurship, social entrepreneurs could not successfully manage change, peo-
ple, and the structures and processes of business that are crucial to administering 
innovative ventures that must scale to achieve positive social impact. Our objective, 
herein, is to detail an approach to the development of skilled social entrepreneurs 
that involves identifying the skills required, measuring those skills in a way that can 
be acted upon, and undertaking strategic interventions to address skill weaknesses 
and leverage skill strengths.
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As entrepreneurship scholarship has steadily migrated away from traits theory as 
an explanation for entrepreneurship success toward an understanding that properly 
motivated individuals can be developed into successful entrepreneurs, entrepreneur-
ship educators and other entrepreneur developers have continued to explore the 
“how” of this development process. Most recently, it has been asserted that entre-
preneurship is a method to be practiced and not a process (Neck et al., 2018). This 
further suggests that developing skills may be what underlies successful practice 
(Smith et  al., 2005; Cooney, 2012; Neck et  al., 2018; Lyons et  al., 2019a). This 
raises some important questions for entrepreneur developers. What are the essential 
skills to be developed? How can these skills be measured in a way that permits them 
to be developed? Most importantly for the purposes of this chapter, how can this 
thinking be applied to the development of successful social entrepreneurs?

In this theoretical and conceptual chapter, we attempt to answer these questions. 
We offer a conceptual framework for developing social entrepreneurship skills and 
a tool for guiding the development process through a clinical skills assessment. We 
conclude by discussing the implications of this approach for social entrepreneurship 
development/education.

1  Background and Literature Review

1.1  Developing Social Entrepreneurs at the Community Level

For some time now, support for entrepreneurship at the community level has been 
accepted as good policy. Research has found that entrepreneurial activity can effec-
tively boost economic development (Dye & Alter, 2015) and may even address eco-
nomic inequality (Fortunato & Alter, 2015; Lyons et al., 2018). The approach in 
good currency for buoying entrepreneurship activity at the community or regional 
level is the creation of “entrepreneurial ecosystems.” There has been much written 
on this approach dating back to the early 1990s (Johannisson, 1993), and several 
variations on this theme have been presented. The gist of this thinking is that the 
most effective way to foster entrepreneurship in a given community is to create a 
community-wide “business incubator without walls.” This requires building social 
capital that connects entrepreneurship support organizations (ESOs) of all types to 
each other, entrepreneurs from across the community to each other, and the entre-
preneurs to the ESOs. Following Dees’ (1998: 3) observation that “social entrepre-
neurs are one species in the genus entrepreneur,” scholars have applied similar 
thinking to the support of social entrepreneurs (Lyons & Lichtenstein, 2011; Biggeri 
et al., 2018; Thompson et al., 2018).

Underlying this is the assumption that we know how to organize both the social 
entrepreneurship support organizations (SESOs) and the social entrepreneurs in a 
way that maximizes the effectiveness of their interactions toward the development 
of their social enterprises. However, the template for successful social entrepreneur 
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development networking remains fuzzy. Lyons and Lichtenstein (2011) provide 
some guidance in this regard by suggesting that social entrepreneurs can be seg-
mented by their level of skill. They argue that this approach not only permits the 
grouping of social entrepreneurs in a way that facilitates strategic assistance provi-
sion but enables the community’s SESOs to be similarly organized as well, assisting 
match-making between the two. However, this begs the question, “What are the 
essential skills for successful social entrepreneurship?” We will take up this ques-
tion but first a brief review of relevant changes in entrepreneurship education.

1.2  Educating Entrepreneurs

Entrepreneurship education also has been in the process of evolving its approach to 
supporting would-be entrepreneurs. For many years, educators embraced a model 
of entrepreneurship that was process-oriented, stemming from the positivist rational 
problem-solving paradigm. It was believed, and still is by some, that entrepreneur-
ship can be broken down into a systematic set of steps that will lead to success—
e.g., doing the right things in the right order. This led to an emphasis on business 
planning (a form of step-wise analysis and prediction) in both the entrepreneurship 
curriculum and cocurricular activities.

With the emergence of Sarasvathy’s (2008) Theory of Effectuation, Ries’s (2011) 
lean startup methodology, and the work of Neck (2018) and her colleagues, this 
paradigm has come into question. It is now being held that entrepreneurship must 
involve a creation approach, as opposed to a prediction approach (Sarasvathy, 2008; 
Schlesinger et al., 2012). It is argued that this is more relevant to the uncertainty 
experienced in an entrepreneurial environment because such conditions do not lend 
themselves to establishing baselines and making predictions from past events. It is 
becoming increasingly clear that the traditional view that prediction provides con-
trol in entrepreneurship is no longer an applicable perspective (Neck et al., 2018; 
Blank & Dorf, 2012; Ries, 2011).

All of this suggests, as noted previously, that entrepreneurship itself is a method 
and not a process. As such, it involves a set of practices that require skills in order 
to be executed successfully. These skills can be learned in iterative phases. This 
further bolsters the idea that entrepreneurship is organic, not linear and mechanistic 
with a predictable outcome(s) (Neck et al., 2014; Lichtenstein & Lyons, 2010).

Thus, the fields of entrepreneurship-focused community development and entre-
preneurship education have converged. They appear to agree that entrepreneurship 
skills underlie entrepreneurship success. The literature of entrepreneurship educa-
tion further tells us that in order for skills to be developed, they must be deliberately 
practiced (Baron & Henry, 2010). Yet, none of this tells us what skills should be 
practiced or how to measure these skills in a way that permits identification of skill 
weaknesses and strengths, a developmental approach.
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1.3  Conceptualizing Social Entrepreneurship Skills 
and Their Development

Bringing this back to social entrepreneurship, there has been very little discussion 
of skills in the literature. Dobele (2016) asserts that success in social entrepreneur-
ship requires a set of skills and that these skills can be learned but does not specify 
them. De Ruysscher et  al. (2017) offer a conceptual framework of the elements 
necessary for social entrepreneurship (including social skills, networking, and criti-
cal thinking) but do not address the practice of these elements. Wronka-Pospiech 
(2016) uses survey research to explore the competency levels of social entrepre-
neurs and social enterprise managers in Poland and calls for competency-based 
social entrepreneurship but does not make a case for the transferability of the find-
ings to other contexts. All these elements support the framework posited by this 
chapter, but no single discussion has tied them together for an encompassing 
perspective.

There is a growing literature on skills in the general entrepreneurship space, 
however, which offers some guidance. First, an operating definition of “skill” is 
needed. There seems to be a general consensus that skill involves applying knowl-
edge by practicing it within a given context (Fischer & Bidell, 2005; Mascolo & 
Fischer, 1999). Lichtenstein and Lyons (2010) assert that skills have three charac-
teristics that make them particularly suitable for measurement and development. 
They are actionable; that is, they can be acted upon, which reflects the concept of 
applied knowledge. They are reproducible—they are the same from actor to actor 
and from context to context. They are repeatable, in that they can be executed with 
consistency. In light of these attributes, these authors offer the following definition 
of skill: “the ability to perform a particular action or task on a consistent basis, at a 
high level of performance, without a great deal of conscious thinking or attention, 
to achieve a desired outcome” (Lichtenstein & Lyons, 2010: 34). This definition 
suggests that skills can be improved upon and ultimately mastered (i.e., they can be 
developed). It is widely held that this development process involves learning, prac-
tice, and/or experience (Buchele, 1967; Susbauer, 1979; Van de Ven et  al. 1984; 
Scherer et al. 1989; Herron, 1990; Chrisman et al. 1998; Rasmussen & Sorheim, 
2006; Lyons et  al., 2007; Kutzhanova et  al., 2009; Lichtenstein & Lyons, 2010; 
Mwasalwiba, 2010; Neck et al., 2014). Taking this further, it has been argued that 
skill development involves a three-step process (Colvin, 2008; Coyle, 2009; Baron 
& Henry, 2010; Lichtenstein & Lyons, 2010):

 1. Imparting knowledge.
 2. Providing opportunities to practice that knowledge.
 3. Providing regular feedback on practice.

This could be represented as a skill-building cycle (see Fig. 1). As the entrepre-
neur receives feedback on her or his practice, he or she makes adjustments to that 
practice. The entrepreneur may also adjust the way he or she thinks about what they 
know; thus, the feedback has triggered reflection. This cycle of activity builds skills.
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Impart 

Knowledge

Source: Authors’ own figure.

Practice

Knowledge

Feedback to

Practice

Fig. 1 The Skill Building Process. (Source: Authors’ own figure)

If success in entrepreneurship is skill-based, and it is possible to develop skills, 
what are the skills that require developing? Again, the general entrepreneurship lit-
erature offers some insight. The consensus on this matter appears to be that some 
mix of both “hard” and “soft” skills is required for successful entrepreneurship 
(Arasti et al., 2014), with “hard” skills being those needed to manage the structures 
and processes of business and “soft” skills being those essential to managing people 
(inside and outside the enterprise) and change. “Hard” skills have been character-
ized as the skills needed to manage a business startup (Gartner et al., 2004; Liao & 
Welsch, 2008; Davidsson & Reynolds, 2009; Putta, 2014). Hisrich et  al. (2004)
include accounting and finance, control, decision-making, marketing, and planning 
and goal-setting among these skills. Included in the skills cited as being “soft” are 
reflection and self-awareness (Middleton & Donnellon, 2014; Neck et al., 2014), 
empathy (Neck et al., 2014), and interpersonal skills (Mattare, 2010). Baron and 
Markman (2000) originally labeled these “social skills.”

As thinking progressed, entrepreneurship skills were placed into typologies. 
Lichtenstein and Lyons (2001) identified what they called four dimensions of entre-
preneurship skills: technical, managerial, entrepreneurial, and personal maturity. 
Hisrich et al. (2004) argue that managerial, personal, and technical skills are required 
for success. Both Smith et  al. (2005) and Cooney (2012) built on the work of 
Lichtenstein and Lyons (2001) by populating the latter’s dimensions with more- 
specified skillsets. For example, Cooney (2012) collapsed these dimensions to 
three: entrepreneurial, technical, and management—and identified 16 total skills, 
including inner discipline, ability to take risk, innovative, design, change-oriented, 
persistence, finance, selling, marketing, among others. Morris et  al. (2013: 358) 
used the term “competencies,” including in their list building and using networks, 
conveying a compelling vision, creative problem solving/imaginativeness, guerrilla 
skills (i.e., bootstrapping), maintain focus yet adapt, opportunity assessment, oppor-
tunity recognition, resilience, resource leveraging, risk management/mitigation, 
self-efficacy, tenacity/perseverance, and value creation.
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2  Defining Skills for Social Entrepreneurship

Using the work described above and that of many other researchers, explored 
through an extensive literature review, and through field testing, we have identified 
what we are calling the 33 “essential” skills of social entrepreneurship, which have 
all been correlated with entrepreneurship/social entrepreneurship success in the lit-
erature. This skillset is not intended to be exhaustive. We merely have attempted to 
identify and define those skills that are fundamental to understanding a social entre-
preneur’s current level of skill, while keeping this skillset manageable and action-
able. In this same vein, it should also be noted that these are “meta-skills.” It is 
entirely possible to drill down on each of these to find underlying skillsets; however, 
when action toward development is the goal, there is a point of diminishing returns 
to such activity. We believe we have reached that point, and our field-testing in two 
major pilot projects tends to bear this out.

As can be seen in Table 1, the 33-skill set is distributed among four major skill 
domains. These domains were created as a means to broadly define the spectrum of 
skills required for achieving success in social entrepreneurship. They reflect 
Drucker’s (1985) assertion that the key to success in entrepreneurship is manage-
ment. We argue that these four types of management are essential. Business man-
agement skills are the skills needed to manage the structures of business. Relationship 
management skills are those required to manage people, including the employees of 
the enterprise, customers/target beneficiaries, and community stakeholders. 
Organizational process management skills refer to the skills essential to managing 
the processes of the enterprise, while the skills needed for managing change are 
labeled transformation management skills. Each domain was then populated with 
the skill variables necessary to measure that skill suite (Lyons et al., 2019b).

2.1  Business Management Skills

Gnyawali and Fogel (1994) describe these skills as the “ability to enterprise.” 
Scholars have identified them as the skillset crucial to entrepreneurship success 
(Vesper, 1983) and the self-efficacy necessary for allowing an individual to make 
the initial decision to go into business (Gnyawali & Fogel, 1994). Domain expertise 
is argued by cognitive psychologists to be vital to effective decision-making, which 
can translate into success in any endeavor (Anderson, 1990; Gustafsson, 2006). 
Definitions of the skills that populate this domain and selected scholars who corre-
late them with entrepreneurship success follow:

 1. Knowledge of field/industry: The understanding of the context surrounding the 
enterprise, with experience in the field itself (Vella & McGonagle, 1988; Grant, 
1998; Bianchi et al., 2016; Harrison et al., 2018).

 2. Knowledge of laws/regulations: Knowledge and understanding of the existing 
laws and regulations in the business environment of the organization that directly 
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Table 1 The essential skills of social entrepreneurship by skill domain

Skill domain Individual skills

Business management skills 1. Knowledge of field/industry
2. Knowledge of laws/regulations
3. Accounting/bookkeeping
4. Finance
5. Marketing/communication
6. Operations management
7. Technology-enabled business management

Relationship management skills 8. Networking capacity
9. Leveraging existing partnerships
10. Resource leveraging
11. Building and maintaining reputation
12. Community involvement and influence
13. Accountability
14. Teaming

Organizational process management 15. Internal communication
16. Process design
17. Decision making
18. Conflict management
19. Performance and disciplined action

Transformational management skills 20. Problem solving
21. Moral compass
22. Moral judgment
23. Empathetic understanding
24. Persistence/relentlessness
25. Passion/charisma
26. Flexibility and adaptation
27. Knowledge as a resource
28. Creativity
29. Innovation
30. Leadership
31. Resilience
32. Resourcefulness
33. Self-awareness

Authors’ own figure. (Source: Adapted from: Lyons, T.S., Lyons, J.S., & Jolley, G.J. (2019b))

pertain to the functioning of that organization (Smith et  al., 2005; Bagley & 
Dauchy, 2011 Bianchi et al., 2016).

 3. Accounting/bookkeeping: Knowledge and understanding of accounting and 
bookkeeping principles and practices (Terpstra and Olson 1993; Knotts et al., 
2003; Hisrich et al., 2004; McEwen, 2013; Rybnicek et al., 2015; Tripopsakul & 
Charupongsopon, 2017; Harrison et al., 2018).

 4. Finance: Knowledge and understanding of financial management principles and 
practices (Cheatham et al., 1993; Knotts et al., 2003; Hisrich et al., 2004; Smith 
et al., 2005; McEwen, 2013; Rybnicek et al., 2015; Macht 2016; Tripopsakul & 
Charupongsopon, 2017; Harrison et al., 2018).

 5. Marketing/communications: Understanding of and experience with marketing, 
sales, and communication practices (Romero & Gray, 2002; Smith et al., 2005; 
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Cooney, 2012; Morris et  al., 2013; Rybnicek et  al., 2015; Tripopsakul & 
Charupongsopon, 2017; Chakraborty & Chakravarti, 2018; Kolade, 2018).

 6. Operations management: Knowledge and understanding of operations manage-
ment techniques, tools, and practices (Cagliano et al., 2001; Hisrich et al., 2004; 
Smith et al., 2005; Cooney, 2012; Rybnicek et al., 2015; Sousa, 2018).

 7. Technology-enabled business management: Knowledge of the tools of 
technology- enabled business (e.g., social media, CRM, bookkeeping software) 
and their utility to the organization (Schulman & Rogoff, 2011; Tripopsakul & 
Charupongsopon, 2017; Sousa, 2018).

2.2  Relationship Management Skills

These are important skills to establishing, maintaining, and effectively utilizing 
relationships with people within the social enterprise and with external stakehold-
ers. As noted above, Morris et al. (2013) identified a number of these among the 
“competencies” essential to entrepreneurship success. Relationship management 
skills include:

 8. Networking capacity: The ability to build and maintain networks as a leader 
(Granovetter, 1973; Aldrich et al., 1987, Aldrich & Fiol, 1994; Kumar, et al., 
2001; Batjargal, 2003; Frazier & Niehm, 2004; Freeman & Cavusgil, 2007; 
Aldrich & Kim, 2007; Stam et al., 2014; Rybnicek et al., 2015; Bianchi et al., 
2016; Chakraborty & Chakravarti, 2018; Sousa, 2018).

 9. Leveraging existing partnerships: The capacity to utilize one’s existing network 
and relationships as a resource, including peer, advocacy, and funder organiza-
tions, as well as individuals. The ability to attract long-term, mutually benefi-
cial partnerships in order to develop and grow (Polodny & Baron, 1997; 
Busenitz et al., 2005; Collins & Hitt, 2006; Collins et al., 2008; Sousa, 2018).

 10. Resource leveraging: The ability to use the resources of others to achieve stra-
tegic goals. The understanding that one need not own resources to achieve one’s 
goals, only control those resources (Stevenson, 1983; Starr & Macmillan, 1990; 
Chrisman et al., 1998; Rybnicek et al., 2015; Sousa, 2018).

 11. Building and maintaining a reputation: The ability to cultivate respect as a 
leader and maintain a stellar reputation. The desire to share credit for success 
(Bordieu 1986; Morris, 1998; Davidsson & Honig, 2003; Firkin, 2003; 
Morrison & Wilhelm, 2004; Preston, 2004; Lam et  al., 2007; Timmons & 
Spinelli, 2007; Chakraborty & Chakravarti, 2018).

 12. Community influence and involvement: Development and creation of external 
working relationships towards strategic goals. The ability to perceive the politi-
cal environment of a situation, and to understand and utilize influence over 
leaders and the community as a whole (Kotkin, 1986; Stevenson, 1987; Hindle, 
2010; Lyons et al., 2012).
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 13. Accountability: The ability to define and create accountability structures 
whereby all business components have clearly articulated performance objec-
tives that tie to the organization’s broad goals and strategies (Gilmore & 
Kazanjian, 1989; Schneier et  al., 1991; Chakraborty & Chakravarti, 2018; 
Sousa, 2018).

 14. Teaming: The ability to structure teams and team-based approaches to the activ-
ities and processes of the organization (Vesper, 1983; Cooper & Daily, 1997; 
Van Horn & Harvey, 1998; Man & Lau, 2000; Ochani et al., 2002; Cooney, 
2005; Tripopsakul & Charupongsopon, 2017; Chakraborty & Chakravarti, 
2018; Harrison et al., 2018; Neck et al., 2018; Sousa, 2018).

2.3  Organizational Process Management Skills

Hisrich et al. (2004) and Cooney (2012) list several of these skills among those they 
assert are important for entrepreneurship success. Like business management skills 
these are “hard” skills. They involve the ability to manage the processes of the social 
enterprise. As an enterprise grows, these skills become increasingly important. 
Included in this skill domain are:

 15. Internal communication: The ability to express one’s meaning to others in a 
clear, transparent, and positive way; the ability to utilize effective communica-
tion to lead an organization (Hoffman, 1989; Boone, 2002; Sousa, 2018; 
Chakraborty & Chakravarti, 2018).

 16. Process design: The ability to work efficiently and effectively toward goals and 
objectives through processes that are robust, lean, well-designed, consistently 
used, and widely accepted (Smith, 2003; Tuler & Webler, 2010; Doherty et al., 
2012; Harrison et al., 2018; Sousa, 2018).

 17. Decision-making: The ability to, first, make decisions, and then to make them 
in a well-reasoned, informed, and timely way toward achieving individual and 
organizational goals (Wally & Baum, 1994; Baum & Wally, 2003; Bygrave, 
2004; Zenger & Folkman, 2007; Harrison et al., 2018; Sousa, 2018).

 18. Conflict management: The ability to manage conflict in healthy and construc-
tive ways; the ability to create an organizational culture that addresses conflict 
in this way (Tjosvold et al., 2003; Johnson et al., 2006; Mulholland & Turner, 
2017; Kolade, 2018).

 19. Performance and disciplined action: A focus on performance as an expected 
norm; self-discipline and the ability to encourage and reward high performance 
in others (Chrisman et al., 1998; Stewart & Roth, 2007; Sousa, 2018).
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2.4  Transformation Management Skills

Schumpeter (1942) characterized entrepreneurs as agents of change in the economy. 
This domain identifies essential change management skills. A few of these skills 
were found to be crucial to entrepreneurship success, in general, by Smith et al. 
(2005), Cooney (2012), and Morris et al. (2013). Three skills that are particularly 
important to social entrepreneurship are included—moral compass, moral judg-
ment, and empathetic understanding. The skills of transformation management are:

 20. Problem solving: The ability to think strategically and play out multiple sce-
narios, understanding the potential consequences, to create possible solutions 
to obstacles (Bell, 2008; Dees, 2012; Lin & Nabergoj, 2014; Mulholland & 
Turner, 2017).

 21. Moral compass: The ability to promote, live, and work by the highest moral and 
ethical standards. Able to embed ethical practices into the enterprise’s culture 
and processes (Parkinson & Howorth, 2008; Chakraborty & Chakravarti, 2018).

 22. Moral judgment: Driven to right something that is perceived as wrong. Pursuing 
efforts that are clearly stimulated and supported by a sense of moral responsi-
bility (Mair & Noboa, 2006; Teise & Urban, 2015; Chakraborty & 
Chakravarti, 2018).

 23. Empathetic understanding: Having a clear empathic appreciation for a target 
social cause. The ability to feel another’s pain (Mair & Noboa, 2006; Bacq & 
Alt, 2018; Chakraborty & Chakravarti, 2018; Harrison et al., 2018).

 24. Persistence/resilience: The determination, once an objective is set, to do any-
thing possible to succeed. The ability to use adversity as a resource, drawing 
motivation to work harder through challenges (Dweck, 2006; Burke et  al., 
2008; Gompers et al., 2010; Vanthournout et al., 2012; Ghalwash et al., 2017; 
Neck et al., 2018).

 25. Passion/charisma: A zealous drive towards a goal; the ability to compel and 
inspire others by one’s personality and ability to communicate that goal (Mair 
& Noboa, 2006; Schlosser & Todorovic, 2006; Cardon, 2008; Below & Tripp, 
2010; Roberts & Welsch, 2010; Chakraborty & Chakravarti, 2018).

 26. Flexibility/adaptability to change: The ability to assess changes in a situation 
and modify actions accordingly; resolving negative emotions and embracing 
differences (Baron & Markman, 2000; Kuratko & Hodgetts, 2007; Kutzhanova 
et al., 2009; Audet & Couteret, 2012; Rae, 2012; Chakraborty & Chakravarti, 
2018; Sousa, 2018).

 27. Knowledge as a resource: The ability to harness the development and sharing 
of knowledge as a core strategy to achieve a goal (Hambrick & Mason, 1984; 
Baird & Meshoulam, 1988; Lichtenstein et al., 2001; Omerzel & Antoncic, 2008).

 28. Creativity: The vision to use unique and alternative perspectives to create a new 
strategy or to progress in an existing situation; invention (Amabile, 1983; Sarri 
et al., 2010; Cooney, 2012; Elenurm, 2012; Rae, 2012; Bianchi et al., 2016; 
Mulholland & Turner, 2017; Sousa, 2018).
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 29. Innovation: The ability to recognize or produce creative ideas, then implement 
them through strategic thinking and action, efficiently and effectively; the 
implementation of invention (Amabile, 1983; Sarri et al., 2010; Cooney, 2012; 
Elenurm, 2012; Rae, 2012; Teise & Urban, 2015; Ghalwash et  al., 2017; 
Mulholland & Turner, 2017; Chakraborty & Chakravarti, 2018; Sousa, 2018).

 30. Leadership skills: The ability to lead one’s team or peers effectively in pursuit 
of a goal (Bass, 1995; Fernald et al., 2005; Gumusluoglu & Ilsev, 2009; Mattare, 
2010; Rybnicek et  al., 2015; Mulholland & Turner, 2017; Kolade, 2018; 
Sousa, 2018).

 31. Resiliency: The capacity to quickly and effectively recover from obstacles or 
setbacks, developing and growing strengths from challenges to better her/him-
self and the organization (Luthans & Youssef, 2007; Rae, 2012; Cooney, 2012; 
Flores et al., 2013; Rybnicek et al., 2015).

 32. Resourcefulness: The ability to identify and utilize external/environmental 
strengths to progress and better both oneself and one’s organization (Stevenson, 
1983; Terry, 1995; Choi & Shepherd, 2004; Rybnicek et al., 2015; Sousa, 2018).

 33. Self-awareness: The capability to recognize and identify one’s own strengths 
and weaknesses as well as resource and capability needs; an ongoing process of 
self-reflection and metacognition (Schon, 1983; Mattare, 2010; Clark et  al., 
2012; Rae, 2012; Middleton & Donnellon, 2014; Rybnicek et  al., 2015; 
Mulholland & Turner, 2017).

3  Measuring Social Entrepreneurship Skills

Attempting to identify and define the “essential” skills of social entrepreneurship is 
useful; however, it is not enough. If skills are to be developed, then a means for 
measuring, or assessing, those skills is essential. In light of the fact that the new 
paradigm for entrepreneurship education/development is skills-based and treats 
entrepreneurship as a method to be practiced, as opposed to a linear process, the 
theory of measurement employed cannot be predictive. It must be clinical; that is, it 
must enable development.

The dominant theory of measurement has been psychometrics; however, that 
approach relies on prediction. It can tell us only who might be a successful social 
entrepreneur. At its essence, this is endeavoring to “pick winners” (Lichtenstein & 
Lyons, 2010). It reflects the traits theory of entrepreneurship and is antithetical to an 
approach that holds that social entrepreneurs can be developed. It is tantamount to a 
social entrepreneurship professor walking into her or his course on the first day of 
class and announcing that, according to her/his prediction, students X, Y, and Z will 
be successful social entrepreneurs and that these students may stay and finish the 
course, while the rest of the class may leave. This violates both the ethos and the 
purpose of education; yet, it is the dilemma into which we put ourselves when we 
try to build skills based on predictive assessment.
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Why not engage with our students, and all social entrepreneurs, in a manner that 
is more like that of medical doctors? Why not be clinical, attempting to understand 
the current skill level of the social entrepreneur and where they are strong and weak? 
In this way, a “plan of treatment” can be developed that addresses weaknesses and 
leverages strengths. To be able to do this requires a different theory of measure-
ment—one that permits a current assessment of the situation and provides a mea-
surement that can be directly acted upon. Communimetrics is such a model for 
measurement.

Communimetrics is relatively new and was developed by Dr. John S. Lyons of 
the University of Kentucky. At the time it was introduced, it was the first innovation 
in the assessment field in over 50 years. Since then, it has been tested by indepen-
dent researchers around the world and documented as both reliable and valid. What 
makes communimetrics unique is its ability to use communication between par-
ties—in this case, between a social entrepreneur and her or his coach or mentor—to 
measure the social entrepreneur’s skill level. An essential attribute of communimet-
ric measures is that the meaning of all numbers generated can be immediately acted 
upon. “In communimetrics, measurement is intended to be a ‘good enough’ repre-
sentation of key elements of a person’s story to allow for planning and monitoring 
that person’s status using actionable indicators for those elements” (Lyons et al., 
2019a: 6). Because immediate meaning is key to effective communication, com-
munimetric measures are nonarbitrary. For this reason, the concept of benchmark-
ing, essential to psychometric measures, is not necessary. The communimetric 
action levels for each skill item are (Lyons et al., 2019a: 14):

 0. Lack of skill: Requires intensive development.
 1. Inconsistent skill: Requires development.
 2. Entrepreneur has the skill.
 3. Entrepreneur’s skill level is a strength: Exceptional skill.

Assessed skills can be organized by this action framework, and when measured, 
both the entrepreneur and the coach will have an immediate understanding of what 
must be done to develop the entrepreneur’s skill. This permits individualized coach-
ing or mentoring that addresses the leveraging of strengths and the amelioration of 
understood weaknesses.

Using communimetrics and the defined social entrepreneurship skillset detailed 
previously, a tool has been created for assessing the skills of individual social entre-
preneurs. It is called the Readiness Inventory for Successful Entrepreneurship for 
Social Entrepreneurship (RISE-SE). It is a web-based tool that can produce a mea-
sure of each of the 33 skills discussed, a measure for each of the four skill domains, 
and an overall skill level measure. A coach. Mentor, or educator can use the RISE-SE 
measures to immediately understand the actions that must be taken to help the social 
entrepreneur to develop their skillset—that is, the knowledge that must be imparted 
and practiced. One way to visualize the development of skills using the RISE-SE is 
as a set of steps (or risers), as illustrated in Fig. 2.

Each step corresponds to a level of skill, with Level 1 representing low/no skill 
and Level 5 denoting skill mastery. The skill level is the overall RISE-SE score for 
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Level 5: Skill Mastery

Level 4: Deeper Skill Development

Level 3: Half-Way to Skill Mastery

Level 2: Early Skill Development

Level 1: Beginning the Ascent

Authors’ own figure. Source: Adapted from: Lyons, T.S., Lyons, J.S., & Jolley, G.J. (2019b).

Fig. 2 The Steps of Social Entrepreneurship Skill Development. (Authors’ own figure. Source: 
Adapted from: Lyons, T.S., Lyons, J.S., & Jolley, G.J. (2019b))

the social entrepreneur. Once a RISE-SE assessment is completed, the entrepreneur 
can be placed on a step of the riser. The goal of the coach or educator is to help the 
social entrepreneur to advance their skills, effectively climbing the steps of develop-
ment. The RISE-SE can be administered periodically (e.g. each quarter, every 
6 months) to track the entrepreneur’s skill development and provide feedback to the 
coach/educator on the effectiveness of their interventions.

4  Implications for Research and Practice

Utilization of the RISE-SE has several implications for both research and practice. 
The ability to measure social entrepreneurship skills in a clinical way creates oppor-
tunities for researchers to correlate changes in skill levels with interventions by 
coaches/educators as a way to explore what works and what does not in developing 
skills. Skill measurements can also be correlated with measures of social impact to 
examine the importance of individual skills to success. In other words, are the cur-
rent skills measured by the RISE-SE truly the “essential” skills of social entrepre-
neurship? If so, can they be prioritized by their impact?
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Entrepreneurs who have tested the skills assessment tool express appreciation for 
its ability to let them “know where they stand” relative to their professional develop-
ment. It demystifies social entrepreneurship for them by clearly identifying what 
must be addressed in order to improve their practice and by demonstrating that there 
is a path forward. For coaches or educators, the RISE-SE affords an objective means 
to determining how best to help their coachees/students. For both social entrepre-
neurs and their mentors, this assessment tool gives them a common language for 
productive communication, making the development process more efficient and 
effective.

At the macrolevel, the RISE-SE provides a means to organize a social entrepre-
neurship ecosystem. Social entrepreneurs can be organized by skill level to facilitate 
peer coaching and other development interventions. Social entrepreneurship sup-
port organizations can be assessed by the skill level at which they work best, and 
matches can be more accurately made between social entrepreneurs and SESOs. 
Hand-offs of entrepreneurs between SESOs can be more strategic and transparent to 
the entrepreneur. Along similar lines, entrepreneurs can be prepared to make full 
use of the assistance afforded by individual SESOs.

Social entrepreneurship education can also benefit from the RISE-SE. Curricula 
can be assessed to ensure that students are getting the requisite knowledge in the 
classroom for skill building. Cocurricular activities can be aligned with the curricu-
lum to provide essential opportunities to practice knowledge. Faculty, staff, and 
practitioners can more appropriately provide feedback to this practice in ways that 
complete the skill-building cycle. If social entrepreneurship students’ skills are 
assessed when they enter the program, they can be tracked throughout in order to 
make necessary adjustments, and they can be assessed at the end of the program to 
provide a learning outcomes measure.

5  Conclusion

In this chapter, we have argued that changing paradigms of the development of 
entrepreneurs in the areas of entrepreneur-focused economic development and 
entrepreneurship education have shifted the spotlight to skill development. This is 
no less true for social entrepreneurship. With this in mind, we advocate for the need 
for a clear definition of the skills required for social entrepreneurship success and a 
method of measuring skills in a meaningful way.

We present a 33-skill set for social entrepreneurship that we maintain, based on 
research, is the “essential” skillset for success. These skills were built into a web- 
based assessment tool, called the Readiness Inventory for Successful 
Entrepreneurship for Social Entrepreneurship (RISE-SE), that measures them using 
a theory of measurement known as communimetrics, which is clinical in its 
approach. The assessment allows the social entrepreneur and their coach/educator 
to immediately understand the entrepreneur’s skill strengths and weaknesses, so 
that a plan of action for addressing weaknesses and leveraging skills can be 
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generated. To put this another way, the tool, itself, is a means to an end. The real 
value lies in the collaboration of the entrepreneur and the coach/educator toward a 
common goal of skill development.

This new means of assessing skills and using that assessment to guide the devel-
opment of those skills have important implications for social entrepreneurship 
researchers, educators, and developers. It opens the door to testing the efficacy and 
impact of coaching and education interventions. It allows for better understanding 
which skills are truly essential to successful social entrepreneurship. It also provides 
an efficient mechanism for organizing social entrepreneurship ecosystems and 
social entrepreneurship curricula at all levels. All of this contributes to building the 
capabilities necessary for making social entrepreneurship more strategic.
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How Strategic Entrepreneurship Benefits 
Public Administration: A Potential 
Application of Complexity Theory

Nazak Nobari

Abstract Sustainable development is a tool to build shared prosperity for today 
and future societies. This chapter studies the correlation between features of public 
administration and sustainable development. The aim is to outline the role of strate-
gic entrepreneurship in public administration through the lens of complexity theory 
from a critical perspective. From the perspective of the epistemological dimension 
of complexity, the multiple linear regression (MLR) analysis is used to assess the 
correlation between three features of public administration (effectiveness, account-
ability, and inclusiveness) and levels of prosperity delivered in 102 selected coun-
tries, as well as their correlation with entrepreneurship. Based on the findings, 
effectiveness and accountability are of great importance, and strategic entrepreneur-
ship appears as an emergent attractor characterizing how an administration works to 
build up prosperity. The results will help public policymakers and planners build 
sustainable capacity to improve public administration performance and facilitate the 
path of prosperity for societies.

Keywords Complexity theory · Public administration · Strategic entrepreneurship 
· Sustainable development · Prosperity

1  Introduction

In recent decades, global environmental challenges have affected all public admin-
istration areas due to reforms and rearrangements to adapt to the environment. In 
addition, policies and practices to meet sustainable development goals (SDGs) are a 
relatively new focus for public administration bodies.

On the one hand, since administration is a cooperative effort of a group of people 
to achieve specific goals, public administration can be seen as a natural complex 
system with nonlinear interconnected multi actors in each action level. Moreover, 
public administration should promote sustainable entrepreneurship development as 
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a launch pad for attaining new dynamic and modern societies, and hence a sustain-
able world.

Thus, this chapter drives a new insight from complexity theory into both realms 
of societies and public administration. The impetus behind writing such a chapter is 
the new and emerging patterns of societies, especially based on globalization, open 
market context, fast exchange of information, emergent technologies, and more 
recently dynamic network interactions, which challenge limitations of rationality- 
based classic approaches for determining the characteristics of public administra-
tion day in, day out. The key concepts in complex systems theory seem to be very 
relevant for public administration. Complexity theory and its implementation on 
public administration offer a new way to understand the complex nature of societies 
and public administration (Erkoçak & Açıkalın, 2014). The concept of dynamics 
corresponds to the interaction patterns in governance networks and the model of 
governing the complex integrated service delivery. In particular, the concept of 
unstable equilibrium offers a perspective on the notion of incremental change, 
which is well known in public administration, especially within administrative 
reform models (Klijn, 2008).

In this chapter, after presenting a summary of complexity theory application in 
public administration to deliver SDGs, the potential of three main principles of pub-
lic administration as comprehensive variables (effectiveness, accountability, and 
inclusiveness) will be examined in relation to the “prosperity” concept. The chapter 
also addresses particular properties of complex systems that need to be understood 
to devise modern public administration reforms. Therefore, the collected data veri-
fying the assumptions of the conceptual model will be analyzed through multiple 
linear regression. Furthermore, the study contributes to resolving the problem of 
identifying the driving force behind features of public administration to meet the 
challenges of sustainable development. Strategic view to a state’s entrepreneurship, 
accompanied with sound and supporting public administration, is a main driving 
force that promotes the dynamic capability of public administration to find a way to 
adapt to the environment and in the next step to achieve prosperity. That is to say, 
strategic entrepreneurship captures public administration complexities and works as 
an incubator to bring forth comprehensive prosperity to modern societies.

2  Literature Review

2.1  Public Administration and Sustainable Development

Public administration has been affected by many paradigms, approaches, and tools 
so far. According to Adejare et al. (2014), the term “public administration” is very 
often used, but very difficult to define. This is because the field boundaries have 
never been delineated precisely. However, all approaches in administering the pub-
lic affairs aim at improving the functioning and productivity of governments for 
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better service delivery to the public. In a sense, public administration could be 
assumed as a technology by which resources are arranged and then used to adapt to 
the social-political community problems (Starling, 2013: 106). Public administra-
tion, regardless of its academic definition, has three different core features common 
to traditional processions as follows (Shafritz et al., 2017: 23):

 1. A body of academics and knowledge, which is applied to the service of society.
 2. A system of control over the professional practice, which regulates the education 

of new members and maintains both the code of ethics and appropriate sanctions.
 3. A standard of success and level of goal achievement, which is measured by serv-

ing the needs of society rather than actively seeking power and gain. The philo-
sophical angle to these three core features of public administration is that it 
attempts to describe what constitutes an ideal state.

On the one hand, based on the traditional public administration values, public 
administration has three main pillars: efficiency (i.e., the relationship between 
inputs and outputs in policies, programs, projects, services, and organizations), 
effectiveness (i.e., which goals were or should be achieved due to the policy, pro-
gram, project, service, or the organization’s activities), and social equity (i.e., to 
achieve an equal outcome in the public conditions for all individuals and seek to 
eliminate differences in outcomes for groups and communities) (Svara & Brunet, 
2004; European Union, 2015). Thus, doubtlessly it could be claimed that the well- 
being of nations is increasingly dependent on the efficiency of their system of public 
administration (Farooquee, 2017). The reason behind such a claim is that public 
administration directly determines the level of prosperity and creates occasions for 
a happy life for all who live in a country (Kokhanovskaya et al., 2019). Nevertheless, 
it depends on how actors’ relations were arranged and also on the design of the way 
to increase the efficiency of government performance. Efficiency and effectiveness 
are concerned with how the government operates and equity questions for which 
government operates (Goggins, 2017).

On the other hand, the models of public administration and the government roles 
for sustainable development have received limited attention in scientific debates 
(Fiorino, 2010). With respect to the implementation of government policies, public 
administration is concerned with pursuing the policy goals effectively through lay-
ered administrative systems composed of government and nongovernment entities. 
Therefore, public administration does not sit separately from civil society, the pri-
vate sector, and NGOs. New Public Governance (NPG) extends previous iterations 
of public administration reform, attempting to capture ever-complex networks of 
actors now engaged in public policy (Carey & Friel, 2015). Governance networks 
include actors and their relationship—institutional and individual—responsible for 
the formulation of law that public administration puts into effect (Opolski 
et al., 2013).

In summary, public administration is viewed as a means of delivering public 
services to implement the public policy set out by the government. In the 1980s and 
early 1990s, there had been an important and deep transformation in the public 
administration concepts and models. The traditional public administration 
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characterized by rigid, hierarchical, and bureaucratic changes to flexible, dynamic, 
competitive, and market-based public management. There was a paradigmatic and 
fundamental shift from the notion of public administration to the Public Management 
(PM), New Public Management (NPM), and then after New Public Service (NPS) 
that brings public administration and business management practices together 
(Gautam, 2014). Public administration makes and implements public policies to 
meet the political, managerial, and social challenges of translating the concept of 
sustainable development into action (Farooquee, 2017). In fact, the utility of public 
service has undergone numerous transformations in response to changing contexts 
both in respect to the international arena and every national priority. Effective public 
administration and the efficient delivery of public services as what makes the state 
visible and accessible to its people play a critical role in developing nations (UNDP, 
2018), and hence the crucial role that public administration plays in the road to 
sustainable development should not be neglected.

The application of sustainable development perspectives in modern public 
administration could be seen both in developed and developing countries. 
Sustainability in a developmental context refers to the apparent dichotomy between 
destruction and life. Destruction implies lack of development, environmental devas-
tation, and intervention in nature that culminate to excessive natural resources con-
sumption contamination. Moreover, lifecycle is a fundamental concept of 
sustainability, which is a characteristic of a process or state that can be maintained 
through series of stages (Trainer, 1997: 219). Sustainable development is an action 
directed by the philosophy of sustainability and is increasingly supported, pro-
moted, and required by public admonition, which includes public, nonprofit, and 
private agencies from the local to the global levels (Leuenberger & Wakin, 2007). 
Furthermore, the United Nations Conference held in 1972 put the spotlight on the 
principles of sustainable development concept. It was the first formal meeting where 
developed and developing nations came together to discuss environmental issues. 
Later in 1978, basic definition of sustainable development was presented by the 
Brundtland Report. According to that report, development is an equilibrium point 
between meeting the needs of the present and maintaining the resources needed by 
the future generations (WCED, 1978). One of the main results of aligning any pub-
lic administration policy with the sustainable development concept is the guidelines 
of the United Nations General Assembly in 2015 which defined 17 SDGs contain-
ing 169 related targets that should be achieved by 2030 by the member states for 
achieving SD. These goals and targets are an essential part of the 2030 Agenda for 
sustainable development which were built on the Millennium Development Goals 
of 2000 that have not been fully achieved until now (UN General Assembly, 2015).

Sustainable development accentuates that growth must be comprehensive to 
reduce poverty and thus to build shared prosperity for today’s population and also 
to continue to meet the needs of future generations (Krishna & Manikam, 2017). 
According to Thiele (2013: 1), sustainability is one of the very few ideals or values, 
such as democracy, equality, and human rights that receives near-universal agree-
ment. The key principle of sustainable development underlying all public life con-
cepts is the continuous attention to the environmental, social, and economic concerns 
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in all aspects of public decision-making (Dernbach, 2003). Corresponding to the 
prevalent description of sustainability that employs three interconnected pillars, the 
UN SDGs address three central aspects of sustainability as economic prosperity, 
social equity, and environmental protection. They are called as the triple bottom line 
or TBL, and they emphasized a balance between economic, social, and environmen-
tal needs and goals (Filser et  al., 2019). The role of a government is to balance 
ecological (sustainability) and economic (development) interests to maintain the 
resources and cope with the ecological crisis without affecting existing economic 
growth (Baeten, 2000). Thus, a good public administration framework promises a 
better standard of living, and how this can be realized depends on the integrated 
approach adopted by the government.

In addition, prosperity as a modern concept in SD should be responded appropri-
ately by the governments. A nation’s productivity and well-being will be the out-
come of social and political innovative practices. It is noted that prosperity is not 
wealth or growth just in the economy. It is not assigned by gross domestic product 
(GDP). It is about flourishing the health of society, inclusive political institutions, a 
guarantee of human capital development, and civil liberties. In other words, a well- 
functioning and productive public administration provides conditions for prosper-
ity, and its features play a fundamental role in making prosperity possible in the 
long run. Hence, entrepreneurship is one of the potential strategic scenarios for 
reaching this prosperity.

Moreover, sustainable development in relation to public administration calls for 
two main changes: (1) The change in the orientation of public management toward 
sustainable development, and (2) Establishing relevant procedures for the imple-
mentation of sustainable development by the public administrators (Bartle & 
Leuenberger, 2006). In general terms, public administration is an essential factor for 
sustainable development. Sustainable development in public administration aims to 
prioritize the public interest by providing quality public services.

In practice, public administration is called upon to adopt policies, strategies, or 
measures to achieve certain SDGs such as poverty eradication policies, empower-
ment policies and laws, access to clean water and quality sanitation, access to 
energy, economic policies aiming at supporting productive activities, job creation, 
entrepreneurship, creativity, and innovation, social protection policies, regulation of 
financial markets and institutions, migration policies, inclusion and integration poli-
cies, measures against degradation of natural habitats, measures against poaching 
and trafficking of protected species, and the introduction of invasive alien species 
(Bouckaert et al., 2016).

Every administrative system has three important subsystems: a driven subsys-
tem, whose output controls the input of the entire system; a decisional subsystem, 
whose output represents the input of the driven system; and a reaction system that 
transmits the output of the driven system at the input of the decisional subsystem 
(Matei & Antonie, 2014). In addition, self-organization and coevolution are key 
concepts in complexity theory, and how different decision-making processes affect 
each other, and are very relevant for public administration (Klijn, 2008). Self- 
organization is defined here as the emergence and maintenance of structures out of 

How Strategic Entrepreneurship Benefits Public Administration: A Potential…



188

limited interaction, an emergence that is not imposed or determined by one single 
agent but is rather the result of nonlinear interactions between various agents 
(Heylighen, 2001). Through these interactions, coevolution results from a combina-
tion of the strategic actions of agents and the collectives of agents (Mitleton- Kelly, 
2003a, b). In public administration, decision-making and decisions are not one-
sided responses to a changing environment, but under complexity theory, decisions 
as adaptive moves, affecting both the initiator of the action and all others 
affected by it.

2.2  Complexity Theory and Its Application 
in Public Administration

All social systems are naturally complex with nonlinear behaviors, and hence, a 
public administration system as a social system is a multidimensional system with 
social roots which lead to complex behaviors and concepts. Complexity is not an 
unusual phenomenon. It is ubiquitous in our world. Although the definition of com-
plexity as a phenomenon arising from the interaction among numerous things is 
common, it is not supported completely (Johnson, 2007). The complexity science 
searches the emergent behavior of complex systems through interconnections of the 
system components and system components arrangement, rather than focusing on 
the individual components themselves. Thus, complexity science has introduced a 
new scientific approach across traditional discipline limitations (Matei & Antonie, 
2014). Furthermore, complexity does not only refer to several dynamic components 
and beyond that, but it also refers to the system composed of some interconnected 
components with characteristics such as self-organization, evolution, and novelty 
(Lissack & Gunz, 1999).

The general framework and characteristics of complexity theory can be summa-
rized by the following features (Valle, 2000):

 (a) A large number of similar, independent, and interdependent agents in the com-
plex system can be considered simple.

 (b) Constant responses from these agents to other agents and many direct and indi-
rect feedback loops.

 (c) Adaptiveness to new situations to sustain and survive.
 (d) Self-organization, in which patterns forms spontaneously.
 (e) Local rules that apply to each agent.
 (f) Coevolution.

Any science is understood as an organized complexity, and the scientific configu-
ration requires structural components, which may be analyzable or near-analyzable 
(Gonzalez & Jose Arrojo, 2015: 302). Also, understanding complexity generally 
depends on the mode/aspect that we choose for interpreting it. Each mode/aspect 
and its subtypes attempt to capture and analyze only some part or dimension of 
complexity in its view (Gerrits & Marks, 2012: 3).
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By looking deeper into the modes of complexity, different aspects pointed out by 
Nicholas Rescher (1998) are noteworthy. His analysis embraces epistemic complex-
ity as well as ontological complexity. Two different modes of complexity as struc-
tural modes are: (1) epistemic modes (related with knowledge, which involves 
formulaic complexity) and (2) ontological modes (connected to reality itself) 
(Rescher, 1998: 9; Schlindwein & Ison, 2004; Gerrits & Marks, 2012: 3):

 1. Epistemic modes can be diversified into following three subtypes of complexity:

 (a) Descriptive complexity: The minimum length of the account that is accurate 
and sufficient to provide an adequate description of the system.

 (b) Generative complexity: The minimum length of the set of characteristics and 
instructions necessary to generate a complex system.

 (c) Computational complexity: The effort necessary to solve a problem as a 
complex issue.

 2. Ontological modes include following three main types of complexity:

 (a) Compositional complexity contains two subtypes of complexity:

• Constitutional complexity: The number of constituent elements making 
up a system.

• Taxonomical complexity: The heterogeneity of constituent components.

 (b) Structural complexity includes two subtypes of complexity:

• Organizational complexity: The different possibilities for the arrange-
ment of the components.

• Hierarchical complexity: The elaborateness of hierarchical (sub-orienta-
tion) relationships between levels.

 (c) Functional complexity contains two subtypes (it has biological research 
applications):

• Operational complexity: The variety of modes of functioning.
• Nomic complexity: The elaborateness and intricacy of the laws governing 

a system.

Public administration is an increasingly important field involving various agents 
(actors) from national governments to private companies, professional and business 
communities, households, and civil societies. The interaction of the agents is even 
more pronounced when public administration takes measures to resolve public issue 
with the available resources (Matei & Antonie, 2014). In other words, and by con-
sidering the abovementioned modes of complexity, public administration is a com-
plex adaptive system.

In the complexity worldview, ongoing nonlinear interactions result in macro pat-
terns. A complex adaptive system is an approach built on the systems theory, which 
was taken over by some characteristics such as emergence, connectivity, interde-
pendence, learning, coevolution, and dynamic feedback loops from that theory 
(Fidan & Balci, 2017).
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Systems, especially complex adaptive systems, present emergent properties 
because of the interaction of their elements (agents) (Mitleton-Kelly, 2003a, b). 
Agents interpret existing institutional rules and shape or reshape institutional struc-
tures with their actions (Giddens, 1984).

Emergent properties are often used to differentiate complex systems from exclu-
sively complicated systems (Johnson, 2007). The concept of emergence plays a 
central role in the sciences of complexity and entrepreneurship (Garud et al., 2015). 
The idea of emergence is highlighted by Anderson in his article “More is different.” 
He stated a change of scale generally often causes a qualitative change in the system 
behavior (Anderson, 1972).

The emergence is resulted from the patterns of interrelationships among the 
agents (NAPCRG Resources, 2009). Emergence is a new concept that introduces 
new ways of inquiry. In particular, it declares public management scientists that 
there is order behind the ostensible chaos of numerous government actions and 
changes, of course (Teisman & Gerrits, 2014). Moreover, the concept of emergence 
is usually put to use in the context of two metaphysical claims: (1) ontological 
unitarianism—i.e., there is just one kind of stuff in the world and (2) hierarchical 
realism—i.e., the natural world contains hierarchies, and there exist multiple legiti-
mate levels of complexity and organization (Christen & Franklin, 2002).

Based on hierarchical realism, emergence is a phenomenon that becomes appar-
ent at the macrolevel but develops itself through microlevel dynamics. The emer-
gence at the microlevel, in turn, affects the microlevel elements is causing new 
dynamics (Van de Walle & Vogelaar, 2010). Emergence depends on a system with 
at least four characteristics: nonlinearity, self-organization, being beyond equilib-
rium, and attractors (Goldstein, 1999).

The concept of emergence can be further elaborated to describe the characteris-
tics of the presented definition in more detail. As a summary:

• Emergence is a process that increasingly makes and generates an outcome: an 
“emergent.”

 – Emergence appears through an agency—it is driven by purpose.
 – Emergence increases the capacity of the system.
 – Emergence occurs in cycles; each cycle has an internal logic of five sequential 

phases (Lichtenstein, 2014):

Phase 1: Initiate Disequilibrium Organizing.
Phase 2: Stress and Experiments.
Phase 3: Amplification to a Critical Threshold.
Phase 4: New Order through Recombination.
Phase 5: Stabilizing Feedback.

 – Emergence suggests unpredictability—i.e., an inability to state precisely how 
a system will evolve (NAPCRG Resources, 2009).

 – Emergence in entrepreneurship is an effectuation process that follows a dis-
tinct pattern, and its result is new creation and innovation.

N. Nobari



191

 – Emergence makes complex adaptive systems irreducible; due to its emergent 
properties, higher order states cannot be reduced to their original lower level 
states (Turner & Baker, 2019).

 – Entrepreneurial outcomes are nonlinear, and they are not arrayed on a normal 
curve, but according to a Pareto Curve, the vast majority of instances have no 
effect on the dynamic system, but a few instances have massive leverage.

From an overall perspective, the concept of dynamics offers a different view on 
the making process and interaction patterns in public administration and also gener-
ates insights on how complex integrated service delivery can be governed. In par-
ticular, the concept of unstable equilibrium and emergent properties may enhance 
the notion of incremental change, which is well known in public administration. 
Finally, the concepts of negative and positive feedback loops can also shed light on 
some of the unexpected changes that affect decision-making in public administra-
tion (Klijn, 2008). Decision-making in this circumstance is like entrepreneurship 
because it is about order creation, not an equilibrium. This condition creates oppor-
tunity space for public administration to adapt and overcome any public challenges. 
In sum, complexity theory, in general, and the notion of an opportunity space, in 
particular, facilitate a new articulation of and enable an alternative paradigm for 
strategic entrepreneurship (Schindehutte & Morris, 2009).

2.3  Public Strategic Entrepreneurship

Entrepreneurship as a concept is a multidimensional subject rooted in several disci-
plines, including economics, psychology, sociology, and anthropology. The role of 
entrepreneurship as an engine of economic and societal transformation is not new in 
the economic literature, but its role in achieving sustainability goals is emerging as 
a new important issue of some scientific communities in recent few years. In this 
regard, three distinct intellectual traditions in the development of the entrepreneur-
ship literature have been identified as below (Foss et al., 2008):

 1. The German Tradition; Emphasis on the concept of the entrepreneur as the cre-
ator of instability and creative destruction.

 2. The Chicago Tradition; Emphasis on the role of the entrepreneurs in leading 
markets’ equilibrium.

 3. The Austrian Tradition; Emphasis on entrepreneurship and complementary 
market- process explanations of economic activity.

According to Drucker (1985), entrepreneurship is an innovation act and means 
creating a new business, and anyone who manages to establish a new business is an 
entrepreneur outright. Furthermore, Global Entrepreneurship Monitor to define 
entrepreneurship emphasizes any attempt to create new businesses, and/or expand-
ing new business organizations or the established businesses (GEM, 2017). 
Entrepreneurship in a comprehensive sense is a frame of mind, a willingness and 
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Table 1 Entrepreneurship and dimensions of sustainable development

Dimension Entrepreneurship

Economic • Drives economic growth by creating jobs (UN General Assembly, 2016)
•  Drives structural transformation and industrialization leading to inclusive 

and sustainable socioeconomic development (UNIDO, 2013)
•  Can alleviate poverty through recognizing space for the explosive 

development of businesses that will add value to the economy
Social •  Can promote social cohesion, reducing inequalities and expanding 

opportunities for all people (UN General Assembly, 2016)
• Is a mission-driven activity social aspects (Dixon & Clifford, 2007)
•  Can help to solve societal problems and create value for society (Zahedi & 

Otterpohl, 2015)
•  Can solve humanitarian disasters with continuous recovery and improvement 

(Ibrahim & El Ebrashi, 2017)
Environmental •  Can help to address environmental challenges and solve environmental 

problems
•  Can help to promote environmentally sustainable practices and manage the 

consumption pat terns (UN General Assembly, 2016)
•  Can help to discover, evaluate, and exploit economic opportunities that are 

present in environmentally relevant market failures (Dean & McMullen, 
2007)

Source: Author’s own work

ability to create and be receptive to opportunities, an orientation toward a decision 
(policy)-making, and act to adapt to the fitness landscape (Shafritz et al., 2017: 433).

Thus, the UN General Assembly has recognized and introduced entrepreneur-
ship with innovation as a key element for addressing sustainable development chal-
lenges (UN General Assembly, 2016; Filser et  al., 2019). Hence, by taking into 
consideration the entrepreneurship literature reviewed above and by reliance on the 
studies about the effective factors on sustainable development, Table 1 shows the 
interpretation of entrepreneurship from dimensions of development.

Additionally, the concept of entrepreneurship in public administration was intro-
duced in the 1960s (Ostrom, 1965; Wagner, 1966). Documents show the term of 
strategic entrepreneurship, and its practice formally appeared in 2001 in strategic 
management journal on-strategic entrepreneurship, and the first strategic entrepre-
neurial journal was published in 2007 (Tülüce & Yurtkur, 2015). The construct of 
strategic entrepreneurship has rooted in management research (Drucker, 1985; 
Mintzberg, 1973).

The explanation of entrepreneurship was developed according to the strategy by 
presenting a strategic process model for entrepreneurial activities (Burgelman, 
1983). In the following, an important concept put forward by Miller is that an entre-
preneurial strategic process is not specific to one type of organization, but rather 
may take various forms for different business profiles (Miller, 1983).

Strategic entrepreneurship builds on previous researches in entrepreneurship and 
strategic management and offers new insights into public administration (Kearney 
& Meynhardt, 2016). Strategic management is involved with processes and activi-
ties undertaken to achieve competitive advantage and gain above the mean interests 
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(Ireland et al., 2001). Some of these activities under strategic management provide 
the context for entrepreneurial actions. Thus, strategic entrepreneurship is strongly 
affected by management through theories about business improvement models 
(Hjorth, 2004). Entrepreneurship and strategic management are associated together 
by referring to ongoing change and innovation as characteristic of the contemporary 
competitive landscape (Hitt & Reed, 2000). Further, strategic entrepreneurship 
involves simultaneous opportunity-seeking and emphasis on the leader’s role in rec-
ognizing opportunities and doing something with those opportunities that are con-
ducive for wealth and prosperity creation (Kyrgidou & Hughes, 2010). A review of 
entrepreneurship and strategy literature presents six elements central to entrepre-
neurship as identifying an opportunity, innovation, acceptance of risk, flexibility, 
vision, and growth; they are reinforced in a strategic context.

Building upon the reviewed concepts of complexity, entrepreneurship, and pub-
lic administration and by considering the dynamic capabilities approach, which 
relates to how institutions and firms identify opportunities, create new knowledge, 
disseminate information internally, embed in new business models and/or new 
goods or services, and launch new products and services on the market (Teece, 
2011), strategic entrepreneurship field could offer important insights into how pub-
lic administration should deploy capabilities to pursue value creation. Governmental 
dynamic capabilities that can create value from public resources are essential to 
government productivity (Klein et al., 2013). The nature of governance, society, and 
governability is highly dynamic and nonlinear (Kooiman, 2003). According to stud-
ies and practices in the field of entrepreneurship, special consideration needs to be 
given to the relationships between structure, culture, and leadership at the level of 
public administration (Höglund & Mårtensson, 2019).

Public administration through various arms and levels of government, private sec-
tion, and other agents provides public services to common groups of citizens with 
competing or conflicting demands, aims, or drivers. This comprehensive complex 
system is not fixed and stable and needs a complex governance system. Also, public 
administration has become increasingly complex at least on three levels: (1) the level 
of the administrative system itself, (2) the problems facing the society, and (3) the 
governance model for dealing with these problems. At each level, specific agents 
participate based on their behavior patterns (i.e., culture), and specific organizing 
and processes (i.e., structure) used, and different leadership styles which are needed. 
Nonlinear and complex interactions between structure, culture, and leadership style 
in any public administration system determine the governance system characteris-
tics, especially in respect to the expansion of public entrepreneurship activities.

Besides, one of the key concepts that relates to strategic entrepreneurship and 
dynamic capabilities is Open Government. The concept of Open Government is not 
a new one, and it appeared in late 1970s. The emergence and gradual development 
of the concept of Open Government represents a radical change with deep conse-
quences in political systems, governments’ administration, and government agen-
cies worldwide (OECD, 2011). Open Government is in essence a type of social 
innovation. It has included policies and programs involving access to information, 
social media, open data, data on spending and other governmental processes, and 
the use of online meetings or comments forums (Jaeger & Bertot, 2010).

How Strategic Entrepreneurship Benefits Public Administration: A Potential…



194

Moreover, openness in government is designed to ensure its legitimacy and 
involves the relationships of at least two parties, and intended to ensure its legiti-
macy and transparency (Meijer et al., 2012). In other words, government transpar-
ency is part of a quest of the public and government itself for better governance 
(Piotrowski & Van Ryzin, 2007). Thus, Open Government is transformed and rein-
forced by new means of the comprehensive external contribution of public adminis-
tration actors (private sectors, NGOs, and other people) in a public setting.

In this chapter, dynamic capabilities refer to how public administration actors 
renew their competencies to improve the productivity of their policies, decisions, 
and operations, as well as how they develop innovations in the process to respond to 
rapid shifts in sociopolitical technological environments in the pursuit of superior 
and sustainable development. It could also be said that public administration is 
nothing except the policies, practices, rules, and regulations, etc., in action.

2.4  Conceptual Model and Methodology

As shown in Fig. 1, the proposed framework hypothesized that sustainable develop-
ment could be explained by the complexity of public administration through strate-
gic entrepreneurship and epistemological reflections, particularly generative 
complexity; thus, the research question is formulated as follows:

What are the important factors of public administration features to meet SDGs?
Related equations based on the conceptual model are as following:

 – Strategic Level
 Sustainable development = f (Strategic entrepreneurship = f (Public administra-
tion arrangements)).

 – Operational Level
 Prosperity = f (Entrepreneurship  =  f (Effectiveness, Accountability, 
Inclusiveness)).

Public 
Administration

Actors
Levels (national, regional, local)
Dynamic interaction

Sustainable 
Development

Voluntary Environment
Complexity Theory for interpretation:
the situation relies on three actors

Strategic Entrepreneurship
Public Entrepreneurship

Source: Author’s own work  

Fig. 1 Methodological dominant ideas of the complexity of public administration for achieving 
sustainable development. (Source: Author’s own work)
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To assess the impact of public administration characteristics on prosperity as an 
outcome of sustainable development more systematically, this chapter uses a mul-
tiple regression analysis (MRA). As a powerful technique, MRA can accurately 
reflect the correlations among factors, indicate the degree of fit, and improve the 
effectiveness of the regression equation (Holmes & Rinaman, 2015). These are use-
ful for adequately highlighting the role of strategic entrepreneurship to capture the 
complexity of public administration and its impact on the level of prosperity deliv-
ered by every country.

2.5  Variables Definition

• Effectiveness, accountability, and inclusiveness are three main principles of pub-
lic administration essential to achieving the SDGs. They are prepared by the UN 
Committee of Experts on Public Administration (CEPA) and UN DESA.1

 – Effectiveness includes competence, sound policymaking, and collaboration.

Competence: To perform their functions effectively, institutions must have suffi-
cient expertise, resources, and tools to deal adequately with the mandates under 
their authority.

Sound policymaking: To achieve the intended results, public policies are to be 
coherent with one another at all levels of governance and founded on true or 
well-established grounds, in full accordance with fact, reason, and good sense.

Collaboration: To address problems of common interest, institutions and enterprises 
at all levels of public administration and in all sectors should work together and 
jointly with nonstate actors towards the same end, purpose, and effect.

 – Accountability includes integrity, transparency, and independent oversight.

Integrity: To serve in the public interest, civil servants are to discharge their official 
duties honestly, fairly, and in a manner consistent with the soundness of the 
moral principle.

Transparency: To ensure accountability and enable public scrutiny, institutions and 
enterprises are to be open and candid in the execution of their functions and pro-
mote access to information, subject only to the specific and limited exceptions as 
are provided by law.

Independent oversight: To retain trust in government, oversight agencies act accord-
ing to strictly professional considerations and apart from and unaffected 
by others.

 – Inclusiveness includes leaving no one behind, nondiscrimination, participa-
tion, subsidiarity, and intergenerational equity.

1 https://publicadministration.un.org/en/developmentmgt
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Leaving no one behind: To ensure that all human beings can fulfill their potential in 
dignity and equality, public policies are to consider the needs and aspirations of 
all segments of society, including the poorest and most vulnerable and those 
subject to discrimination.

Nondiscrimination: To respect, protect, and promote human rights and fundamental 
freedoms for all, access to public service is to be provided on general terms of 
equality, without distinction of any kind as to race, color, sex, language, religion, 
political or another opinion, national or social origin, property, birth, disability, 
or another status.

Participation: To have an effective state, all significant political groups should be 
actively involved in matters that directly affect them and have a chance to 
affect policy.

Subsidiarity: To promote a government responsive to the needs and aspirations of 
all people, central authorities should perform only those tasks that cannot be 
performed effectively at a more intermediate or local level.

Intergenerational equity: To promote prosperity and quality of life for all, institu-
tions should construct administrative acts that balance the short-term needs of 
today’s generation with the longer term needs of future generations.

• The Global Entrepreneurship Index2 is an annual index that measures the health 
of the entrepreneurship ecosystems in selected countries and provided by the 
Global Entrepreneurship and Development Institute.

• The Prosperity Index3 is an annual ranking developed by the Legatum Institute, 
and it is based on a variety of factors, including wealth, economic growth, educa-
tion, health, personal well-being, and quality of life.

2.6  Selected Countries

In this study, the sample was composed of 102 developed and developing countries 
(n = 102). The data cover the year 2018 (Table 2).

2.7  Analyses

Multicollinearity refers to the existence of more than or exact linear relationship 
among some or all explanatory variables of a regression model. In this study, toler-
ance and variance inflation factor (VIF) was used. Therefore, before running the 
multiple regression model, the presence of collinearity among the independent 

2 https://thegedi.org/global-entrepreneurship-and-development-index/
3 https://www.prosperity.com/
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Table 2 Sample countries in this study

Algeria Argentina Australia Austria Bangladesh

Belgium Belize Bolivia Botswana Brazil
Bulgaria Cambodia Cameroon Canada Chile
China Colombia Costa Rica Croatia
Czech Republic Denmark Dominican 

Republic
Ecuador Egypt

El Salvador Estonia Ethiopia Finland France
Germany Ghana Greece Guatemala Honduras
Hong Kong Hungary Iceland India Indonesia
Iran, Islamic Rep. Ireland Israel Italy Jamaica
Japan Jordan Kazakhstan Kenya Kuwait
Latvia Lebanon Lithuania Luxembourg Malaysia
Mali Mexico Moldova Montenegro Morocco
Mozambique Namibia Netherlands Nicaragua Nigeria
Norway Pakistan Panama Paraguay Peru
Philippines Poland Portugal Romania Russian 

Federation
Rwanda Saudi Arabia Senegal Singapore Slovak Republic
Slovenia South Africa Korea, Rep. Spain Sri Lanka
Sweden Switzerland Tajikistan Tanzania Thailand
Trinidad and Tobago Tunisia Turkey Uganda Ukraine
United Arab 
Emirates

United 
Kingdom

United States Uruguay Venezuela, RB

Vietnam Zambia

Source: Author’s own work

variables has been examined using variance inflation factors (VIF), and the result is 
shown in the following Table 3.

Table 3 shows that the tolerance value of effectiveness is 0.427, accountability is 
0.520, and inclusiveness is 0.701, meaning the tolerance value of each variable is 
more than 0.10. The VIF value of effectiveness is 2.281, accountability is 1.831, and 
inclusiveness is 1.202. The total VIF value of each variable is less than 10. The 
result suggests that the current study does not have any problem with multicol-
linearity, allowing for a standard interpretation of the regression coefficients.

3  Multiple Linear Regression for Explaining Prosperity 
as an Outcome of Development

The information about results obtained from fitting the multiple linear regression 
took prosperity and entrepreneurship as the dependent variables and effectiveness, 
accountability, and inclusiveness were the independent variables (predictors).
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Table 3 Tolerance value and variation inflation factor (VIF)

Year Model
Collinearity statistics
Tolerance VIF

2018 Effectiveness 0.427 2.281
Accountability 0.522 1.831
Inclusiveness 0.701 1.202
Accountability
Inclusiveness

Source: Author’s own work

3.1  Coefficient of Determination (R-square)

The coefficient of determination with a standard error of estimates.
The results as shown in the above Table 4, the adjusted R square value of 0.831 

indicates that the independent variables (predictors) as effectiveness, accountability, 
and inclusiveness used in this regression model explained about 83.1% of the total 
variation in dependent variable prosperity under study and the remaining 16.9% is 
explained by other factors which are not considered in this study.

3.2  Analysis of Variance (ANOVA)

Analysis of variance (ANOVA) was used to assess the statistical significance of the 
result. Table 5 illustrates the value of F statistic 59.886 is highly significant with 
P-value = 0.00 < 0.05, indicating a linear relationship between prosperity and the 
principles of public administration (Table 6).

The estimated multiple linear regression equation is

 
ˆ . . . .Y X X X= + + +2 101 0 478 1 0 420 2 0 271 3  

Where

Y = Prosperity.
X1 = Effectiveness.
X2 = Accountability.
X3 = Inclusiveness.
e = Error of the explanations of the multiple regression equation are as follows:
𝛽0 = 2.101 represents the influence of effectiveness, accountability, inclusiveness, 

and prosperity. In a condition where all independent variables are constant (zero), 
prosperity is predicted to be 2.101.

Effectiveness has an influence on prosperity as 0.478. 𝛽1 indicates that one-unit 
increase in effectiveness results in 0.478 units increase in the prosperity.
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Table 4 Model summary

Model R R-square Adjusted R-square Std. error

Year 2018 0.919a 0.845 0.831 1.001

Source: Author’s own work
aPredictors: (Constant), Effectiveness, Accountability, Inclusiveness
bDependent variable: Prosperity

Table 5 Overall test of significance (ANOVA table)

Year Sum of square Df Mean sum of square F Sig.

2018 Regression 179.970 3 59.990 59.886 0.000b

Residual 33.057 99  1.002
Total 213.027 102

aDependent variable: Prosperity
bPredictors: (Constant), Effectiveness, Accountability, Inclusiveness

Table 6 Multivariate regression coefficients with prosperity as dependent variable

Year Model

Unstandardized 
coefficients Standardized coefficients

T Sig.𝛽 Std. error Beta

2018 Constant 2.101 1.381 1.521 0.138
Effectiveness 0.478 0.106 0.469 4.517 0.000
Accountability 0.420 0.101 0.388 4.155 0.000
Inclusiveness 0.271 094 0.232 2.885 0.007

Source: Author’s own work
aDependent variable: Prosperity

Accountability has an influence on prosperity as 0.420. A condition where other 
variables are constant, if there is one unit increasing in accountability, prosperity 
is predicted to be increased by 0.420.

Likewise, coefficient 𝛽3 = 0.271; one-unit increase in relationship with inclusive-
ness results in 0.271 units increase in the prosperity.
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Table 7 Multivariate regression coefficients with prosperity as dependent variable

Correlations

Entrepreneurship
Open 
government

Spearman’s 
rho

Entrepreneurship Correlation 
coefficient

1.000 0.670a

Sig. (2-tailed) 0.000
N 68 68

Open government Correlation 
coefficient

0.670a 1.000

Sig. (2-tailed) 0.000
N 68 68

Source: Author’s own work
aCorrelation is significant at the 0.01 level (2-tailed)
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4  Public Administration Performance 
and Strategic Entrepreneurship

The openness of the government is considered as one of potential public administra-
tion performance indicators, and it includes four dimensions of government (poli-
cies and actions): (1) inclusive government, (2) responsive government, (3) 
accessible government, and (4) transparent government. In order to clarify the role 
of strategic entrepreneurship in a complex environment of public administration, 
the correlation between entrepreneurship and open government is examined.

Table 7 shows the strongest correlation exists between entrepreneurship and 
open government. Entrepreneurship at this level is strategic entrepreneurship that 
simultaneously promotes public entrepreneurship through all public administration 
actors and increases the fitness of a dynamic environment. Therefore, it implies the 
evolutionary cycle of strategic entrepreneurship function.

5  Conclusion

Public administration is a complex adaptive system with a great number of intercon-
nected agents, and in real world, it operates in a dynamic environment that changes 
in cooperation and compliance with the impact of government and public sector, 
private sector, NGOs, and the public. Based on the epistemic mode of complexity, 
this chapter developed and validated a framework for evaluating the factors that 
drive sustainable development under a public administration model.

The findings suggested that public strategists must focus on effectiveness and 
accountability. These two variables extend and generate positive and negative feed-
backs to all parts (variables) of public administration and manage the system behav-
ior to meet development goals. Besides, positive correlations were observed between 
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the country’s prosperity degree and all three fundamental principles of public 
administration. Among the three principles, effectiveness had the greatest impact on 
deliver prosperity, and inclusiveness had the least impact.

Feedback processes shaped how change happens within a complex system. This 
study emphasized the emergence of evolutionary behavior at the public administra-
tion level. Strategic entrepreneurship as a process that creates an emergent outcome 
and improves the flexibility and capacity of public administration to redesign itself 
continuously in an adaptive manner was accentuated by the findings. Findings also 
provided new insight into how public administration adjusts its dynamic behavior. 
According to the effective role of strategic entrepreneurship, government is not the 
main or sole actor in the field of policymaking and regulation; thus, small groups, 
networks of interconnected actors, factors, and systems also play a dominant role. 
Therefore, under the lens of complexity theory, dynamic interconnection networks 
have responsibilities to deliver prosperity and facilitate sustainable development.

To sum up, this chapter attempted to present an approach that combines com-
plexity theory and public administration. Surely, it is not an end-result chapter, but 
it can be considered as a new approach, especially among the methods of adminis-
trative reform plans. Additionally, the chapter could provide a foundation for future 
research on public strategic entrepreneurship (SE) through public administration 
practices. The important role of the public administration characteristics (models) 
on sustainable development will be the basis for future studies. Also, future 
researches, on the one hand, could focus on the corporate governance model and its 
mechanisms to implement public administration reform plans. On the other hand, 
developing ways to empower all public administration agents will be necessary to 
adapt to an increasingly dynamic environment.
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The Strategic Entrepreneurship Pitching 
on Crowdfunding Platforms: A Traction 
Toward Emerging Advanced Technologies

Yilong “Eric” Zheng, Sarfraz A. Mian, and Yiru Wang

Abstract The emerging technologies such as virtual reality, artificial intelligence, 
machine learning, 5G, internet-of-things (IoT), and other technological advancements 
are drastically shaping different industries, including entrepreneurs and their busi-
nesses, as well as the investors of entrepreneurial firms. Consequently, a growing 
number of entrepreneurs have incorporated these technological advancements (hence-
forth called advanced technologies) in their start-up ventures seeking investment from 
crowdfunding platforms. Due to the complex and emerging nature of these advanced 
technologies, little is known about whether involving these latest technology transfor-
mations in a crowdfunding project could create a strategic advantage over other proj-
ects in their conversations about funding acquisition with the general public.

Through the empirical analyses of project descriptions and success rate from the 
data of two leading crowdfunding platforms, we analyzed the strategic importance 
of highlighting a single or multiple trendy topics on the funding outcomes—both 
the amount of funding pledged and the additional dollars pledged to a project. Our 
results suggest that crowdfunding projects featuring a trendy technology transfor-
mation are likely to achieve more funding, thus a better success rate of the project 
proposal, compared to the non-trendy projects. This relationship appears to be 
highly significant on Kickstarter and marginally significant on Indiegogo. Such 
findings expand the current theoretical understanding on technological crowdfund-
ing and provide strategic implications for the entrepreneurs in term of the composi-
tion of their fundraising conversations.
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1  Introduction

According to the International Data Corporation (IDC), the total investment in 
Digital Transformation (DX/DT1) technologies between 2019 and 2023 will 
increase between 15% and 20% across all sectors (IDC, 2019). The advancement 
and the digitization of modern devices and applications have shaped people’s work 
and life in an unprecedented way, such as the usage of these technologies during 
COVID-19 (e.g., grocery shopping utilizing internet-of-things, virtual reality travel-
ing, health device monitoring, and remote doctor checkup). According to Deloitte 
(2019), machine learning, artificial intelligence, blockchain, and quantum comput-
ing will significantly affect the financial and banking sectors. Such large incremen-
tal use of these technologies signals a closer connection between technological 
advancement and the global market, as well as business participants including 
established companies and entrepreneurial establishments. Specifically, entrepre-
neurs who tend to react fast to market trends, thus, are more likely to be interested 
in incorporating technological advancements in their business practices.

Advanced technological projects have become mainstream in the crowdfunding 
context. In the entrepreneurial financing sector, prominent U.S. crowdfunding plat-
forms such as Kickstarter, Indiegogo, and Gofundme play an active role in the cru-
cial fundraising phase. Entrepreneurs, or small business owners, upload information 
on their products on these crowdfunding platforms to pitch for investors’ support. 
To date (Sept. 2020), Kickstarter has funded $4.76 billion dollars in projects and 
Indiegogo has funded over $1  billion  dollars in projects  (Indiegogo, 2020). The 
crowdfund platform users then visit the platforms to support the products they are 
interested in and/or invest in the projects that they find promising. On Kickstarter, 
advanced technological project category ranks the ninth in terms of the number of 
projects on Kickstarter, but it is ranked as the third largest project category in terms 
of getting funded. Over the years, there are 135 projects raised more than 1 mil-
lion  dollars per project, and the most popular project Arsenal intelligent camera 
assistant got $3,979,245 dollars pledged (Kickstarter, 2020).

For crowdfunding platforms users, due to a lack of accumulated prior knowledge 
of the business owners and the face-to-face communication cues, the key determi-
nant of a crowdfunding project’s success is its pitch, which is the project description 
content shown on the platform. Business owners describe details about their 
businesses to facilitate platforms users’ purchase or investment decision-making. 
Prior research has shown that the content of entrepreneurial pitching can heavily 

1 “DT” (e.g. Tabrizi et al., 2019; Vial, 2019) and “DX” (e.g. IDC, 2019) are used interchangeably 
for “Digital Transformation” in the past literatures.
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impact the investors’ decisions (Ahlers et  al., 2015; Gorbatai & Nelson, 2015; 
Parhankangas & Renko, 2017).

Following Parhankangas and Renko (2017), we built the theoretical foundation 
of this study based on the Language Expectancy Theory (Burgoon, 1995). We pro-
pose that technology entrepreneurs may achieve a better crowdfunding outcome 
when they explicitly connect their projects to the trendy technology transformation 
by adopting certain keywords that make their campaigns more attractive to their 
target audiences.

Using web-crawled project information from two of the top U.S. crowdfunding 
platforms, Kickstarter and Indiegogo, we tested our hypotheses using a sample of 
technology campaigns. We extracted the technology keywords from the pitches and 
found that entrepreneurs’ usage of trendy technology transformation terms led to a 
significant contribution in terms of dollar amount raised on these crowdfunding 
platforms. In line with our prediction, we found that using relevant technical terms 
contributed to the success of project campaigns across different platforms. The 
results were significant especially for the Kickstarter platform and were marginal 
for the Indiegogo platform.

This study contributes to the entrepreneurship (especially social entrepreneur-
ship) literature in the area of crowdfunding with a special focus on technological 
entrepreneurship, and the results shed light on guiding entrepreneurs in terms of 
how to compose pitches in their fund-raising conversations.

2  Background and Theory

2.1  Technology Advancements and Entrepreneurial Innovation

The seminal entrepreneurship literature positioned innovation as crucial to entrepre-
neurial development (Schumpeter, 1934; Quinn, 1979). Innovation refers to “creat-
ing and introducing original solutions for new or already identified needs” (Quinn, 
1979). Throughout the history of entrepreneurship, the successful entrepreneurship 
establishments are always built on various types of innovations, including the inno-
vation in the form of new products or business solutions (Link et  al., 2007). 
Therefore, entrepreneurs are always at the frontline of incorporating innovations to 
their businesses.

Innovation is multidisciplinary, it may happen in different contexts including 
technology, management, policy, and so on. Here, we focus on the technology 
focused innovation, which referred as “technovation” (Agarwal & Selen, 2006). 
Technovation happens in a continuum (Nambisan & Sawhney, 2007) from minor 
alterations to dramatic paradigm shifts (Agarwal & Selen, 2006). For example, in 
terms of cell phones, the minor alterations can be regular updates on the existing 
products: cell phone screens go larger from 4.8 to 5.6 in. Such changes may improve 
the cellphone functionality but most of the users may not experience any counter 
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intuition. While a paradigm shift can be as groundbreaking as changing from 
keyboard- based cellphones to touch-screen cellphones that completely revamped 
consumers’ perception of cellphones and their cellphone usage.

Technological advances generated from foundational science such as physics, 
linguistics, and biology have developed exponentially and induced many ground-
breaking technovation. Such technovation typically “involves many disruptive tech-
nologies which together enable disruption of industry structure, perhaps accompanied 
by substantial product, service process and/or organizational innovation” (Millar 
et  al., 2018). Taking “recorded music” as an example, back in 1980 and 1990s, 
recorded music is either in form of tapes or CD records, each may contain 10–15 
songs. As the memory device got smaller and exponentially powerful, MP3 devices 
occupied more market. Later, as small liquid crystal screens became available and 
affordable, the portable media players took over not only the music recording mar-
ket but also cannibalized the video recording market. In the early 2000s, more con-
sumers were using their cellphones to store hundreds of songs and videos. Nowadays, 
consumers do not even bother how and where to store their music, they have them 
in the cloud storage which does not even occupy any physical storage space any-
where offline. At the same time, more and more consumers have started to take 
advantage of the AI technology and let their computers or cellphone programs rec-
ommend music depending upon their music playlist, user selected genres, or even 
user activities on other platforms. The technovation in the music record industry is 
a representative example of how technovation has impacted everyone’s daily life.

Scattered changes also happen in various contexts as we stepped into the “third 
industrial revolution” represented by the internet-of-things (Rifkin, 2011). As “the 
gathering place for all those who thrive on the business of consumer technologies” 
(CTA, 2019). The Consumer Technology Association (CTA) tracked different types 
of technological advances during 2015–2018 as summarized in Table 1. Here, we 
review the focal technological advances that were mentioned more than once from 
2015 to 2018 in detail since they could be more representative, distinguishing, and 
impactful among all.

Artificial intelligence (AI) refers to the autonomous response of an entity as a 
result of its observation of the surroundings (Pomerol, 1997). AI simplifies human 
life by providing effective and efficient response and decision-making on many 
matters. Such decisions are made by computers and are automatically based on a 
series of factors taken into consideration. Computers learnt to make decisions by 
massive learning and processing of large number of historical cases and observa-
tions, while their decision rules are based on the foundational computational logics 
that were initially written by human computational scientists.

Nowadays, AI is widely adopted in different contexts. In consumer relationship 
management (CRM), AI provides efficient consumer services 24/7 regardless of the 
locations. The online shopping assistants can answer a wide range of questions from 
“Does this pair of shoes fit well?” to “My package went missing, what should I do?” 
by learning from the embedded dataset of example conversations with other con-
sumers and its own experience communicating with other consumers. AI also helps 
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Table 1 Technology advancement types during 2015–2018

Occurrences Technology advancements

2015/2016/2017/2018 Artificial intelligence
2015/2016/2018 Smart home
2016/2017 Augmented reality

Blockchain
2017/2018 Digital health
2015 Unmanned aerial vehicle

3D printer
Internet-of-things
Big data
Machine learning

2016 Virtual reality
Near-field communication
Content streaming
4k Ultra TV
Smart city
Sharing economy
Natural language processing

2017 Digital assistant
Autonomous vehicles
Voice assistant

2018 5G
Edge computing

Third-Party Source: Summary of the CTA technological advances 2015–2018

with decision-making in many cases. For example, the trendy investment software 
Robinhood provides a metrics called “analyst ratings” to indicate the level of ten-
dency to purchase stock, and the stock with a higher rating in terms of “purchase” 
will generate more buyers and purchases. Also, Facebook’s “friend-based” recom-
mendation system would recommend a user to buy items his or her friend recently 
bought; while the Amazon “purchase-based” recommendation systems provide cus-
tomers with “more to consider” according to its memory of other consumers’ pur-
chasing records. More advanced adoptions happen in the healthcare industry where 
the Da Vinci Surgical System is adopted in complex cardiovascular and gynecologic 
surgical procedures to reduce the unnecessary and undesired invasiveness of the 
procedures.

Smart home technology refers to the remote controlling technology that is real-
ized by using LAN to connect different home devices. When connected via internet, 
the home devices including washer, dryer, lightings, TV, alarming systems, all 
become important constituent of the internet-of-things (IoT). The smart home 
devices can be a $15 smart charger that enables remote control of a lamp using one’s 
smart phone 100 miles from home. It can also be a complex integrated command 
control center of a large community that services hundreds. Such system integrates 
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CCTV, ANPR (automated number plate recognition), gate barrier, control center in 
the central office, while access control, intercom on each client’s end.

Augmented reality (AR) refers to the usage of integrated devices to simulate real- 
life visual, auditory, haptic, somatosensory, and olfactory sensory modalities. Wu 
et al. (2013) summarized three major functions of AR, which are creating a combi-
nation of real and virtual worlds, facilitating real-time interaction and implementing 
accurate 3D registration of virtual and real objects.

The realization of AR is based on various technological advancements including 
hardware devices such as high-capacity processor, retina display, projectors, and 
sensors and input devices such as tracking devices like cameras, speech recognition 
systems, or body wears such as eyeglasses, contact lens, wands, stylus, pointer, 
gloves, and so on. The implementation of AR benefits in various industries includ-
ing help visualizing urban design, architecture, manufacture, and archeology proj-
ects, facilitating constructive, cost-effective, and vivid education processes in 
various STEM (e.g., R swirl learning program), business (e.g., simulation projects), 
and art (e.g., virtual world-wide museum tours) disciplines.

Blockchain refers to “an open, distributed ledger that can record transactions 
between two parties efficiently and in a verifiable and permanent way” (Lakhani & 
Iansiti, 2017). By design, blockchain is embedded within a collectively adherent 
protocol among all blocks in a close ended network. Once recorded, the data in any 
block cannot be altered without the consensus of all blocks in the network (Raval, 
2016). The open and decentralized characteristics of blockchain technology offer 
more flexibility and security to users and suit the globalization trend in a more user- 
friendly way.

The most widely known implication of blockchain technology is the cryptocur-
rencies such as Bitcoin’s use of blockchain technology to record user transactions. 
Other financial and supply chain services including IMF, IBM, JP Morgan and 
Chase, Walmart, and so on also adopted the blockchain embedded services to track, 
distribute, and manage product and service flows and traffic. Nowadays, the block-
chain technology can be personalized as well, others cannot join without host per-
missions, which may offer new and wider adoptions on family financial management, 
copyright management, and so on.

Digital health refers to the convergence of a series of health-related technological 
advancements to implement precise and personalized healthcare delivery (Fadahunsi 
et  al., 2019). Digital health solution may include all of the above technological 
advancements. AI may lead to better decision-making utilizing the machine learn-
ing of all historical medical cases and treatment plans in different countries that is 
far beyond human knowledge base and come up with better treatment plans for the 
target patient. AR health solutions may provide quick and easy diagnostics for eas-
ier cases. For example, the patient can easily find a virtual doctor to get advices to 
treat minor scald or cut in a timely manner rather than waiting for a doctor’s appoint-
ment that is weeks from the accident at the same time looking at a big bill.
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During COVID-19, such advance is especially salient. To reduce the risk of virus 
transmission, telemedicine is being widely adopted across the U.S. to reduce unnec-
essary hospital visits for many patients with chronic diseases. In developing coun-
tries, the digital health solutions also reduce cost of medical care and treatment by 
providing medical care via cellphone communication.

The above technological advances provide entrepreneurs various opportunities 
and a sizable market to explore and exploit new products and solutions. In the his-
tory of entrepreneurship, even one single technology advance may generate multi-
ple successful businesses. For example, the development of internet triggered an 
endless list of successful businesses including Amazon, Google, Facebook, Airbnb, 
and so on. These have been the glorious decades for entrepreneurial development, 
and it also triggered the development of the entrepreneurship discipline. Nowadays, 
these technovation have provided more entrepreneurial opportunities than 
ever before.

Compared to large institutions with longer decision-making paths and generally 
a risk averse orientation (Quinn, 1979), entrepreneurship provides solutions through 
the technovation exploitation. Entrepreneurs can explore one or many of the above 
technological advances and exploit such innovations, to gain considerable competi-
tive advantages in the competitive investors’ market. Compared with other types of 
innovations, the technovation projects provide highly reliable, profitable, and sus-
tainable investment opportunities.

2.2  Start-Up Funding Sources

An entrepreneurial establishment’s capability to attract investment crucially impacts 
its success. At the same time, various types of investors are looking for profitable 
and sustainable projects to invest. In Table 2, we summarized the major features of 
representative types of entrepreneurial investors (Fried & Hisrich, 1988; Mian, 
1997; Hisrich et al., 2013; and so on), including self, financial institutions, angel 
investors, venture capitalists, government programs and institutions, and so on.

Other than the types of traditional investor programs shown in Table 2, in recent 
years, more and more entrepreneurial projects are receiving funds from crowdfund-
ing platforms. Crowdfunding has emerged as a crucial source of entrepreneurial 
funding in recent years. At different entrepreneurship development stages, entrepre-
neurs may seek financial support from different stakeholders such as family and 
friends, angel investors, venture capitalists, and commercial banks. For many start-
 up firms, fundraising through crowdfunding platforms is a trendy and effective way 
of funding early-stage company activities. According to Davis et al. (2017), crowd-
funding platform refers to “a democratic funding context that enables entrepreneurs 
to solicit financial capital from the general public in support of a specific purpose, 
such as developing a new product.” There are now a large number of crowdfunding 
programs in the world including the US. Statista (2020) report shows that the trans-
action value of US crowdfunding market has reached US$438.2 million in 2020 
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Table 2 Entrepreneurial financial investment sources (This table is a summary of a series of 
entrepreneurship fundraising sources reported by Fried & Hisrich, 1988; Mian, 1997; Hisrich 
et al., 2013)

Examples Timing and term Pros Cons

Self Entrepreneurs’ 
family and 
friends

Mostly short-term 
loans at the beginning 
stage of 
entrepreneurial 
development. The 
entrepreneur has more 
control over the fund 
usage

Usually easy to 
get, with low to 
0% interest rate, 
flexible contracts

Small amount of 
investment or loan; 
the loose contract 
may lead to 
conflicts and harm 
interpersonal 
relationship

Financial 
institutions

Commercial 
banks

Can be short- or 
long-term loan, 
suitable at all 
development stages; 
the banks have more 
control over the 
funding usage and 
term of loan

Relatively large 
amount of 
investment; 
professional 
contract to protect 
both parties

Need to provide 
pawns; need to pay 
for interests; need 
to go through strict 
review and 
screening 
processes

Angel 
investors

Private parties Typically, short-term 
investments at the 
beginning stage of the 
process; the investor 
has more control over 
the term of investment

The investment is 
very helpful for 
entrepreneurs, 
and it can be very 
profitable for the 
investor

The investment can 
be risky for the 
investors

Venture 
capitalists

Corporations Can be short- or 
long-term investments, 
typically happen at 
later development 
stages, both parties 
need to reach a mutual 
agreement on the 
investment terms

Relatively large 
amount of 
investment; solid 
contract to protect 
both parties

Need to share 
interest or equity; 
risking lose control 
over the firm; need 
to go through 
competitive 
process

Government 
programs

Small business 
associations 
(SBA)

Typically, in form of 
loans

Low or 0% 
interest rate; solid 
contract to protect 
both parties

Need to go through 
strict review 
process, 
competitive among 
many others

Institutions Universities, 
organizations, 
and groups

Can be in various 
forms including 
equipment, space, 
knowledge, and small 
amount of investment; 
the institutions have 
more control over the 
funding usage and 
term of loan

Low or 0% 
interest rate; 
partnership with 
mentors; other 
accessible 
resources

Financially smaller 
amount of 
investment; the 
investors may 
desire share of 
interest; need to 
create positive 
word-of-mouth for 
the institution

Third Party Source: Authors’ summary of a series of entrepreneurship fundraising sources reported 
by Fried and Hisrich 1988, Mian 1997, and Hisrich et al. 2013
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with a possible annual growth rate of 6.7%. The more established and known 
U.S. entrepreneurial crowdfunding platforms are Kickstarter, Indiegogo, and 
GoFundMe.

Entrepreneurial establishments raise funds through crowdfunding in two ways: 
(a) sharing equity (FTC permitted equity crowdfunding as of October 2016). In this 
way, entrepreneurs can collect money via trading portions of the company’s equity 
with the investors; (b) product selling, where the main purpose is on bringing up 
awareness by promoting and selling company’s products/services to reach a broader 
consumer base to gain financial profits.

This chapter focuses on the second way of fundraising via promoting products 
and/or services. The literature introduces multiple ways to achieve entrepreneurs’ 
fundraising goals on a crowdfunding platform. Fundraising may be proceeded in the 
following ways per types of returns offered to the investor (e.g., Shneor et al., 2020):

 1. The entrepreneur asks for a relatively small amount to invest (say <$10) and 
offer the investors only virtual feedback (e.g., subscribe to updates about the 
ongoing project, virtual hug, and so on).

 2. Crowd donating is another way for entrepreneurs to achieve their fund-raising 
goals. Entrepreneurs can ask for the backers to donate a “name your amount” or 
a suggestive amount of money to the project. Such donation builds on the back-
ers’ good will to help the entrepreneurs continuing the project under development.

 3. The entrepreneur asks for a moderate amount to invest (around $100) and offers 
the investors a personal conversation with a member of the entrepreneur team. 
Such conversations build interpersonal relationship between the investor and 
entrepreneur, which may lead to further collaborations between the two.

 4. The entrepreneur collects prepaid funds from investors’ preordering of product/
service, so that the investors were guaranteed to receive the first batch of the 
product/service rather than obtaining access to the product/service via lottery as 
other customers.

 5. The entrepreneur collects prepaid funds from investors’ preordering of product/
service with a discounted prize, which are typically unavailable during regular 
selling cycles.

 6. The entrepreneur collects prepaid funds from investors’ ordering of the beta edi-
tion or early access to the product/service, which are typically unavailable dur-
ing regular selling cycles.

 7. The entrepreneur collects prepaid funds from investors’ ordering of customized 
product/service, which are typically unavailable during regular selling cycles.

 8. Entrepreneurs can also fundraise via crowd lending. Crowd lending also known 
as P2P lending has emerged recent years as an innovative way for new ventures 
to get funded. Rather than collecting financial resources from a professional 
financial agency, the individual lenders are collectively helping business ven-
tures gain necessary financial resources for its future development (Adhami 
et al., 2019).

Studies on crowdfunding have been popular in recent years. This literature 
diverges in two streams: one is to understand how business owners can facilitate 
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successful crowdfunding outcomes, and the other is to understand how crowdfund-
ing investors make their investment decisions. Both parties are looking to obtain 
utility from this crowdfunding process. In this study, we are primarily interested to 
see how entrepreneurs facilitate crowdfunding success in the technological crowd-
funding area.

From the past studies, the literature about business owners and entrepreneurs 
have shown that the proposed project quality (Mollick, 2014) and difficulty (Zheng 
et al., 2014) predicts crowdfunding success (Mollick, 2014), while serial entrepre-
neurs tend to do a better job compared to novice entrepreneurs (Buttice et al., 2017). 
Unlike a face-to-face conversation with angel investors or venture capitalists, con-
versations via crowdfunding platforms lacking multiple cues to build mutual under-
standing and trust between business owners and investors, which make the 
description of the project crucial for trust establishment (Gafni et  al., 2019) and 
investment decision-making (Parhankangas & Renko, 2017). Belleflamme et  al. 
(2012) highlighted the importance of tapping on the matching crowd at the early 
stage of crowdfunding process to build a community with mutual benefits. It was 
important that the investors and project hosts are able to obtain utility by commit-
ting to the project at early stage.

The success of crowdfunding projects can also be studied from the perspective of 
quantitative vs. qualitative factors in the crowdfunding process. Multiple studies 
from the past have demonstrated the practices of crowdfunding in the context of 
new venture projects. Cordova et al.’s (2015) study on determinants of crowdfund-
ing success from technology projects also showed that project funding goals 
requested by the investor, project durations, average funding amount per person 
were all significant predictors for determining the success of projects on the crowd-
funding platforms. Studies found that the entrepreneurs’ demographic characteris-
tics such as ethnicity (Younkin & Kuppuswamy, 2018), gender, and seniority 
(Sauermann et al., 2019) may also shape their crowd fundraising outcomes. Further, 
international fundraising studies also confirmed the importance of quantitative ele-
ments in entrepreneurial fundraising process is generalizable across cultural and 
geographic boundaries. Wang et al. (2018) found that in China, [the potential inves-
tors’] “comment quantity, comment sentiment, reply length, and reply speed are 
positively associated with the fundraising success” (Wang et al., 2018, p. 106).

In addition to the aforementioned quantitative and qualitative elements which are 
often measured in previous studies, there is another stream of literature about 
“entrepreneurial pitches” which also seem to be relevant to the success of a crowd-
funding project. Entrepreneurs may frame the campaign pitches to be more under-
standable and relatable to the crowdfunding platform users to boost the success of 
entrepreneurial campaigns (Parhankangas & Renko, 2017). More than that, social 
relations magnify local altruism and, in turn, gain crowdfunding success (Giudici 
et al., 2018).

Similar to the concept of shared interests, pitching may amplify the likelihood of 
idea adoption and success of a project via the proactive effort of crowdfunding hosts. 
Pitching seems to be different from the concept of shared interests which are often 
spontaneous and mutually shared, thus less effort from pitchers. As a result, we 
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believe such qualitative contribution of entrepreneurial pitching in a project can 
directly affect the success of a project outcome, beyond the assumption of whether 
there is a shared interest from investors to begin with. Certainly, a commitment of 
investment may begin with shared interests, but often times these entrepreneurial 
pitching may provide additional cases of success through the efforts of entrepreneurs. 
Therefore, in the following section, a deeper discussion of the pitching and the use of 
language expectancy theory (LET) in hypotheses development will be provided.

2.3  Language Expectancy Theory 
and Hypothesis Development

As mentioned in the previous section, most of the crowdfunding investment deci-
sions are made based on the entrepreneurial pitches. In terms of entrepreneurial 
pitches, language used to pitch is the major medium used by the entrepreneur to 
carry an entrepreneurial project to the crowdfunding investors.

In general, language and usage are considered as a rule-based system where 
people communicate based on certain rules (Yeheyis et  al., 2016). The language 
usage rules can be simple, for example, witness may find us “nice” when we say 
“thank you” in response to someone did something good to us, and therefore, they 
are more likely to engage us in a friendship. On the opposite, they may find us 
“rude” when such rule is absent, that is, when we fail to say “thank you” in response 
to someone did something good to us. As a result, they would not form any friend-
ship with us.

Such rules can also be complex, thinking of the negotiation tasks, mock inter-
views, and business etiquettes students need to learn these specifically as a part of 
training in the business school. By all means, if the rules of language usage are vio-
lated, communication can be either inefficient or troublesome. In the persuasion lit-
erature, the language expectancy theory (LET) was proposed by Burgoon (1995) to 
explain communication strategies, attitudes, and behavioral changes based on the 
usage of linguistic rules of persuasion. Basically, LET explains how the expectancies 
of the language usage affect the process and outcome of a persuasion (Burgoon, 
1995). In terms of LET, we propose that when processing entrepreneurial pitches, 
explicit and salient inclusion of advanced technology terms may attract investors and 
lead them to invest more on those pitches compared to other pitches that failed to 
explicitly include such terms. Because the explicit featuring of such terms may help 
investors generate trust (Gafni et  al., 2019) and self-justification (Burgoon et  al., 
2018) toward their investment action. At a higher level, the amount of information 
and incentives of a project with keywords and relevant content can provide donors 
excitement and positive anticipation that the project can be rewarding to them.

Entrepreneurship literature has adopted LET in a few scenarios to explain the 
mechanism of the entrepreneurship pitch information processing. In general, posi-
tive rhetoric can signal crowdfunding success (Anglin et  al., 2018). Also, novel 
campaigns are more likely to attract less-frequent, large-sum investors (Horvát 
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et al., 2018). However, we observe no existing studies on how adoption of particular 
terms may lead to differences in fundraising outcomes.

H1: Technology crowdfunding projects that explicitly contain advanced technology 
terms gain more investments from the crowdfunding users.

H2: Technology crowdfunding projects that explicitly contain more advanced tech-
nology terms gain excessive investments from the crowdfunding users.

By combining the previously mentioned findings, we decided to conduct analyses 
on project themes from the key elements (e.g., technology) that entrepreneurs men-
tioned the project to see if they can help establish more meaningful and better connec-
tions via shared interests between successful entrepreneurs and investors. To study the 
crowdfunding project, we included quantitative measures such as project funding 
goal and final project funding amounts to help us determine the success of a project. 
In the crowdfunding platform context, we refer to all project description contents as 
“entrepreneurial pitches,” to give investors a comprehensive understanding of a ven-
ture, such pitches may include entrepreneurial story, risk and challenges, entrepreneur 
profile and credentials, and so on. The “pitching” aspect of a crowdfunding project 
matches with the discussion of shared interest mentioned previously, so we decided to 
use the textual analysis from the project description to understand the importance of 
entrepreneurial pitching. To capture other qualitative aspects of the project, we used 
both quantitative and qualitative measures such as project duration, project categories, 
project year, number of investors to serve on the project, and demographic controls.

3  Methods and Data Analysis

In order to understand whether and how specific technology innovation and future 
technology trends affect the fundraising outcome of entrepreneurial crowdfunding 
projects, we collected data from the following two sources: (1) consumer electronic 
show (CES) annual reports and (2) past projects from the two leading crowdfunding 
platforms—Kickstarter and Indiegogo. After the data collection and necessary data 
cleaning process using the text mining packages in R, the empirical analyses were 
then conducted to study our hypotheses. In each of the following sections, we pro-
vide a detailed description of the data source, data collection and cleaning process, 
the key variables used in our empirical models from the project data collected on 
each of the two crowdfunding platforms, and the final model results.

3.1  Data and Key Variables

We conducted the first step of our data collection by identifying the key innovations 
and technology trends featured in the annual “tech trends to watch” reports from 
CES from year 2015 to 2019. The innovations and technology terms highlighted in 
these annual documents from CES can help provide a credible and universal 
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Fig. 1 A keyword tree of technology transformation and trends. (Source: Authors’ own work)

standard as to what kind of technological applications have been found trendy in the 
market across different industries. The keywords highlighted as subtitle of each 
annual report were first recorded, followed by a careful examination of each para-
graph to ensure the content was matched with each keyword. Terms with abbrevia-
tions (e.g., internet-of-things as IoT, artificial intelligence as AI) or words with 
similar expressions or meanings are put into an aggregated level 1 category nested 
with an additional level of depth. As a result, a total of 27 unique keywords were 
identified in level 1, and a total of 66 unique keywords in both levels. A tree illustra-
tion of these keywords is shown in Fig. 1 below (limited to level 1 to reduce the size 
of the figure).

After the first step of data collection from CES annual report, we adopted a web 
crawler using Python to collect past projects (2015–2019) from our two case studies 
of Kickstarter and Indiegogo crowdfunding platforms. Kickstarter and Indiegogo 
platforms have been chosen specifically for the following reasons:

 1. Their overall financial impact: According to the platform announcements 
reported by Enventys Partners (2020), Kickstarter and Indiegogo have pledged a 
total of more than $6.5  billion for the projects hosted by them. Specifically, 
Kickstarter has raised over $5 billion and Indiegogo has raised over $1.5 billion.

 2. Geographical and social impact: Both crowdfunding platforms have provided 
services to entrepreneurs (e.g., start-ups) and visitors (e.g., investors) not only 
from different countries and continents but also for profit and nonprofit purposes, 
which contribute to significant geographical and social impacts. The diversity of 
projects on both of these platforms also indirectly provides a solid foundation for 
the generalizability of our study to different countries and organizations.
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 3. Number of technology-related projects hosted: Both official sites claim that 
they are the leading platform hosts for start-ups either in terms of the total num-
ber of projects or the total number of tech-related projects. While inspecting the 
number of projects hosted on the platforms, we found that tech-specific catego-
ries on both sites ranked as the top two categories in terms of the number of 
projects.

 4. Long project phases with detailed information: Both platforms are similar in 
terms of phases each project has to go through, and the amount of details required 
for being hosted on the platforms. The rich amount of description and the trans-
parent information of financial and number of backer support on both platform 
websites can provide a reliable base for our comparisons between the two 
platforms.

As to the specific topic categories of the trendy technology applications on both 
platforms, we decided to first focus on projects from four broad categories: “Tech,” 
“Game,” “Design,” and “Fashion.” These four categories appear to be the most pop-
ular and active categories in terms of project number across both platforms. In addi-
tion to that, we specifically chose these four categories because they are at the 
forefront of the latest technologies being adopted, thus projects in these categories 
would have a higher chance of benefiting from the adoption of latest technology 
transformation compared to other categories (e.g., “Comics,” “Food,” “Music”). For 
each project, we collected the following Project-level Information on Kickstarter 
platform: project link, title, year, number of project durations, number of support-
ers, the total dollar amount pledged or raised, and the project pitches in texts. 
Similarly, we also collected projects with similar genres and the same project infor-
mation from Indiegogo. However, the project duration information from the 
Indiegogo platform was unavailable.

The data were from around 2000 projects (N = 1984) from Kickstarter, with the 
project duration of 43  months (October 2015 to April 2019). There was a rather 
smaller sample of Indiegogo projects (N = 375), compared to that of Kickstarter with 
the project duration of 40 months (starting 3 months late, January 2016 to April 2019) 
due to unavoidable data accessibility and verification issues. We chose the specific 
time range based on both the availability of the data from both websites and the pur-
pose of covering a similar time window of the CES annual reports used in the data 
collection. A summary of projects data from each platform is provided in Table 3.

Table 3 Description of variables for empirical models

Summary information Kickstarter platform Indiegogo platform

Number of projects N = 1984 N = 375
Project year range Oct 2015–April 2019 Jan 2016–April 2019
Total money raised Over $240 million Over $157 million
Average money raised per project $121,410 $419,373
Total number of supporters N = 1,631,472 N = 717,305

Source: Authors’ own work
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Fig. 3 The top 10 advanced technology terms keywords featured on Indiegogo platform. (Source: 
Authors’ own work)

To understand the frequency of technology transformation keywords mentioned 
and featured across projects on the two crowdfunding platforms, we provided the 
top 10 keywords of each platform in Figs. 2 and 3.

We went through data cleaning to remove all the missing data points and errors. 
For the purpose of extracting and analyzing the content of all the project descrip-
tions across two crowdfunding platforms, we conducted basic text cleaning and 
mining in R using the “tm” and “SnowballC” package to remove punctuations, 
whitespace, numbers, common stopwords, and converted all the text into lower 
case. We then match each of the keywords identified from CES annual reports with 
the all entrepreneurial pitches to examine the presence of relevant advanced tech-
nology keywords.

Consequently, a document-term matrix including the matching of every single 
keyword with each document row (i.e., project) to identify the frequency of occur-
rence and whether there is an occurrence of any keyword term in each project. For 
the purpose of simplicity in future analyses, we created a dummy variable to indi-
cate the presence and absence of keywords per each entrepreneurial pitch, with the 
minimum of matching frequency at two times (instead of a one-time match to 
reduce matching of words used for just once or by random chance). In other words, 
the dummy variable is labeled as “1” if there is a match of any keyword, “0” other-
wise. Similarly, for multiple keyword matches, we create another dummy variable 
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Table 4 Description of variables for empirical models

Data 
type Variable name Variable description

Yi Total Amount Raised Outcome Measure: Total amount raised for a project in dollars 
($).

Additional Amount 
Raised Over Project 
Goal

Outcome Measure: Additional amount raised over project goal 
in dollars ($).

βi One Keyword Match Project Level Variable: 1 = if there is one keyword match, 
0 = no, baseline compared to having no match.

Multiple Keyword 
Match

Project Level Variable: More than one keyword match dummy 
variable 1 = if there is one keyword match, 0 = no, baseline 
compared to having no match.

Year Project Level Control Variable: A particular year this project 
was hosted

Ci Project Duration Project Level Control Variable: Number of days a project was 
on the platform

Number of Supporters Project Level Control Variable: Number of supporters 
indicating how popular a project is and how much support a 
project is getting from the crowds.

Source: Authors’ own work

indicating if there are multiple keyword matches. A description of data variables for 
the empirical model is provided in Table 4.

3.2  The Models and Results

To test our hypotheses of whether the explicit inclusion of trendy advanced technol-
ogy terms in a crowdfunding project pitch would help increasing the amount of 
funds raised, and thus the overall success, we established three linear regression 
models on the data collected from Kickstarter and Indiegogo platforms.

We established two models for the Kickstarter dataset based on two different 
dependent variables: the dependent variable for the first model was the “Total 
Amount Raised ($)” and the dependent variable for the second model was 
“Additional Amount Raised ($)” beyond the fundraising goal. Given the fact that 
there was a clear goal established for each crowdfunding project on the Kickstarter 
platform, we calculated the difference between “Total Amount Raised ($)” and the 
goal of total amount raised to see how much additional success can be achieved for 
a project involving trendy technology transformation versus that are not. The impor-
tance of additional success is of particular interest, because it reflects a clear mar-
ginal effect of technology transformation inclusion on the anticipated success of a 
project for entrepreneurs.

We ran three linear regression models to examine the hypotheses, and the study 
results are presented in Table 5.
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Table 5 Results of empirical models

Variables

Model 1 Kickstarter Model 2 Kickstarter Model 3 Indiegogo
DV: Total amount 
raised

DV: Additional amount 
raised

DV: Total amount 
raised

Estimate (S.E.) Estimate (S.E.) Estimate (S.E.)

Constant (β0) −21,160,000 
(1.03E+07)a

−25,240,000 
(9.91E+06)a

415,300,000 
(1.30E+08)b

Year (β1) 10,470 (5121)a 12,500 (4914)a −205,700 (64,390)b

Project Duration (β2) 1518 (464.1)b 1260 (445.4)b

Number of Supporters 
(β3)

105.4 (2.137)b 102.7 (2.051)b 136 (9.582)b

One Keyword Match 
(β4)

26,510 (12,290)a 15,340 (11,790) 56,650 (124,500)

Multiple Keyword 
Match (β5)

93,050 (16,300)b 69,050 (15,650)b 23,580 (16,300)c

Number of observations 1984 1984 375
R-squared 0.5744 0.5778 0.400

Note: Standard errors are reported in parentheses
Source: Authors’ own work
aIndicates significance at the 95%
bIndicates significance at the 99%
cIndicates significance at the 90%

Across three models, we found a consistent and significant positive effect of 
adopting advanced technology terms in entrepreneurial pitches across both plat-
forms. Model 1 and Model 2 refer to the Kickstarter platform. In terms of Model 11, 
the effects of one advanced technology term keyword match (β4 = 26,510, p < 0.05) 
and multiple advanced technology term keyword matches (β5 = 93,050, p < 0.01) 
were highly significant, compared to the projects not adopting any of the advanced 
technology terms in their entrepreneurial pitches. Model 2 further explained the 
relationship between adopting advanced technology terms and additional dollar 
amount raised beyond project goal on Kickstarter platform. The results of one key-
word match were not significant (β4 = 15,340, p > 0.05) while the multiple keyword 
matches (β5 = 69,050, p < 0.01) were highly significant, compared to project not 
featuring any of the advanced technology terms in their project description. For 
Model 3 refers to the Indiegogo platform, speaking of the funding raised, the result 
of one keyword match was not significant (β4 = 56,650, p > 0.05) but the multiple 
keywords match (β5  =  23,580, p  <  0.1) was marginally significant, compared to 
project not featuring any of the advanced technology terms in project pitches.

To control for the right-tail skewness of dependent variables “Total Amount 
Raised” and “Additional Amount Raised Over Project Goal” in our proposed mod-
els, we ran the log transformation (Da Cruz, 2018) on the dependent variables of 
each proposed models in Table 5. This normalization process via log-transformation 
on the dependent variables can also help us capture the proportional increase result 
from the changes in the independent variables. As a standard procedure, we inten-
tionally added 0.001 to any dependent cases containing “0” value to avoid 
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Table 6 Log transformation results of empirical models

Variables

Model 1 Kickstarter Model 2 Kickstarter Model 3 Indiegogo
DV: Log(Total 
amount raised)

DV: Log(Additional 
amount raised)

DV: Log(Total 
amount raised)

Estimate (S.E.) Estimate (S.E.) Estimate (S.E.)

Constant (β0) −145.2 (76.28)a −360.5 (130.6)b 2865 (306.9)b

Year (β1) 0.0762 (0.038)c 0.1819 (0.06477)b −1.414 (0.1521)b

Project Duration (β2) 0.0361 (0.003)b 0.0466 (0.00587)b

Number of 
Supporters (β3)

0.0004 (0.00002)b 0.00005 (0.00003)b 0.0002 (0.00002)b

One Keyword Match 
(β4)

0.6492 (0.09077)b 0.9110 (0.1555)b 0.4306 (0.2940)

Multiple Keyword 
Match (β5)

1.038 (0.1204)b 1.207 (0.2062)b 1.554 (0.3354)b

No. observations 1984 1984 375
R-squared 0.3085 0.2287 0.3773

Note: Standard errors are reported in parentheses
Source: Authors’ own work
aIndicates significance at the 90%
bIndicates significance at the 99%
cIndicates significance at the 95%

undefined value result from the log transformation of “0.” The results of log trans-
formation DV model were presented in Table 6. Overall, the results were consistent 
in direction and significance with the results presented in Table 5. Compared to the 
second model of “Additional Amount Raised Over Project Goal” in Table 5, the 
positive effect of one keyword match in the project on the dependent variable turned 
highly significant (β4 = 0.91, p < 0.05).

In additional to the independent variable estimates of the model, the relationship 
between control variables and the dependent variables was also worth noting. On 
Kickstarter platform, we found positive and significant relationship between the 
recency, project duration, and the number of supporters on the success of a project, 
indicating newer projects, projects with longer duration and more supporters are 
more likely to achieve a higher likelihood of success in crowdfunding. Such results 
may appear to be intuitive for the first two models, but they provided essential stra-
tegic insights on how to successfully establish crowdfunding projects on the 
Kickstarter platform, especially when it comes to seeking additional support beyond 
project goals.

Interestingly, we show a negative relationship between project recency and the 
amount raised of projects on Indiegogo platform, from which we may infer that a 
newer project is less likely to gain success in crowdfunding when compared to older 
projects.
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4  Discussion

The goal of our study was to examine the strategic placement of the technology 
transformation on crowdfunding entrepreneurship fundraising. More specifically, 
whether featuring trendy advanced technology terms in a project pitch can help 
entrepreneurs raise more funds on typical crowdfunding platforms.

Our hypotheses proposed a positive relationship between the number of advanced 
technology terms (at one keyword and multiple keyword matches level) mentioned 
in an entrepreneurial pitch and the crowdfunding outcomes in terms of the dollar 
amount raised. Through text mining and content analyses of the project pitches 
across two mainstream U.S. entrepreneurial crowdfunding platforms (Kickstarter 
and Indiegogo), we were able to match the keywords highlighted in CES annual 
trendy technology report with the keywords featured in each crowdfunding project 
pitch. The overall results supported our hypotheses that explicitly featuring advanced 
technology terms leads to significant increases in the amount of funds raised at the 
Kickstarter and Indiegogo platforms we studied. We found that entrepreneurial 
projects featuring these advanced technology terms are more likely to achieve more 
overall funding amounts (thus enhancing the proposal success rates), compared to 
projects without such terms.

For Kickstarter, featuring more than one type of trendy technology can further 
increase the success of crowdfunding proposals; this marginal effect provides 
important insights on how entrepreneurs can attain sustainable success in their proj-
ect funding on crowdfunding platform campaigns using additional technology 
transformation (reflected by the keywords mentioned). The results suggested a 
strong preference of crowdfunding investors on investing these trendy advanced 
technology projects featuring these keywords over other projects that are not in the 
same category. Similar findings were present on the Indiegogo case as well.

4.1  Managerial Implication and Contributions of the Study

Our study contributes to the ongoing research in two ways: (1) exploring future 
growth trends in strategic technology entrepreneurship and (2) the success factors of 
strategic crowdfunding operations in entrepreneurial competitions. Here, we note 
our contribution in both theoretical and managerial facets.

Theoretically, our results add new insights into the crowdfunding literature in the 
field of strategic entrepreneurship to further enrich this literature stream. Previous 
literature has indicated that communicating different content frames in crowdfund-
ing pitches may trigger consumer perceptions differently. While our study explicitly 
specified such findings into the trendy technological crowdfunding context. Our 
findings shed light on understanding the relationship between trend adoption (sig-
naled by the inclusion of emerging advanced technology terms in the entrepreneur-
ial pitches) and the practical success of entrepreneurship projects in fundraising.
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4.2  Adopting Technovation Terms Strategically 
in Crowdfunding

Practically, the findings of this research also provide strategic guidance to entrepre-
neurs pitching on crowdfunding platforms, as we emphasized that entrepreneurs 
need to focus on the little details to form a successful pitch. Not only the general 
message but also the specific terms used in a crowdfunding pitch may have a signifi-
cant impact on the success of the crowdfunding projects. Specifically, to gain a bet-
ter crowdfunding outcome, the entrepreneurs should make the technovation terms 
more explicit and salient in their crowdfunding pitches to effectively communicate 
the innovativeness of their projects, and leverage the congruence between the posi-
tioning of a technology project and the backers’ technovation schema.

Moreover, the findings of this research also shed light on how crowdfunding 
platforms can strategically improve the platform design features to better facilitate 
project successes. Entrepreneurs rely on a strategically designed crowdfunding plat-
form to better present their projects and gain crowdfunding successes. The study 
findings show the importance of explicit and salient technovation terms in getting a 
project funded. Therefore, more crowdfunding platforms can better help entrepre-
neurs reaching fundraising goals by revamping the platform design. For example, 
the platforms could utilize the “keywords” function to present the relevant techno-
vation terms saliently on the project page to the backers. To do that, the platform can 
ask the entrepreneurs to come up with their own technovation terms, or use machine 
learning to generate automatic technovation terms for different projects. The benefit 
of doing so is bi-fold. One, intuitively, the platforms could gain more commissions 
due to hosting more successful entrepreneurial pitches. Two, the platforms that 
adopted such innovation on platform design may gain more customers including 
entrepreneurs and backers because of the positive brand image due to professional 
technovation adoption.

Such findings can also be generalized for entrepreneurs and other crowd- 
financing platforms including crowd lending, equity crowdfunding, crowd donating 
platforms, and so on. Therefore, utilizing specific, salient, and explicit technovation 
terms may lead to crowdfunding success.

From managerial and practical perspectives, our findings encourage a strategic 
utilization of technovation terms in crowdfunding pitches and crowdfunding plat-
form design. When entrepreneurs are able to make the technovation terms explicit 
and salient in their pitches, they are more likely to raise more funds; when a plat-
form can adopt a strategic design and facilitate salient appearance of technovation 
terms in consumer pitches, the platforms benefit from that as well. Therefore, both 
entrepreneurs and the crowdfunding platforms gain competitive advantage from 
making technovation terms more salient, which otherwise may fail to do so. 
Therefore, our results may guide entrepreneurs’ practices in terms of facilitating 
successful online crowdfunding campaigns by simply incorporating the advanced 
technology terms in the relevant technological crowdfunding events and communi-
cating through their pitches.
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By highlighting the importance of communicating strategic implications through 
innovation, especially the technovation relevant innovations, the study encourages 
more STEM relevant crowdfunding funding practice, which benefits the emerging 
advanced technology industry, and the knowledge economy as a whole keep the 
vitality and the desirability of wealth creation for the society at large.

More conversations about these trendy technologies should be encouraged when 
establishing project proposal on different crowdfunding sites. Indeed, the chances 
for early project and entrepreneurial success seem more feasible when entrepre-
neurs ride with the trendy technology transformation tide compared to doing other-
wise and make those terms visible and salient to the potential investor. Our results 
highlight the importance of incorporating and communicating the right keywords in 
a crowdfunding pitch. The investors have certain expectations when they read and 
process an entrepreneurial pitch, while the explicit presentation of one or more 
trendy “advanced technology” terms may help with the justification of an invest-
ment decision.

There is generally a mutual expectation on an outcome emerging from the estab-
lishment of sponsorship between the project investor(s) and project host(s) via an 
agreement. Along the similar line, we would also encourage the strategic investment 
plan of the investors and crowds to pay attention to the following key points: (1) The 
higher likelihood of success of a project is positively correlated with the number of 
potential investors who can be attracted to the project based on well-communicated 
descriptions. Thus, investing in projects with trendy technological innovations can 
naturally increase the likelihood of investor receiving the corresponding return as a 
result of popularity and bandwagon effect (2). Although not all trendy technological 
transformations are equally perceived and followed in reality, we were able to see 
the similar patterns occurring in adjacent years (see Fig. 1), meaning that techno-
logical innovations can improve and evolve with a more generous time window. 
From an investment perspective, projects carrying the terms identified in our study 
based on CES annual report were able to help achieve the successful outcome in the 
similar way (3). Having multiple focuses and terms highlighted in the description 
can be a good strategy based on the outcome we observed. There is certainly an 
additional effect to the success of outcome.

As we have previously discussed, the popularity and similarity of both Kickstarter 
and Indiegogo platforms as well as the significant impact of our findings may offer 
insights and new practical solutions to those smaller but similar crowdfunding sites 
in the crowdfunding platform market. By hosting and supporting projects featuring 
trendy technologies, platforms can potentially encourage more start-ups and inves-
tors to participate in the crowdfunding campaigns. This is particularly meaningful, 
given the fact that the crowdfunding market and the overall impact of this type of 
micro-financing practices are becoming increasingly popular in the future. 
Specifically, for instance, to achieve crowdfunding success, the entrepreneurs may 
want to explicitly incorporate more trendy or professional terms so that the potential 
backers may efficiently capture the keywords and justify their investment decisions. 
Such results may also be generalizable to other contexts and crowdfunding 
platforms.
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4.3  Limitations and Future Research Direction

We adopted the econometric approach to account for alternative explanations; how-
ever, randomized experiments or field experiments may bring us closer to causal 
conclusions (Antonakis et al., 2010). Furthermore, the content analysis of entrepre-
neurship pitches is based on a fuzzy count of keywords, which can be somehow 
imprecise.

In addition, two other limitations of our study offer promising directions for 
future research. On the one hand, we considered only four types of entrepreneurship 
crowdfunding projects. However, the incorporation of advanced technology may 
also spillover to more project categories, such as art or film. We have not explored 
such an effect across project categories on each of the platform in this study. Future 
research might use crowdfunding data from other categories to dive deeper into 
investment behaviors in other product contexts and show how such incorporation 
may differ across different product categories.

Moreover, like many other crowdfunding focused studies, the current study only 
looks at two of the top U.S. commercial crowdfunding platforms, which may pro-
hibit us from generalizing our results to various crowdfunding platforms around the 
world. Future research may address practices in other crowdfunding platforms in 
varied national and sectoral contexts, such as social crowdfunding platforms, equity 
crowdfunding platforms, across the globe.

5  Conclusion

We conclude that the strategic entrepreneurship pitching by entrepreneurs at crowd-
funding platforms will find investors as more likely to invest in emerging advanced 
technology ventures. Those entrepreneurs presenting their technology projects with 
explicit and salient inclusion of advanced technology technovation terms will be 
more successful in acquiring funds through crowdfunding. According to the lan-
guage expectancy theory, such well-communicated pitches articulating the technol-
ogy investment perceived as having strategic implications will more likely to signal 
success and attract investors due to the matching schema thus supporting strategic 
entrepreneurship.
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Technology-Based Entrepreneurship: 
Venture Inception, Entrepreneurial 
Aspirations, and Background

Virginia Simón-Moya, Maria Orero-Blat, and Domingo Ribeiro-Soriano

Abstract Technology-based entrepreneurship has been studied from a range of 
perspectives. However, this research area still needs further development. We con-
ducted qualitative analysis of seven cases of start-ups in the Spanish entrepreneurial 
ecosystem. To do so, we have conducted semi-open interviews, the information 
from which we have contrasted with data from the venture’s website in order to 
triangulate the information. Our aim was to detect relationships between the back-
ground and aspirations of entrepreneurs and the inception type of their ventures. 
Here, inception type refers to the system or structure within which an entrepreneur 
chooses to develop a venture. The results show that novice entrepreneurs accumu-
late a strong industry background but lack entrepreneurial experience and business 
knowledge. Hence, they usually choose to nurture their ventures within a business 
ecosystem. By contrast, habitual entrepreneurs already have entrepreneurial experi-
ence in the sector, so they fit more closely with the theoretical concept of the 
‘garage’ or lone entrepreneur.

Keywords Technology-based entrepreneurship · Entrepreneur’s background · 
Entrepreneur’s aspirations · Venture inception

1  Introduction

The study of entrepreneurship is justified by its contribution to the economy (Minniti 
et al., 2006). In the case of technology-based entrepreneurship (TBE), this contribu-
tion seems even stronger. TBE not only influences traditional factors such as 
employment and GDP but also contributes through a high degree of innovation. 
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Therefore, the analysis presented in this chapter is justified by the very real and 
meaningful contribution of TBE to the local, regional and national economy.

From a practical point of view, studies of TBE are an important way to determine 
the success factors that enable entrepreneurs to overcome the liability of newness 
and the liability of smallness that new firms usually face (Bruderl & Schussler, 
1990). It is thus possible to identify the ventures most in need of help and support 
or the ones that public administrations should endeavour to promote and nurture. 
Identifying these ventures is crucial to establish an adequate subsidy system for new 
companies. From a theoretical perspective, studying TBE is important for the con-
tinued advancement of knowledge of entrepreneurship. Nicholls (2010) alluded to 
the ‘preparadigmatic field of research’ of social entrepreneurship to encourage 
research and empirical studies in this area. However, there are so many types of 
entrepreneurship that the same reasoning may be applied to, one of those being TBE.

Some researches on TBE have addressed the first steps of venture constitution 
from a theoretical point of view (Hsu, 2008). Others have done so from the perspec-
tive of innovation, building on the innovation literature (Ziedonis, 2008). However, 
there has been little research on TBE from the perspective of its very inception, 
which refers here to the conditions under which TBE occurs. To help fill this gap in 
the research, this chapter summarises the core literature and develops a qualitative 
method in which the central actors of TBE—the entrepreneurs themselves—form 
the focus of the study.

The first part of the chapter centres on the theoretical framework, providing a 
literature review of TBE conditions. Two key sets of factors are considered. The first 
is the entrepreneur’s background. In this part, the most important features of entre-
preneurs are reviewed. The second part discusses the types of venture inception 
(lone entrepreneurship vs. entrepreneurship within an ecosystem) and explains the 
main sources of opportunity discovery. After that, the interview method is described. 
Finally, the results and conclusions are presented.

2  Theoretical Framework

2.1  Technology-Based Entrepreneurship

Although scholars have not yet agreed on a single definition of TBE, it seems that 
all new technology-based firms have certain features. For example, they usually 
have growth potential, need external financing and focus on internationalisation. 
They also cluster in certain areas, are often spin-offs from other organisations and 
arise in incubators or science parks. Moreover, they support technology transfer, are 
created by teams and are run by entrepreneurs who usually have higher education or 
university studies (Rodríguez-Gulías et al., 2016). The literature also reveals a con-
sensus that TBE entails the recognition and exploitation of opportunities in relation 
to a technological solution (Ratinho et al., 2015). The most consistent feature of 
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TBE is its high investment in technology and R&D (Camisón-Haba et al., 2019) and 
indicators of high innovation performance (Camisón-Haba et  al., 2019; Hussain 
et al., 2019). Hence, this field of study represents a challenge for researchers. When 
addressing entrepreneurship, the focus is usually on management studies. However, 
when addressing TBE, the focus is on diverse academic areas (Hsu, 2008). One of 
these academic areas is, of course, management, but technical areas must also be 
considered.

One of the central figures in entrepreneurship is the entrepreneur. Entrepreneurs 
have been studied from different approaches such as their educational background 
(Van Praag, 2003), their motivation (McMullen et al., 2008; Shane et al., 2003), 
their personality traits (Marcati et al., 2008) and other factors such as age and gen-
der (Bau et al., 2017). TBE entrepreneurs have been studied from the point of view 
of their knowledge, with a distinction drawn between commercial and technical 
knowledge (Hsu, 2008). These two types of knowledge can come from an entrepre-
neur’s education and/or experience, depending on the source of knowledge acquisi-
tion (Gray, 2006).

Linked to the background of entrepreneurs, and thus their knowledge, are their 
entrepreneurial aspirations (Santisteban, 2019). Entrepreneurial aspirations refer to 
whether the entrepreneur is a novice or habitual entrepreneur (Plehn-Dujowich, 
2010). Novice entrepreneurs are those who ‘launch a business for the first time’ 
(Plehn-Dujowich, 2010: 377). Habitual entrepreneurs include serial and portfolio 
entrepreneurs. Serial entrepreneurs are individuals who undertake businesses 
sequentially, whereas portfolio entrepreneurs run more than one business at the 
same time (Plehn-Dujowich, 2010).

A separate issue, yet one that is also related to the entrepreneur’s background and 
entrepreneurial activity, is the venture inception, or the conditions surrounding the 
origin of the venture. This factor refers to the circumstances in which the venture is 
undertaken. Ventures can be created in isolation, with no financial or advisory sup-
port and no network or links to other entrepreneurs. However, ventures can also be 
founded in an entrepreneurial context—for example, as a spin-off—or within a clus-
ter or business incubator.

Of these three factors, two (background and entrepreneurial aspirations) depend 
on the entrepreneur, and one (venture inception) is linked to venture context. These 
three factors form the core of this research. Our main goal is to establish possible 
relationships amongst these factors in technology-based entrepreneurship (TBE).

2.2  Entrepreneurial Factors

2.2.1  The Entrepreneur’s Background

Regardless of the type of entrepreneurship, scholars agree that education and expe-
rience are important considerations. Both are usually linked to better recognition of 
entrepreneurial opportunities (Shane, 2008a, b), which typically leads to superior 
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performance (Headd, 2003). The knowledge that comes from an entrepreneur’s 
background may be general or specific. General knowledge ‘can be used to solve 
any problem in any area’ (Tricot & Sweller, 2013: 266). Specific knowledge, on the 
other hand, ‘can lead to action permitting specified task completion over indefinite 
periods of time’ (Tricot & Sweller, 2013: 266). The relative importance of each is 
an open question that some authors have attempted to answer (Van Praag, 2003).

This chapter focuses on TBE. In this area, the debate takes place on other terms. 
It seems that when TBEs are created, two types of specific knowledge are crucial: 
commercial knowledge and technical knowledge. The relative importance of each 
one depends on the stage of the start-up (Hsu, 2008). Thus, for a start-up that is in 
its initial phase, or even in the phase of entrepreneurial intention (GEM, 2020), the 
relative importance of technical knowledge is high. By contrast, for an established 
venture, the relative importance of technical knowledge is lower. In this case, com-
mercial knowledge is highly important in relative terms (Hsu, 2008).

Despite considering these two types of specific knowledge separately, it seems 
reasonable to think of general and specific knowledge not as watertight compart-
ments but rather as a continuum in which knowledge can vary in its degree of speci-
ficity. The commercial knowledge needed to create a venture may be common to 
several businesses. In contrast, technical knowledge is specific for each type of busi-
ness. Hence, technical knowledge has a higher degree of specificity than commer-
cial knowledge.

The high degree of specificity of technical knowledge in some sectors can be an 
issue, as is the case in TBE. For Hsu (2008: 372), the bounded rationality of entre-
preneurs, combined with certain routines and learning myopia, can locally circum-
scribe the ‘technological search process’, which refers to the process of opportunity 
search in TBE.  In addition, the tacit nature of technical knowledge hinders its 
exchange through social interactions (Hsu, 2008). Business clusters are a good way 
of dealing with this issue. Geographical proximity helps capture knowledge spill-
overs from competitors or similar ventures, increasing a venture’s absorptive capac-
ity (Cohen & Levinthal, 1990). Aware of its importance, entrepreneurs try to develop 
their absorptive capacity by increasing their stock of education and experience on 
the technical side (Gray, 2006). Doing so can help them ‘recognize the value of new, 
external information, assimilate it, and apply it to commercial ends’ (Cohen & 
Levinthal, 1990: 128). Also, by searching out a good partner with whom to form 
‘learning alliances’, entrepreneurs can exploit the knowledge created by others 
faster than creating knowledge on their own (Lane & Lubatkin, 1998).

In terms of commercial knowledge, regardless of the type of entrepreneurship, 
one of the most important factors seems to be awareness of the sector. This aware-
ness means knowing how clients and suppliers work and which routines and 
resources are most valuable to outperform competitors (Hsu, 2008). In this case, 
just like in the case of technical knowledge, knowledge transfer has a crucial role. 
The transfer here is more closely related to experience in the same sector, as both an 
employee and an entrepreneur. Hence, in most cases, successful TBE ventures are 
spin-offs from successful parent firms (Hsu, 2008). The recombination of 
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knowledge from the parent firm to the spin-off creates a pool of knowledge that can 
be very useful in terms of commercial knowledge for new ventures (Kotha, 2010).

2.2.2  Entrepreneurial Aspirations

Entrepreneurial aspirations likewise depend on entrepreneurial characteristics 
(Santisteban, 2019). When individuals decide to constitute a venture, they do so for 
some reason. The recognition of entrepreneurial opportunities is ‘a complex func-
tion of active search, problem solving ability, prior knowledge, and serendipity’ 
(Hsu, 2008: 371). The ‘active search’ referred to in this statement suggests that find-
ing entrepreneurial opportunities involves the pursuit of those opportunities. The 
implication is that entrepreneurs have a sort of ‘entrepreneurial alertness’ (Kirzner, 
1979: 11) through which they explore the opportunities that they later exploit. The 
title of this section, ‘Entrepreneurial aspirations’, refers to the consensus in the lit-
erature that some individuals seek to be entrepreneurs. The reasons why they do so 
are diverse, although the most common ones are the freedom that comes with start-
ing one’s own business, control over one’s time, personal wealth, security for one-
self and one’s family and recognition (Westhead et  al., 2005). The greater these 
motivations are, the more likely an entrepreneur is to start a business. These motiva-
tions, together with other entrepreneurial characteristics such as gender and age 
(Bau et al., 2017), differentiate those who try to constitute a venture just once and 
those who try repeatedly, despite previous business failures. Clearly, all entrepre-
neurs start a business for the first time and are thus novice entrepreneurs once 
(Westhead et  al., 2005). However, entrepreneurs may become habitual entrepre-
neurs if they decide to start a venture again. There are two types of habitual entre-
preneur: serial entrepreneurs and portfolio entrepreneurs (Plehn-Dujowich, 2010). 
The difference lies in whether the businesses are started sequentially or concur-
rently. Whereas serial entrepreneurs start a new business only once they have exited 
the previous one (whatever the cause for that exit may be), portfolio entrepreneurs 
run different businesses at the same time (Plehn-Dujowich, 2010). The importance 
of studying habitual versus novice entrepreneurs is twofold: the difference in busi-
ness performance (Plehn-Dujowich, 2010) and the major contribution of habitual 
entrepreneurs to the total rate of entrepreneurship (Westhead et al., 2005).

First, the study of performance differences is essential. Although the rate of busi-
ness failure in the early years is not exactly known, it is estimated that just 50% of 
new ventures survive for 4 years or more (Headd, 2003). This high failure rate early 
on is known as the liability of newness (Agarwal & Tripsas, 2008; Sarkar et al., 
2006). Often, this is compounded by the liability of smallness (Agarwal & Tripsas, 
2008; Bruderl & Schussler, 1990) and plays a crucial role in business failure, mak-
ing the failure rate of nascent entrepreneurship greater than that of established busi-
nesses (Headd, 2003).

Regarding the contribution of habitual entrepreneurs to the total rate of entrepre-
neurship, the study by Westhead et al. (2005) reported that 43.5% of the sampled 
firms were created by habitual entrepreneurs. However, those authors reported that 
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this proportion was higher than the one reported elsewhere. For example, Westhead 
(1988) revealed that, in Wales, 34% of new manufacturing firm founders were habit-
ual entrepreneurs. Taylor (1999) also reported that, across three samples, the country 
with the most habitual entrepreneurs was Australia, where 49% of surveyed firms 
were formed by habitual entrepreneurs. One of the most recent studies of the rate of 
habitual entrepreneurs amongst all entrepreneurs (Bau et al., 2017) showed that 25% 
of entrepreneurs in the sample were serial entrepreneurs. Nevertheless, the propor-
tion changed by age and gender of the entrepreneur. The moderating effect of these 
two variables shows that the option of undertaking a business or several businesses 
depends not only on the discovery of opportunities but also on life motivations. The 
analysis by Westhead et al. (2005) shows the differences between serial, portfolio 
and novice entrepreneurs. Their results suggest that whereas habitual entrepreneurs 
are more driven by motivations such as taking control of their own life, greater flex-
ibility and higher personal wealth, novice entrepreneurs seem to be more driven by 
necessity (GEM, 2020), since the rate of unemployment in the novice sample was 
statistically significantly higher than in the habitual entrepreneurship sample.

2.3  Inception Type

Most studies of entrepreneurship take both the venture itself and the venture cre-
ation process as their main units of analysis (Westhead et al., 2005). However, a 
shift in focus is necessary because before the venture, comes the entrepreneur. It is 
the entrepreneur who decides how the venture should be and determines what type 
of venture to create. Furthermore, depending on what type of person the entrepre-
neur is, the context in which the venture is created also varies. Specifically, a ven-
ture may be created within a business ecosystem or by a lone entrepreneur in 
isolation. This choice of where to develop the venture is referred to here as venture 
inception type.

2.3.1  The Lone Entrepreneur

Audia and Rider (2005) published a paper in California Management Review enti-
tled ‘A Garage and an Idea: what more does an entrepreneur need?’ The paper 
analyses the legend of the ‘garage entrepreneur’. The article begins by explaining 
the origins of Silicon Valley. It then takes a tour through stories of entrepreneurial 
success such as Hewlett-Packard (HP), Walt Disney, Apple, Mattel and Microsoft, 
all of which originated in a garage or a similar setting such as a basement, bedroom 
or kitchen. As the authors explain, the success stories behind their paper help to feed 
and maintain the garage legend, which ‘evokes the image of the lone individual who 
relies primarily on his/her extraordinary efforts and talent to overcome the difficul-
ties inherent in creating a new organization’ (Audia & Rider, 2005: 19). The reality, 
however, is more complex. It has been proven that the creation of a venture is a 
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process that needs more than a garage and an idea. Specifically, this process requires 
social relationships (Audia & Rider, 2005; Jenssen, 2001; Kim & Aldrich, 2005). 
The idea of lone entrepreneurs developing ideas with no other resources than their 
creativity offers the ‘wrong lessons’ and ‘inculcates an undersocialized view of the 
entrepreneurial process’ (Audia & Rider, 2005: 19). Nevertheless, despite the ide-
alised romantic idea of the lone entrepreneur and even though the process of discov-
ering or creating an opportunity may be viable, it is the exploitation of that 
opportunity that needs those social relationships. For example, Hewlett-Packard 
offers an illustrative case. Despite being one of the most paradigmatic cases of lone 
entrepreneurship, the exploitation of the ideas conceived by William Hewlett and 
David Packard also involved a social process. The creation of the first product, the 
audio oscillator, was a lone process. However, as David Packard explains in The HP 
Way (1995),1 the exploitation of the idea involved several other actors. After his 
graduation, Packard began working for General Electric. Some years later, William 
Hewlett designed the first product, an audio oscillator. Shortly afterwards came 
Walt Disney’s order to produce the film Fantasia. To continue with production, 
David Packard had to open a line of credit with Palo Alto National Bank. The great 
competitive advantage of the company was that it offered the cheapest product in 
the market of audio oscillators. Their only competitor, the General Radio founder, 
Melville Eastham, assumed that having two businesses developing the same tech-
nology would lend them credibility in the eyes of the customer. Based on this 
assumption, he provided Hewlett and Packard with valuable advice to develop their 
idea. One year after its creation, HP had ten employees; just 5 years after that, more 
than 200 people were working for the company. This tremendous growth occurred 
during the Second World War, when Hewlett and Packard’s company established a 
bonus system to overcome the wage freezes necessitated by the war effort. This 
system was the only way to pay workers extra for increasing their productivity. As 
this example shows, even the paradigmatic case of the garage legend entails a social 
process involving not only the entrepreneurs themselves but also other key actors.

2.3.2  The Business Ecosystem

The counterpoint to the lone entrepreneur is the collective entrepreneur. These 
entrepreneurs discover and exploit their ideas in a context of business and relation-
ships designed to constitute and develop a venture. Under this approach, ventures 
can be created within others or can be created as part of a cluster of ventures. 
Situations where ventures are created within others through spin-offs supposedly 
offer the most important source of TBE (Hsu, 2008). The reasons for this are diverse. 
However, it seems that one of the most widely agreed is summarised by David 
Audretsch (2008) in the form of the endogenous entrepreneurship hypothesis:

1 All the details of the Hewlett Packard case are taken from The HP Way: How Bill Hewlett and I 
built our company (Packard, 2006).
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According to the Endogenous Entrepreneurship Hypothesis, entrepreneurship is an endog-
enous response to investments in knowledge made by firms and nonprivate organizations 
that do not fully commercialize those new ideas, thus generating opportunities for entrepre-
neurs. Thus, although most of the literature typically takes entrepreneurial opportunities to 
be exogenous, … they are, in fact, endogenous, and systematically created by investments 
in knowledge. (Audretsch, 2008: 390)

The author builds on the idea that the knowledge production function does not 
work in microeconomic analysis. The knowledge production function offers a 
model in which firms invest in new economic knowledge (the input) to achieve a 
high degree of innovation (the output). Following this model, the higher the invest-
ment in R&D, the higher the degree of innovation. The model has been proven at 
industry and country level. Nevertheless, although larger firms are able to invest 
more in R&D than smaller ones, the evidence suggests that the degree of investment 
is not proportional to business size. Audretsch (2008) draws upon research by Arrow 
(1962) to explain the characteristics of knowledge resources. These are depicted as 
resources that are difficult to move and that have high asymmetries between indi-
viduals. These characteristics (resource heterogeneity and the difficulty of moving 
them) form the basis for evaluating the capacity of resources to generate a sustained 
competitive advantage (Barney, 1991). Furthermore, knowledge can act as an input 
for the output of entrepreneurship.

In either case, the knowledge worker will weigh the alternative of starting her own firm. If 
the gap in the expected return accruing from the potential innovation between the inventor 
and the corporate decision maker is sufficiently large, and if the cost of starting a new firm 
is sufficiently low, the employee may decide to leave the large corporation and establish a 
new enterprise. Since the knowledge was generated in the established corporation, the new 
startup is considered to be a spin-off from the existing firm. (Audretsch, 2008: 400)

In the context of TBE, entrepreneurs must make a huge effort to invest in new 
knowledge. Therefore, Audretsch’s thesis may offer a possible explanation for the 
high number of entrepreneurial projects that come from large firms (Hsu, 2008).

Similar reasoning may be applied in reference to business incubators. In such 
settings, the proximity of firms creates the knowledge input (Audretsch, 2008) or 
pool of knowledge (Hsu, 2008) necessary to generate and develop ideas. The emer-
gence of private and public business accelerators and incubators in almost every 
major city around the world has characterised the twenty-first century entrepreneur-
ship (Grimaldi & Grandi, 2005). Start-up incubators offer a new pathway to foster 
innovation and create new jobs and wealth by working as part of a common project 
(Guijarro-García et al., 2019). Once these entrepreneurs have a business idea, the 
exploitation process starts. Throughout this process, the entrepreneurs are supported 
by an institution and a community of mentors and other entrepreneurs to help guide 
non-experienced entrepreneurs along their path.
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3  Methodology

We used a qualitative case study method to study the role of the entrepreneur’s 
background, entrepreneurial aspirations and inception type (Gioia et  al., 2013). 
Seven entrepreneurs were interviewed. In addition, document sources such as busi-
ness reports were also used. Appendix 2 shows the structure and questionnaire 
design of the semi-open interviews conducted.

3.1  Sample

Seven successful Spanish technology-based start-ups were chosen for the case stud-
ies. The start-ups were randomly selected from websites and news reports discuss-
ing their success as technology start-ups. We sought a balance regarding inception 
type in terms of spin-offs, incubator-based ventures and individual entrepreneurs. 
The chosen start-ups had existed for less than 5 years. Therefore, they were in the 
nascent entrepreneurship phase (GEM, 2020). The analysis was carried out from the 
point of view of the training and background of the entrepreneurial team: motiva-
tions to start a business, previous knowledge about the industry, commercial busi-
ness knowledge, experience in entrepreneurship and the development of 
entrepreneurial skills. The foundation process and the entrepreneurial team were 
also studied. Based on this analysis, we can link the inception type of technology- 
based start-ups with the entrepreneurial profile to generalise to theory (Bansal & 
Corley, 2011).

The data were collected from complementary primary and secondary sources. 
We conducted open semi-structured telephone and Skype interviews with the found-
ers and entrepreneurs to investigate their background and collect the data. The aver-
age duration of the interviews was 50  min. The data were triangulated using 
document sources such as the websites and reports of the analysed start-ups, the 
websites of the incubators of the start-ups, the personal LinkedIn profiles of the 
entrepreneurs, the Crunchbase database (https://www.crunchbase.com) and com-
ments posted on Glassdoor (https://www.glassdoor.es).

The seven analysed start-ups are technology-based ventures focused either on 
blockchain technology or on the Internet of Things. They are: Cryptonics Consulting, 
2Gether, BlockTac, BI Geek, Solver Machine Learning, Thinger.io and Nearby 
Computing. The description and history of each venture can be found in Appendix 1.
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Source: Authors’ own figure

Entrepreneurial aspirationsEntrepreneur’s background
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Experience as an 
entrepreneur

Experience as an 
employee

Inception type

Habitual entrepreneur

Novice entrepreneur

Lone 
entrepreneur

Within a business 
ecosystem

Fig. 1 Model of factors that influence technology-based entrepreneurship. (Source: Authors’ 
own figure)

4  Results

4.1  Case-By-Case Results

This section presents the results of the qualitative analysis. The results for each 
individual start-up are presented here. We discuss the founding entrepreneurs of 
each start-up and comment on their motivation, background, technical and business 
training, experience and skills. Figure 1 summarises the analysis conducted, and 
common traits and patterns are extracted.

4.1.1  Cryptonics Consulting

Cryptonics Consulting is the blockchain spin-off of the Spanish cybersecurity com-
pany S2 Grupo. The CEO and co-founder is a former employee of this organisation. 
He worked for several years as the R&D Manager of S2 Grupo, doing so in parallel 
with this blockchain project since 2014. Together with the founding partners of S2 
Grupo, he decided to found an independent company focused on blockchain tech-
nology in 2019. He holds a PhD in Computer Science and has researched distributed 
systems since 2004 (pre-Bitcoin). He advises and consults on numerous blockchain 
and distributed ledger projects throughout Europe and the rest of the world. He has 
also recently created a Cryptonics Academy course programme, a training platform 
in distributed systems research, blockchain and cybersecurity. However, although 
he has held executive positions, he lacks extensive training in business organisation 
and management. He has learnt about doing business and management by himself 
thanks to his professional experience and senior positions.
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The data indicate that the CEO of Cryptonics is particularly knowledgeable 
about cybersecurity related to blockchain applications, accumulating excellent 
know-how, consulting experience, reputation and contacts in the sector. He stresses 
that the bright side of co-owning a spin-off is sharing resources with an important, 
well-structured company such as S2 Grupo. Moreover, he receives administrative 
and financial support with daily activities and duties that are incumbent on all com-
panies but are time-consuming. The trade-off is that belonging to a business group 
makes some processes slower and longer. A start-up is much more flexible and 
capable of submitting offers or tenders within 24 h, whereas a larger company needs 
longer time frames.

4.1.2  2Gether

2Gether was founded in 2016 by the President and his technological partner, whom 
he defines as ‘a technological magician and a born entrepreneur’. In 2018, another 
member joined the team as the CEO. This coincided with entry to the Lanzadera 
business accelerator, founded by business owner Juan Roig. The President of the 
company affirms that the seed of 2Gether has been germinating throughout his pro-
fessional career, since he has more than 20  years of training and experience in 
investment banking, quantitative finance and industry and has learnt about new 
technologies by taking on different positions of responsibility.

He also notes that he has experienced changes in banking in person since the 
origin of fintech. These changes include regulatory reforms, social changes and the 
revolution of Bitcoin and smart money in 2008. Founding 2Gether and being faith-
ful to his principles and libertarian values by promoting a free digital bank, he aims 
to lead change in the entire economic and financial system. Although the President 
does not have a business family, he has always innovated and engaged in intrapre-
neurship in all his jobs. The motivation that made him start a business was his frus-
tration with his job. Together with his partners, without whom the existence of 
2Gether would be inconceivable, he went to the start-up incubator Lanzadera seek-
ing capital and advice to define his business. He highlights the tremendous support 
they have received from Lanzadera at all times, as well as contributing to the com-
pany concept through the total quality they transmit to their entrepreneurs. This 
approach has shown them how to deal with problems, take care of the team, use 
business intelligence, not lose focus and develop a customer-centric idea.

4.1.3  BI Geek

The CEO and founder of BI Geek is a computer engineer by vocation and hobby. 
His first reality shock was when he started university and saw that the teaching he 
received was outdated when compared with what he had been learning on his own. 
At the age of 20, he began working in consulting on system projects for financial 
entities. Despite not having any training in business, finance or human resources, in 
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2013, he created his first company as a result of his dissatisfaction with the consult-
ing model where he had been working. Instead, he wanted to found a company 
based on his principles and way of working. There were no companies at the time 
doing this, and the learning curve was about 2 years. Then it was time to create 
another start-up alongside other partners. This start-up specialised in big data tech-
nology consulting. Later, he founded two more. The entrepreneur says that he has 
no formal business training but that he is an active self-learner and is constantly 
learning by reading books on entrepreneurship and using his experience as a senior 
consultant. Whenever they have needed business knowledge for their companies 
(financial, marketing or sales), they have outsourced it.

According to the CEO, the model he has followed in his career as an entrepre-
neur has always been ‘having internal projects and using them as an excuse to start 
other companies’. He and his partners have followed the ‘garage theory’ entrepre-
neurship model (Mathews & Healy, 2008). He has become a portfolio entrepreneur 
with considerable experience and a strong technical background.

4.1.4  BlockTac

BlockTac’s co-founders agree that the origin of the company was a coincidence 
given the huge opportunity they saw in the market. The start-up was founded by two 
senior entrepreneurs who, inspired by a genetic thrust and an entrepreneurial tem-
perament, had been developing throughout their entire business, academic and 
financial management careers. They also have a strong background and extensive 
technical training, receiving technical degrees and PhDs and holding academic and 
senior management positions. One of the founders has established several private 
universities, and the other has held leading management positions in finance and 
health insurance.

When they launched BlockTac, blockchain technology was relatively unknown, 
so they had to do some evangelism. They also discovered the start-up ecosystem, 
something that was unknown to them. BlockTac’s CEO says that it was a tedious 
and sometimes painful experience to secure support from institutions and gain mar-
ket recognition. On the plus side, their experience with business accelerators had 
positive outcomes such as visibility and contacts. Despite the difficulties, they were 
never discouraged and continued to develop their products, shifting their focus 
whenever necessary.

The experience and know-how accumulated throughout their professional 
careers has been crucial, although they have also hired and trained people for their 
company. In short, BlockTac’s entrepreneurs have followed the ‘garage theory’ 
model, strategically seeking support in the entrepreneurial ecosystem to gain visi-
bility and grow.
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4.1.5  Solver Machine Learning

The university spin-off Solver Machine Learning currently has three groups of own-
ers. The first is the Polytechnic University of Valencia, since the origin of the com-
pany is research on machine learning and artificial intelligence. The second is the 
team of the three founding entrepreneurs (two tenured professors and one professor 
at the Polytechnic University). For all of them, Solver has been their first entrepre-
neurial experience. The third group are investors who have provided capital and 
business knowledge, in addition to administrative support. The creation of Solver 
Machine Learning was serendipitous. Despite the extensive training and research 
output of the entrepreneurial team, they had not initially planned to commercialise 
their innovation by offering these personalised solutions to companies.

The entrepreneurs refer to their satisfaction and pride in being a university spin- 
off. It is a sign of the value of their research and allows them to continue their affili-
ation with the Polytechnic University, despite being a totally independent company. 
They are currently in the process of expanding the workforce. Many of the technical 
employees and project managers are students from the same university.

4.1.6  Thinger.io

Thinger.io was founded by two entrepreneurs with a strong background in computer 
science, technology and information systems. One of them studied a double degree 
in computer science and business administration. He had wanted to start a business 
since he was a child, so he chose that degree to combine these two worlds. The sec-
ond member of the team had some experience with computer ventures. However, 
when they decided to launch this IoT project, they saw that they lacked considerable 
business training, experience and contacts in the entrepreneurial ecosystem. These 
gaps, combined with their short professional careers, led them to apply to the Tetuán 
Valley incubator (Madrid, Spain), where they were selected. The CEO only has 
words of thanks to say about this experience. Being in an incubator ‘opens up the 
world to you, teaches you skills and how all of this works, plus gives you super valu-
able contacts’. Tetuán Valley places great value in its community of entrepreneurs 
and alumni. It prides itself on how the most senior entrepreneurs help and advise 
those who are starting their projects in every way they can. In addition, it gives them 
the opportunity to meet investors and clients and create synergies between entrepre-
neurs, although it might sometimes lead to a counterproductive overload of 
information.

In his case, the CEO says that although they had a clear vision of their business 
model from the start, they had a hard time reaching the market. The support of the 
incubator was critical at this stage.
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4.1.7  Nearby Computing

The CEO of Nearby Computing is an entrepreneur by vocation, although he has 
worked throughout his career in various companies and in the public administration. 
He is a telecommunications engineer and does not have specific training in business. 
When he has needed to, he has hired specialists in these areas. He created a consult-
ing company as soon as he finished his degree, when the start-up and entrepreneur-
ship world in Spain was in its infancy. There was neither institutional support nor 
help in terms of financing or mentoring, which are crucial areas, especially for 
younger and inexperienced entrepreneurs. He acknowledges that in this first experi-
ence, he lacked the perspective and the capacity for synthesis that he has now after 
a more developed professional career. Ultimately, he had to leave the company for 
personal reasons.

He recognises that the benefits of being a spin-off of the Barcelona Supercomputing 
Center (BSC) include the status within the IoT and 5G world because it is associ-
ated with quality and offers an endorsement to attract first-time clients and inves-
tors. In addition, the founder of Nearby Computer highlights the opportunity that 
this company has given him to enter a global market for the first time, encounter 
new challenges in an unknown environment and not stop learning. On a personal 
level, he has a high level of satisfaction and believes that different factors are defin-
ing the success of the spin-off.

Table 1 summarises and synthesises these results. Key findings on the back-
ground of the founder, the founder’s motivation and aspirations and the start-up’s 
inception type are shown.

4.2  Overall Results

The results of the qualitative analysis seem to reveal different profiles of entrepre-
neurs and venture inception types, due to the preparadigmatic phase in which 
technology- based entrepreneurship is settled. However, there are also some simi-
larities between the entrepreneurs. These similarities all stem from the same place, 
namely the entrepreneur’s background, especially the entrepreneur’s education. 
However, these similarities may be because of the specific knowledge required to 
start a technology-based venture. Therefore, this feature might not be common to all 
types of entrepreneurship, although we believe that it is one of the key characteris-
tics of TBE. The situation is different in relation to the entrepreneurs’ experience. 
One type of entrepreneur, the habitual entrepreneur, has experience from starting a 
previous venture. Another type of entrepreneur, the novice entrepreneur, comes 
from working for another venture as an employee. The conditions under which the 
venture is nurtured by each type of entrepreneur also differ. Whereas novice entre-
preneurs tend to run spin-offs or develop their ventures within business incubators, 
habitual entrepreneurs take a different approach. They start their ventures as lone 
entrepreneurs. This approach seems to fit better with the idea of the legend of the 
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Table 1 Results of the research

Company Inception type Founder’s background

Founder’s 
entrepreneurial 
aspirations

Cryptonics 
Consulting

Spin-off of a private 
company (S2 Grupo)

– PhD in Computer Science Novice entrepreneur
– Vast industry experience
– R&D management positions
– No business background

2Gether Start-up in a business 
incubator (Lanzadera)

– No entrepreneurial experience Novice entrepreneur
– Vast industry experience
– Training in blockchain 
throughout professional career

BlockTac Lone entrepreneur – Senior professional Serial intrapreneur
– Vast intrapreneurship 
experience in public 
administration and private 
companies
– Combination of business and 
technical background

BI Geek Lone entrepreneur – Computer engineer Portfolio 
entrepreneur– Strong technical background

– Self-trained in business
– Owns 4 start-ups and aims to 
diversify by creating more 
ventures
– Entrepreneur since being a 
university student

Solver 
Machine 
Learning

University spin-off 
(Polytechnic University 
of Valencia)

– Professors and researchers Novice 
entrepreneurs– Vast experience and technical 

background
– No experience creating a 
business

Thinger.io Start-up in a business 
incubator (Tetuán 
Valley)

– Strong background in 
computer science and ICT

Novice 
entrepreneurs

– Some entrepreneurship 
experience
– Some business background but 
insufficient to start a firm

Nearby 
Computing

University spin-off 
(Polytechnic University 
of Catalonia)

– Entrepreneur by vocation Serial entrepreneur
– Some entrepreneurship 
experience
– Vast technical background

Source: Authors’ own table
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garage entrepreneur. These findings are consistent with the results reported by 
Westhead et  al. (2005), who found that novice entrepreneurs usually seek more 
advice than habitual entrepreneurs. These results are illustrated in Fig. 1.

Habitual entrepreneurs (Bau et al., 2017) are those who have undertaken several 
ventures throughout their careers, sometimes motivated by having greater flexibility 
and control over their lives. They have a greater tolerance for risk and recognise new 
entrepreneurial opportunities more easily. These characteristics allow them to create 
start-ups that are fully adapted to the environment, solving the new problems that 
emerge for society. The founders of Nearby Consulting and BlockTac have accumu-
lated entrepreneurial experience throughout their careers. They have managed to do 
this by working in both the public and private sector and as freelancers, as well as 
by generating synergies with the environment. They are serial entrepreneurs. In 
contrast, the founder of BI Geek has created four companies, each as a separate 
project. He runs all four firms successfully to diversify risk and increase specialisa-
tion. The common factor in all three cases is their considerable training in both 
business and technical areas and their extensive industry experience. Aided by their 
knowledge and experience, these ventures are related in terms of their inception 
type, which usually resembles that of the lone entrepreneur (Mathews & Healy, 
2008). Normally, they start their ventures with their own resources, seek steady 
organic growth and reject excessive help or meddling from entrepreneurship gurus, 
incubators or accelerators. Given this approach, they lack some of the specific 
knowledge required to start a successful business. However, in the case of Nearby 
Computing, being linked to a large company or a university through a spin-off struc-
ture is the path chosen by the founder, who considers it successful in this particu-
lar case.

In contrast, novice entrepreneurs (Westhead et al., 2005) are those who have not 
yet gained entrepreneurial experience because they have always worked in employ-
ment or because of their youth and the incipient stage of their careers. Although the 
literature indicates that novice entrepreneurs start businesses out of necessity (GEM, 
2020), our analysis shows that they may also do so because of a motivation to run 
their own business (in the case of Thinger.io), because of serendipity or a business 
opportunity (in the case of Solver Machine Learning), or as the result of vast accu-
mulated experience in the industry and a motivation to bring more value and wealth 
to society through their knowledge and skills (in the case of Cryptonics Consulting 
and 2Gether).

Due to their lack of experience in the world of entrepreneurship and a notable 
lack of business or commercial knowledge, novice entrepreneurs prefer to develop 
their companies in accelerators or in the form of a spin-off (either from a big com-
pany or a university). They value the support, mentoring, administrative and man-
agement assistance, financial investment and contacts and synergies that are created 
collectively. Therefore, for novice entrepreneurs, it is advisable to seek the success 
of their business ideas or small projects with the support of organisations, corpora-
tions or universities (Audretsch, 2008).
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5  Strategic Usage of the Presented Model of TBE

The model presented in Fig. 1 represents the main results of the study. One of the 
biggest difficulties that entrepreneurs have when they constitute a venture is called 
liability of newness. This fact produces a great number of failed ventures in the first 
years of existence (Agarwal & Tripsas, 2008). Thus, dealing with this liability is one 
of the biggest challenges of entrepreneurship. To do so, it is highly relevant to study 
the process that entrepreneurs follow when constituting a venture. The model 
offered in this chapter sheds light on this. According to our study, the separation of 
the type of experience, as entrepreneur or employee, and of the habitual and the 
novice entrepreneur may have an influence on the type of inception. At the same 
time, the type of inception can be related to the success of the venture’s first years 
of existence.

As a model developed after a qualitative study, Fig. 1 may be the first step to 
understand the inception type and its relationship with the figure of the entrepre-
neur, and especially his/her experience. Further, the different type of experience will 
determine the different degree of absorptive capacity, another strategic variable of a 
venture’s success.

6  Research Limitations

The limitations of this study should be highlighted with the aim of recognising the 
shadows of this research and of motivating researchers to continue enhancing and 
researching the topic.

First, we worked with a biased study sample because we selected successful 
Spanish technology-based start-ups. Therefore, it would be advisable to expand the 
sample to other sectors and a more diverse range of companies. This research is in 
its initial phases. It would be of interest to carry out a quantitative analysis using a 
more representative sample of the population to check the validity of the model. It 
would be equally interesting to introduce the financial results of the start-ups and 
their potential and growth expectations as additional variables to analyse the link 
between entrepreneurial aspirations and inception type in greater detail.

7  Conclusion

The entrepreneurship literature is extensive and wide-ranging. There is a broad area 
of research on the general characteristics of entrepreneurship (Shane et al., 2003), 
whilst scholars of each individual type of entrepreneurship are also developing their 
own streams of research. There are specific bodies of literature on social 
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entrepreneurship (Miller et  al., 2012; Santos, 2012), green entrepreneurship 
(Hockerts & Wuestenhagen, 2010; Menguc & Ozanne, 2005), institutional entre-
preneurship, rural entrepreneurship (Shakari & Heydari, 2019; Sudak, 2013) and 
many other sub-areas. Like other types of entrepreneurship, TBE is developing into 
its own research stream. This research stream contains studies that examine the role 
of spin- offs and knowledge spillovers generated within business ecosystems 
(Audretsch, 2008; Hsu, 2008). There are also studies from a macro perspective that 
seek to measure the contribution of TBE to the economy (Shane, 2008a, b).

This chapter shed light on this type of entrepreneurship. Given the novelty of this 
area, we conducted this research using a qualitative method. Accordingly, we col-
lected the data for this study using interviews, supported by secondary sources such 
as documents. We selected seven successful technology-based start-ups. Although 
the ventures were chosen based on their success, the model proposed here does not 
link the approach to venturing with future success. The model only considers the 
ways in which a TBE can be created and the different profiles of the business 
founders.

The study showed the common foundations of TBE ventures, namely the high 
level of education that entrepreneurs in this area have. This is because entrepreneurs 
who start TBE ventures had university studies, and these studies were usually techni-
cal. In this area, it could not be otherwise; TBE requires specific and technical 
knowledge that would be difficult to acquire in any other ways. This high education 
level of TBE entrepreneurs was a defining feature of this type of venture. Nevertheless, 
the most practical type of knowledge is the one that is acquired through experience. 
In this regard, we found two possible links. The first was between employee experi-
ence, novice entrepreneurs and the use of a business ecosystem; the second was the 
link between entrepreneurial experience, being a habitual entrepreneur and being a 
lone entrepreneur. These two relationships cannot be viewed in strict terms but must 
instead be considered as trends. Obviously, all habitual entrepreneurs had once been 
novice entrepreneurs. Moreover, the concept of the lone entrepreneur was difficult to 
articulate due to the ‘romantic idea’ created around it. Similarly, an entrepreneur 
may have experience both as an entrepreneur and as an employee. Accordingly, it is 
important to stress that this study presented trends and not strict patterns.

Acknowledgements The authors are grateful for the collaboration and participation of the suc-
cessful technology-based entrepreneurs who agreed to be interviewed. We deeply value their time 
and support in this difficult period of global self-isolation.

 Appendix 1

Here we present a description and history of each case study used for this research.
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 Cryptonics Consulting

Cryptonics Consulting was launched in 2019 as a born-global spin-off of the cyber-
security company S2 Grupo de Innovación en Procesos Organizativos, based in 
Valencia. It was co-founded by three entrepreneurs, who were the CEO and manag-
ing partners of S2 Grupo. S2 Grupo had worked with different blockchain projects 
in the past but finally decided to create a spin-off and separate this side of the busi-
ness to be more flexible and independent. According to the corporate website, the 
start-up offers full stack auditing and consulting services to allow clients to build 
legally compliant systems (Cryptonics Consulting, 2020).

 2Gether

2Gether is a collaborative financial platform that extends day-to-day management 
beyond fiat currencies to new digital assets, including cryptocurrencies. Built on 
new technologies, it supports its clients’ financial management, meeting today’s 
financial needs and the financial needs of emerging economies. This start-up was 
founded in 2016 by two entrepreneurs with a strong background in investment 
banking and blockchain. It was incubated in Lanzadera (a business incubator and 
accelerator based in Valencia), where the entrepreneurs found financial and strategic 
support (2Gether, 2020).

 BlockTac

BlockTac uses blockchain technology to provide inviolability, immutability and 
open verification features for all its digital certificates. It was founded by a senior 
entrepreneurial team (holding PhDs) with a strong background in blockchain and 
medicine and with considerable intrapreneurial experience. It is supported by pro-
fessionals with experience in Internet technologies and business management. Their 
clients include universities, business schools, professional associations and food 
and consumer product companies in Europe and Latin America. Since it was created 
in 2018, its core mission has been to end the fraud and smuggling of university 
degrees, certificates of medical devices, food and pharmaceuticals (Blocktac, 2020).

 BI Geek

BI Geek was created in 2015 by a group of professional experts in business intelli-
gence. Its main services include business analytics, the design of business intelli-
gence solutions and the development of projects based on big data technologies. It 
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currently has offices in Madrid, Mexico City and Boston. The objective of the com-
pany is to return to the original values of consultancy and offer real-added value to 
its clients (Bi Geeg, 2020).

 Solver Machine Learning

Solver develops predictive models based on machine learning to add value to 
decision- making processes. Solver was founded by a specialist team from the 
Polytechnic University of Valencia, with years of experience creating and develop-
ing their research in machine learning algorithms. Three researchers at the 
Polytechnic University of Valencia Pattern Recognition and Human Language 
Technology (PRHLT) centre co-founded Solver. They have an excellent background 
in technical training and know-how, and all three are active professors and research-
ers. They currently work with technologies such as machine learning, natural lan-
guage processing and computer vision. They also develop algorithms for social 
network analysis, relationship and content analysis, alarm scheduling and category 
analysis (Solver Machine Learning, 2020).

 Thinger.io

Thinger.io was founded in 2017 by entrepreneurs from the world of computing and 
technology. Since then, the founders have been working in synergy on their project 
based on the Internet of Things (IoT). Thinger.io aims to be the WordPress of the 
IoT, integrating different complex technologies on the same platform so that its 
clients need to only connect their devices and easily extract the data in exchange. 
Their infrastructure enables the storage, analysis and sharing of data, as well as the 
real-time control of devices simply and with a low development cost. Both founders 
of Thinger.io were clear about the fact that they wanted to be entrepreneurial and 
had been developing their entrepreneurial skills during their studies and short aca-
demic careers. However, they had little experience creating businesses  (Thinger.
io, 2020).

 Nearby Computing

Nearby Computing is a spin-off of the Polytechnic University of Catalonia (UPC). 
It was born in 2018 from the Barcelona Supercomputing Center (BSC-CNS) and the 
Nearby Sensors start-up. It is a technology company focused on the IoT and 5G, 
offering a differential and highly technological product for corporate development. 
This product is heavily based on the research performed by the BSC and the UPC. It 
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allows clients (both companies and public administrations) to automate complex 
processes at the frontier of the IoT and 5G networks, combining different commer-
cial software products and integrating hardware and software components. Nearby 
Computing is currently jointly owned by the Polytechnic University of Catalonia, 
the workers, who own some shares, and a group of investment companies, which are 
providing capital. The founder and CEO of the company is at the heart of the project 
and is responsible for directing and mediating between the parties.

 Appendix 2

The method used has been a semi-open interview in which Questionnaire for case 
study research process conducted:

 1. Tell me about yourself: Your background, what did you study and to which extent 
do you have business and technical skills.

 2. Tell me about your desire and motivation to entrepreneur: How was the story? 
Why did you decide to entrepreneur? How your background and previous expe-
rience influenced this action?

 3. Which is your entrepreneurial experience? What did you learn in each step and 
which factors do you value the most? (team, investors, university, business accel-
erators …)

 4. Which is the story of your current venture? founding entrepreneurs of each start-
 up and comment on their motivation, background, technical and business train-
ing, experience, and skills.

 5. To which extent do you value an active entrepreneurial ecosystem? Are you an 
active member of it? What is your opinion about it?
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Innovation Strategies for Strategic 
Entrepreneurship in Ever-Increasing 
Turbulent Markets

Mario Coccia

Abstract Strategic entrepreneurship is an activity that enables the firms to take 
advantage of important opportunities or to cope with consequential environmental 
threats. Innovation is one of the critical elements of strategic entrepreneurship that 
supports strategies of firms to achieve and/or sustain competitive advantage in tur-
bulent markets. This contribution presents different innovation strategies for strate-
gic entrepreneurship to increase and/or sustain competitiveness and performance of 
firms in markets, and also to clarify how strategic entrepreneurship could be accom-
panied by crisis management.

Keywords Strategic management · Strategic entrepreneurship · Strategies · 
Strategic change · Innovation strategy · Product innovation · Disruptive innovation 
· Management of technology · Innovation management · Decision-making · 
Improvisation · Crisis management

1  Introduction

Markets show a growing dynamism that generates uncertainty and turbulence 
(Emery & Trist, 1965; Johnson & Scholes, 1988; Coccia, 2019e). In this uncertain 
and unstable environment, firms—as open systems having activities in interaction 
with external factors and subjects (Ackoff, 1971)—need strategic perspectives 
toward entrepreneurship based on organizational innovations and changes to sup-
port competitive advantage (Gans et al., 2019; Gioia & Chittipeddi, 1991; Kuratko 
& Morris, 2018; Kuratko & Audretsch, 2009; Ketchen et al., 2007; McDermott & 
Taylor, 1982; Mazzei, 2018; Ott & Eisenhardt, 2020; Rosenbusch et  al., 2013). 
Figure 1 shows that strategic entrepreneurship is originated by an interaction of the 
entrepreneurship (the efforts of an organization with effective opportunity- seeking 
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Fig. 1 The origin of strategic entrepreneurship and role of innovation. (Source: Author’s 
own figure)

behavior) and the strategic management (the efforts of an organization with a com-
petitive advantage-seeking behavior cf., Ireland et al., 2003; Mazzei, 2018; Teece 
et al., 1997).

Strategic entrepreneurship of firms generates extensive competitive advantage if 
driven by innovation and new technology (Coccia, 2016a, 2020b; Stevenson & 
Gumpert, 1985). In fact, innovation supports strategic entrepreneurship of firms in 
ever-changing and competitive markets in order to achieve and/or sustain superior 
performance by incremental and radical innovations (Coccia, 2017c; Hitt et  al., 
2011; Kuratko & Audretsch, 2009). Strategic entrepreneurship of firms intends to 
explore new opportunities—opportunity-seeking—but also to exploit current or 
new markets and advantages—advantage-seeking—(Hitt et al., 2002; March, 1991; 
Mazzei, 2018; Tushman & O’Reilly, 1996). Ott and Eisenhardt (2020) argue that 
the formation of strategies and organizational innovations in entrepreneurial set-
tings have basic aspects to seize new opportunities, achieve and sustain competitive 
advantage in turbulent markets. In particular, innovation strategy in strategic entre-
preneurship involves product, process, and organizational innovations directed to a 
strategic change to take advantage of important opportunities or to cope with conse-
quential environmental threats amid the turbulent markets (Gioia & Chittipeddi, 
1991; Coccia, 2020b). Thus, a critical innovation strategy for strategic entrepre-
neurship requires interagency as well as inter-organizational coordination (Kogut & 
Zander, 1996; Mazzei, 2018). As a matter of fact, new innovation strategies of stra-
tegic entrepreneurship in turbulent markets require collaboration of the personnel of 
different departments, presence of organizational flexibility, and also the breaking 
and/or changing of current routines. Despite a growing interest in these topics, inno-
vation strategies for strategic entrepreneurship of firms are hardly systematized to 
provide a clear theoretical framework for the strategic change with the intention of 
achieving and/or sustaining competitive advantage in markets (Gioia & Chittipeddi, 
1991). Therefore, this contribution endeavors to explain and systematize main inno-
vation strategies for the kind of strategic entrepreneurship applied in competitive 
markets and also the kind of strategic entrepreneurship that goes along with crisis 
management.
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2  Literature Review

Strategic entrepreneurship of firms is based on critical innovation strategies for stra-
tegic change (Gioia & Chittipeddi, 1991) and for sustaining and safeguarding extant 
competitive advantage as well as superior performance in turbulent markets (Teece 
et al., 1997). On the one hand, strategic entrepreneurship of firms with innovation 
strategies is expected to reduce organizational uncertainty in markets and provide 
an authoritative account of problems, goals and solutions. On the other hand, inno-
vation strategies of strategic entrepreneurhip can generate a competition between 
management and stakeholders that have different positions and interests, suggesting 
various solutions and actions to cope with complex problems (Venette, 2003). In 
general, vital factors for innovation strategies of strategic entrepreneurship are (cf., 
Seeger et al., 1998; Shrivastava et al., 1988; Bundy et al., 2017):

 1. New opportunities or consequential environmental threats.
 2. Innovation alternatives.
 3. Entrepreneurial choice process and strategic decisions to solve problems or 

achieve goals.

In particular, the formulation of innovation strategies for strategic entrepreneur-
ship is based on the following sequential activities (cf., Linstone, 1999):

• Definition of a complex problem (Pr) or goal (G) from volatile environment, and 
the implicit assumption that the problem can be solved and the goal can be 
achieved. After that, it is important to gather information for possible solutions 
of the problem Pr and for the achievement of the predefined goal G.

• Reductionism, the study of complex problems and goals in terms of a very lim-
ited number of variables and critical interactions among them.

• Identification of the purpose of innovation strategy related to the complex prob-
lem Pr or goal G.

• Evaluation of alternative innovation strategies in respect to the solution of com-
plex problem Pr and/or the achievement of the goal G.

• Selection of the optimal innovation strategy, or the best solution in a short time.
• Implementation of the innovation strategy and evaluation of the results.

In short, the starting point of innovation strategy for strategic entrepreneurship is 
the solution of complex problem or the achievement of strategic goal over a prede-
termined period. The complex problem or the goal could have several solution con-
cepts (Sl), each of which could lead to several consequential problems or goals (Pr’ 
or G’) and solutions (Sl’). A innovation strategy for strategic entrepreneurship can 
be schematically summarized by a tree structure of decision-making with sequential 
levels of Pr or G, and Sl (Fig. 2).
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Pr/G

Sl2

Sl1
Pr/G
12

Pr/G
11

Pr/G
22

Pr/G
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Sl111
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Sl212

Sl211

Sl222

Sl221

Time

Fig. 2 The problem-solution tree for innovation strategy in strategic entrepreneurship. Note. Pr or 
G  =  problem or goal; Sl  =  solution. The increasing number from left to right indicates the 
sequence of decisions we are going to cope with in consequential problems and/or for achieving 
our predefined goals. (Source: Author’s own figure)

3  Discussion on Types of Innovation Strategy for Supporting 
Strategic Entrepreneurship in Turbulent Markets

 General Concepts
Strategic entrepreneurship is based on innovations and subsequent organizational 
changes that support competitive advantage (Coccia, 2017c, 2020a, b, c, d). 
Abernathy and Clark (1985, p. 4ff) states that:

Innovation is not a unified phenomenon: some innovations disrupt, destroy and make obso-
lete established competence; others refine and improve. Further, … different kinds of inno-
vation require different kinds of organizational environments and different managerial 
skills. … An innovation is the initial market introduction of a new product or process whose 
design departs radically from past practice. It is derived from advances in science, and its 
introduction makes existing knowledge in that application obsolete. It creates new markets, 
supports freshly articulated user needs in the new functions it offers, and in practice 
demands new channels of distribution and aftermarket support.

Strategic entrepreneurship for sustaining or achieving the competitive advantage 
of firms can be driven by different innovations: incremental innovations (progres-
sive modifications of existing products and/or processes); radical innovations 
(drastic changes of existing products/processes to satisfy established or new needs 
or solve established or new problems); technological systems (clusters of innova-
tions that are technically and economically interrelated, e.g., biotechnology, nano-
technology, etc.); and technological revolutions (pervasive technical changes 
affecting many branches of the economy, such as artificial intelligence technologies 
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▫ Product and process (incremental/radical) innovations

▫ Disruptive innovations

▫ Technology and production flexibility 

▫ Improvisation and new technology for crisis management 

Critical innovation strategy for 
achieving strategic entrepreneurship

Fig. 3 Innovation strategies for supporting the strategic entrepreneurship of firms. (Source: 
Author’s own figure)

having technological dynamism and a pervasive use in a wide range of sectors; cf., 
Coccia, 2005b, 2017b, d, e, 2018a, b, c, 2019c, 2020f, g, h; Coccia, 2021a; Coccia 
and Bellitto, 2018; Coccia & Wang, 2016).

Morris et al. (2008, p. 660) consider strategic entrepreneurship as any organiza-
tionally consequential innovations that do not require the creation of a new busi-
ness. Instead, Luke et al. (2011) consider strategic entrepreneurship as a distinct 
process for bringing something new to a market, based on a combination of innova-
tion, opportunity identification, and business growth. Hence, innovation is an essen-
tial component of strategic entrepreneurship and represents the means through 
which market opportunity is capitalized by firms. The different types of innovations 
just mentioned support strategic entrepreneurship of firms with new strategies, 
products, processes, dynamic capabilities, or business models (Coccia, 2017b, c, d; 
Morris et al., 2008; Teece et al., 1997). In this context, strategic entrepreneurship, 
seen as a combination of opportunity - and advantage-seeking behaviors, can be 
driven by different innovation strategies directed to support superior performance of 
firms in markets (Calabrese et al., 2005; Coccia, 2005a, 2014a, b; Kuratko & 
Audretsch, 2009; Simsek et al., 2017).

Critical innovation strategies of strategic entrepreneurship can be schematically 
summarized as in Figure 3.

3.1  Strategic Entrepreneurship (SE) of Firms Based 
on Product and Process Innovations

Strategic entrepreneurship can improve firms’ profitability by an increased penetra-
tion of current markets or expansion into new markets (Coccia, 2015, 2019g). This 
strategy can be based a series of new product/process innovations for sustaining a 
competitive advantage in turbulent markets and uncertain environments (Coccia, 
2016a). In particular, this innovation strategy has main implications for the growth 
of firms and their profit levels in new or established markets. This strategy for stra-
tegic entrepreneurship has to consider that product/process innovations have a life 
cycle in markets (Coccia, 2020i). The evolution of life cycle of new product/process 
innovations changes from one market to another (Coccia, 2017a, 2019a, b; Coccia 
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& Watts, 2020). Studies show that the life cycle of product innovations in turbulent 
markets has been becoming shorter, generating a high organizational pressure on 
strategic entrepreneurship to develop continuously new product or process innova-
tions and/or acquire incremental or path-breaking innovations from other firms for 
sustaining and safeguarding extensive competitive advantage (cf., Coccia, 2014a, 
p. 742; Coccia, 2016a, 2017c, 2020i). Critical strategies of product/process innova-
tion for strategic entrepreneurship in markets can be based on:

• The introduction of an innovation similar to existing one that is becoming obso-
lete to overlap the life cycle of product/process (Coccia, 2020i).

• The extension of the life cycle of existing product/process either by incremental 
innovations that improve the product/process or by new applications 
(Coccia, 2020i).

• The change of the production technology to increase the competitive value of the 
product/process itself.

In particular, strategic entrepreneurship has to generate product innovations as 
efficiently as possible besides developing the relevant process technology, such as 
using information and communication technologies (ICTs) or artificial Intelligence 
technologies that have a major impact on production process of manifold businesses 
(Coccia, 2020f). As a matter of fact, strategic entrepreneurship has to focus, for the 
growth of firm, on shifts of innovations from product-related technologies in the 
starting phase to process technologies in the maturity phase of life cycle to mini-
mize production costs, such as semiskilled and unskilled labor (Coccia, 2019a, b, 
2020i). This strategy of incremental or radical innovation for strategic entrepreneur-
ship is driven by learning by doing and learning by using (Coccia and Cadario, 
2014; Coccia, 2017c, 2020a, b, d; cf., Dicken, 2011). However, more and more 
turbulent markets generate radical transformations driven by disruptive innovations 
with main implications for strategic entrepreneurship of firms as explained in the 
next section (cf., Coccia, 2017d, e, 2018a, 2020i; Coccia & Finardi, 2012, 2013; 
Coccia & Wang, 2015; Si et al., 2020).

3.2  Strategic Entrepreneurship of Firms Based 
on Disruptive Innovations

Markets can undergo a creative destruction with new technologies that disrupt an 
industry’s existing competitive conditions and/or create new markets (Coccia, 
2020i; Kuratko & Audretsch, 2009; Shane & Venkataraman, 2000). Christensen 
(1997) states that disruptive innovations generate significant shifts in markets (cf., 
Henderson, 2006). Kilkki et  al. (2018) maintain that a disruption is an event in 
which firms can redesign their strategies to survive a change in the turbulent envi-
ronment (cf., Coccia, 2017b; Gilbert, 2003). In this context, strategic entrepreneur-
ship of firms can exploit new profitable opportunities, allowing for resources, 
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capabilities, and know-how to be deployed in brand new and unique ways as means 
of developing new technology and as a consequence growth of profit (Ireland et al., 
2003; Mazzei, 2018). Si et al. (2020) argue that: “disruptive innovation and disrup-
tive innovation-based entrepreneurship are increasingly becoming a strategic means 
for achieving sustainable company growth and competitiveness.” Schuelke-Leech 
(2018, p. 261) argues that disruptive innovations can have a minor impact localized 
to a market or industry or a major effect on many industries and institutions generat-
ing a socioeconomic change (Coccia, 2016b, 2019d). In fact, two levels of disrup-
tive innovation in strategic entrepreneurship are: (1) localized disruption within a 
market or industry and (2) disruption with larger influences, generating corporate, 
industrial and economic change (cf., Van de Ven & Garud, 1994; Coccia, 2019d). 
Abernathy & Clark (1985, pp. 12–13) claim that this type of innovation: “disrupts 
and renders established technical and production competence obsolete … The 
reciprocating engine in aircraft, vacuum tubes, and mechanical calculators are 
recent examples of established technologies that have been overthrown through a 
revolutionary design …. It thus seems clear that the power of an innovation to 
unleash Schumpeter’s ‘creative destruction’ must be gauged by the extent to which 
it alters the parameters of competition, as well as by the shifts it causes in required 
technical competence.” Christensen (1997) argues that disruptive technologies 
enable a new set of product/process features associated with mainstream technolo-
gies (cf., Coccia, 2020f). Initially, strategic entrepreneurship of firms with disrup-
tive technologies can serve niche segments. Subsequently, strategic entrepreneurship 
of firms with disruptive technologies increases the technical performance to satisfy 
mainstream customers (cf., Coccia, 2020c; Vecchiato, 2017). Christensen et  al. 
(2015) claim that disruptive innovations can be generated by the strategic entrepre-
neurship of small firms with fewer resources that successfully challenge the estab-
lished incumbent businesses (cf., Coccia, 2019f). Baker and Nelson (2005) argue 
that the concept of bricolage can explain strategic entrepreneurship of small firms 
that create something from nothing by exploiting physical, social, or institutional 
inputs that other firms rejected or ignored. The entrepreneurial bricolage can be a 
model for firm growth, overcoming the limitations imposed by resource environ-
ments. Moreover, incumbents focus on improving their products and services for 
profitable markets, whereas the strategic entrepreneurship of firms entrants endeav-
ors to develop disruptive technologies in specific market segments, delivering the 
market performance that incumbents’ mainstream customers require (Christensen 
et al., 2015; Christensen, 1997; cf., Lumpkin & Dess, 1996; Morris et al., 2008; 
Rosenbusch et al., 2013). Firms with a strategic entrepreneurship based on disrup-
tive innovations grow more rapidly than other ones (Abernathy & Clark, 1985; 
Tushman & Anderson, 1986, p. 439; Meyer & Heppard, 2000). In general, strategic 
entrepreneurship of firms can simultaneously embody competence-destroying and 
competence- enhancing because some firms can either destroy or enhance the com-
petence existing in industries (cf., Tushman & Anderson, 1986; O’Reilly & 
Tushman, 2004; Coccia, 2020f, i). As a matter of fact, strategic entrepreneurship of 
new firms tend to generate competence-destroying discontinuities with disruptive 
innovations, whereas incumbents focus mainly on competence- enhancing 
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discontinuities. Strategic entrepreneurship based on disruptive innovations can gen-
erate main effects both for consumers and producers in markets and society 
(Markides, 2006, pp. 22–23; Coccia, 2016b). Especially, strategic entrepreneurship 
based on disruptive innovations can change habits of consumers in markets and 
undermine the competences and complementary assets of existing producers. 
Moreover, strategic entrepreneurship with disruptive innovations causes an upheaval 
in the existing market structure by cheaper, simpler, and more convenient technolo-
gies/products/processes than established ones (Coccia, 2017c, 2020i). Hence, the 
strategic entrepreneurship of firms based on disruptive innovations disturbs the 
business models of incumbents that have to counter mobilized human and economic 
resources to sustain their competitive advantage in the presence of market change 
(Garud et al., 2015). Vecchiato (2017) explores why the strategic entrepreneurship 
of incumbent firms fails in the presence of disruptive innovations and why incum-
bents lose their leadership; Vecchiato (2017) argues that a reason is the inability to 
recognize either the rising “social” market, where customers use products for fulfill-
ing their need for friendship, or the “esteem” market, where customers use products 
for fulfilling their need for achievement (cf., Reinhardt and Gurtner, 2018; 
Coccia, 2016b).

Other main aspects of strategic entrepreneurship, based on disruptive technolo-
gies, are a novel mix of attributes compared to the established technologies. Adner 
and Zemsky (2005) showed that the threat of disruption can increase in the number 
of new-technology firms, the relative size of primary segment, the primary seg-
ment’s utility from new-product, and the marginal costs of established firms. Adner 
and Zemsky (2005, p. 230ff) also showed that the threat of disruption can decrease 
in the number of established- technology firms, the secondary segment’s utility new-
technology product, the primary segment’s utility from established-technology 
product, and the marginal costs of new-technology firms. In general, disruption 
occurs when strategic entrepreneurship of new-technology firms pursues a high-
volume and low-price strategy that allows for breaking into the primary segment. 
However, the lower the costs of established-technology firms, the lower the threat of 
disruption. In addition, Adner and Zemsky (2005) found that on the one hand, the 
lowest-cost firm had the highest margins among new- technology firms, which 
favors output expansion and hence disruption in markets. On the other hand, the 
lowest-cost firm had the highest market share in the secondary segment and hence 
the most to lose from the fall in price that comes with disruption. In short, Adner and 
Zemsky (2005) suggested that technology improvement of strategic entrepreneur-
ship could lead to disruption and highlighted the importance of market structure. 
Adner and Zemsky (2005) also explained that concentration in markets tended to 
increase with disruption because the effect of cost asymmetries on market share was 
amplified by the increased number of competitors. Finally, strategic entrepreneur-
ship of large companies tends to support established technologies that have a vital 
role in the market, underinvesting in new technologies (Coccia, 2020c). However, 
strategic entrepreneurship based on research alliances and acquisitions may help 
incumbents to overcome the inertia both in the initial stage of research and in the 
later stage of the development of new technology (Adner, 2002; Coccia, 2014a, 
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2020c). In general, disruptive innovations highlight the danger posed to strategic 
entrepreneurship of incumbent firms from too quickly dismissing new technologies 
interpreted as inferior and therefore irrelevant to their market positions.

3.3  Strategic Entrepreneurship of Firms Based on Technology 
and Production Flexibility

Strategic entrepreneurship of firms has to be also strategically flexible, willing to 
strategic change—to achieve greater success in markets—by leveraging existing 
knowledge and by importing new knowledge to alter their product mix, extend 
product platforms, or transform their production processes (Kazanjian et al., 2002). 
Critical aspects of the strategic entrepreneurship directed to production flexibility 
are based on the extensive application of ICTs. Instead, the strategy of flexible tech-
nologies for production in strategic entrepreneurship of firms can be based on fol-
lowing three three elements:

• Information intensity, rather than energy or material intensity in production.
• Flexibility of production based on the following substrategies:

 – A high productivity driven by a diversified set of low-volume products rather 
than a high volume of output.

 – New-technology focused on segmented rather than mass markets in order to 
tailor products to specific markets and needs.

• Shift towards multitasking rather than narrow labor specialization; and a greater 
emphasis on team-working and personalized payment systems.

In addition, production flexibility for strategic entrepreneurship can be increas-
ingly based on (Dicken, 2011):

• High degree of specialization in many production processes, enabling their frag-
mentation into a number of individual operations.

• High standardization of operations, permitting smaller production runs, increas-
ing product variety, and changing the way production and labor processes are 
organized.

• High modularity of production based on “Lego model” (Berger, 2005), involving 
a network of firms (cf., Sturgeon, 2002).

In general, the increasing application of innovation strategies in strategic entre-
preneurship is due to the complex and integrated system of communication net-
works based on information and communication technologies (ICTs).

In addition, a mix of the following characteristics of the innovation strategies can 
support technological flexibility for strategic entrepreneurship of firms in markets:

• Induced-innovation based on change variant, associated with a rise in the rela-
tive price in one factor that leads to technological innovations sparing that factor, 
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and level variant that even at constant relative factor price levels, new technolo-
gies are developed and adopted to save relatively expensive factors (cf., 
Coccia, 2020d).

• Learning by doing that depends on the acquisition of practical experience for the 
solution of consequential problems. In particular, learning by doing is governed 
by a process of cumulative knowledge and experience that supports the evolution 
of technology for competitive advantage of firms in markets (Coccia, 2014a, 
2019a, 2020b, d).

• Learning via diffusion that the increased adoption of a technological innovation 
paves the way for the improvements of its characteristic direct to competitive 
advantage (Coccia, 2019b; Coccia & Watts, 2020).

• Specialization via scale that is associated with factors of the physical nature of 
technology itself. For instance, technological advances in electricity generation 
have been made possible by an increase in the scale of electricity transmission 
network: the reason is that capacity increases with the square of the voltage 
(Coccia, 2020d).

• Path-dependence induces the persistence of the structure of specific products 
that affects the competitive directions of strategic entrepreneurship of firms. 

3.4  Strategic Entrepreneurship of Firms Based 
on Improvisation and New Technology 
for Crisis Management

Planning can reduce uncertainty of firms in turbulent markets, but even the most 
carefully devised plans may have to be abandoned or modified in the face of unan-
ticipated changes or turbulence in markets and environment (cf., Coccia, 2021, 
2021b, 2022; Coccia, 2020e, j, k). In unexpected situation, improvisation in strate-
gic entrepreneurship is one of approaches that stands outside the rational models of 
decision-making to take advantage of important opportunities or to cope with con-
sequential environmental threats. Improvisation is a combination of behavioral and 
cognitive activity that requires consequential creativity under tight time constraint 
to meet performance objectives of firms (Mendonça & Fiedrich, 2006, p.  350). 
Thus, improvisation, also using new technology, carries an immediate answer for a 
need/problem in the presence of environmental threats or immediate opportunity 
(Lee, 1995). Improvisation in strategic entrepreneurship can be a way of taking 
advantage of important and unexpected opportunities and/or for reducing risk fac-
tors without formal plans or systematic procedure (Sharkansky & Zalmanovitch, 
2000). While rational planning of innovation strategy aims to control a situation by 
reducing the uncertainty, improvisation is a reaction to a novel situation in market/
environment and a way of working within uncertain and complex settings (cf., 
Coccia, 2020e, j, k). Moreover, while rational planning is directed at optimal solu-
tions, improvisation aims at dealing with satisficing solutions of problems rather. In 
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short, improvisation in strategic entrepreneurship, also supported by new technol-
ogy, may be applied to overcome the limitations of rational planning in situation of 
crisis (Klein, 1993; cf., Coccia, 2020e, j, k). A two-stage process for improvisation 
in strategic entrepreneurship can be:

 1. The organization recognizes either that no plan applies to the current situation or 
that plan cannot be executed.

 2. The responding organization has to develop and deploy one or more new 
procedures.

Mendonça and Fiedrich (2006, p. 350) argued that:

The improvisation may range from substitution (e.g., using a close substitute resource for 
one that is unavailable) to the construction of new procedures (e.g., developing an entirely 
new procedure). In the case of substitution, the responding organization ‘mixes and 
matches’ existing procedures and/or the materiel used in them. At the other end of the spec-
trum, the organization must develop new procedures and possibly find new material for use 
in those procedures. More radically, it may also entail changing the goals of the response 
(e.g., deciding in the field that the real problem to be solved is providing shelter in place 
rather than evacuating).

The question of when to improvise in strategic entrepreneurship for a critical 
decision may be conceptualized as a choice problem that is influenced by a number 
of factors. The question of how to improvise may be conceptualized as a search and 
assembly problem, which is influenced by the degree of risk in the environment, and 
the results of prior decisions. In short, strategic entrepreneurship has to learn, in 
turbulent environment, how to develop and deploy new procedures, technologies, 
and critical decisions under time constraint; after that, it is important to make infer-
ences about the present and likely future states of environment (Weick, 1993, 1998). 
Indeed, training has proven capable of improving human ability to recognize salient 
similarities and differences between current and past situations for supporting criti-
cal decisions—even at a very fine-grained level (Klein, 1993). Gavetti et al. (2005) 
argue that “analogical reasoning, …, may be helpful, allowing managers to transfer 
useful wisdom from similar settings they have experienced in the past.” Hence, 
improvisation in strategic entrepreneurship involves the ability to act in real time, 
when the need arises, and to find an action and/or new technology in a short run 
(also exapted, i.e., co-opted for a use other than the one for which has originated; 
cf., Ardito et al., 2021) when none of the established alternatives/techniques appear 
to be practical (Coccia, 2020e). Improvisation in strategic entrepreneurship is useful 
when there is high uncertainty in markets/environments, few precedents, or few reli-
able facts and suitable routines, and when there is a pressure to act in a short time 
and/or with insufficient resources, such as during the COVID-19 global pandemic 
crisis (Ardito et al., 2021; Coccia, 2020j, k). Thus, unpredictable and rapidly chang-
ing markets are probably more likely to promote improvisation and new technologi-
cal innovation in strategic entrepreneurship than stable environments. In short, 
improvisation for strategic entrepreneurship may be more likely when there is not 
enough time, information, knowledge, or material resources to plan, consider, and 
document an optimal response. Hence, strategic entrepreneurship of firms based on 
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improvisation such as technological exaptation, is likely to occur in emergencies, 
crises, and novel situations, and when the problem or goal to address is perceived to 
be intractable with current approaches and/or technologies (Ardito et al., 2021; 
Coccia, 2020j, k). However, improvisation has inherent drawbacks. It may generate 
consequential improvisations to cope with recurring unstable environments and 
effects of previous improvisations. 

4  Conclusion and Prospects

The decision rule and mechanism of innovation strategies for strategic entrepre-
neurship, change according to the situations and the markets. Firms can plan to 
achieve different goals in turbulent markets and have to choose among different 
entrepreneurial strategies. Gans et al. (2019) argue that under conditions of high 
turbulence, firms cannot be able to yield a single best strategy but several equally 
attractive strategic alternatives (cf., Coccia, 2021b, 2022).

Innovation strategies for strategic entrepreneurship presented here, of course, 
were not covering all possible strategies of firms that enable them to take advantage 
of important opportunities or to cope with consequential environmental threats. In 
addition, it is also important to consider bounded rationality of decision-makers in 
strategic entrepreneurship, i.e., rationality is limited because of the cognitive limita-
tions of the mind, and the limited time available to make a specific decision. Firms, 
having a bounded rationality, aim to the behavior of satisficing rather than maxi-
mizing the critical decisions in strategic entrepreneurship in order to take advantage 
of important opportunities or cope with consequential environmental threats in the 
presence of highly restricted time and limited resources (Simon, 1947, 1957; 
Gigerenzer & Selten, 2002). In this context, the approach ecological rationality 
shows how the rationality of a decision depends on circumstances in which it takes 
place, so as to achieve one’s goals in a specific environment. A rational approach 
under the theory of rational choice, it might not always be considered rational one 
under the theory of ecological rationality. In particular, rational choice theory puts a 
premium on internal logical consistency of decision, whereas ecological rationality 
supports the decision of firms considering the external performance in markets (cf., 
Kahneman et al., 1982; Gigerenzer & Todd, 1999; Simon, 1955).

Overall, then, innovation strategies for strategic entrepreneurship of firms deal 
with problems and goals that are choice situations in which what is done makes a 
significant difference to those who make the choice (Ackoff & Rovin, 2003, p. 9). 
Problems and goals of strategic entrepreneurship can be treated in different ways 
(Ackoff & Rovin, 2003, pp. 9–10):

• Resolution is when strategic entrepreneurship applies similar behaviors previ-
ously used in similar situations, adapted if necessary, so to obtain an outcome 
that is good enough. This approach is based on the past experience, trial and 
error, and a common sense.
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• Solution means that strategic entrepreneurship discovers or creates a behavior 
that yields approximately the best possible outcome, one that optimizes.

• Dissolution means that strategic entrepreneuship redesigns either the organiza-
tion that has the problems/goals or the environment, thus enabling the firms to do 
better in the future than the best it can do today.

To conclude, the innovation strategy for supporting strategic entrepreneurship of 
firms can be based on a mix of different approaches, discussed in the chapter, in the 
presence of increasingly turbulent markets, with stupendously uncertain and vola-
tile environments. However, we know, de facto, that other things are often not equal 
over time and space in turbulent markets. Hence, identifying a comprehensive inno-
vation strategy for strategic entrepreneurship of firms within industrial competition 
in rapid change is a nontrivial exercise.
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Growth Loops: From Perceptions 
of Growth to Motivations for Growth 
in High-Growth Women-Led 
Entrepreneurial Firms

Renaud Redien-Collot

Abstract The growth of a firm depends on its adaptability (Barringer et  al., J 
Business Ventur, 20(5): 663–687, 2005), or, in other words, on the evolution of its 
business model and its capacity to generate a flow, if not of innovations, then at least 
of innovative suggestions shared throughout the employee corpus (Foss & Saebi, J 
Manag, 43: 200–227, 2017). Amongst the factors at the origin of this flux, we should 
mention, in particular, the entrepreneurs’ regulatory role, and interactions between 
the head of the firm and employees based on the way in which they steer the com-
pany (Redien-Collot & Radu, Handbook of research on strategic management in 
small and medium enterprises, 2014; Fust et al., Entrepreneur Res J, 8(2): 1–11, 
2018). The entrepreneurs’ growing cognitive skills in applying performance moni-
toring systems are rarely questioned. This study concludes that, for a significant 
sample of women founders and heads of high-growth firms, there are three steering 
options generating three types of fairly remarkable swathes of innovative proposi-
tions on the part of employees. Two of these steering models present fairly radical 
socio-cognitive breaks with traditional models. In view of these results, it is impos-
sible to see female leadership as a single (repressed) alternative to masculine mod-
els of entrepreneurial success. Women entrepreneurial emancipation has several 
implications in the understanding of the strategic deployment of their firms. This 
research explores how the spirit of emancipation drives women’s entrepreneurship, 
including their strategic choices and the freedom to innovate experienced by their 
employees.
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1  Introduction

In his founding work on rapidly expanding firms, Penrose (1959) poses the question 
of how to measure growth in SMEs and, above all, of how to measure the perception 
of growth on the part of heads of companies. In effect, while it is important for a 
firm’s stakeholders to follow its progress in order to be able to grant it trust and sup-
port, it is yet more important for entrepreneurs to use indicators to take decisions 
and maintain growth. In their founding articles, Delmar (1997) highlight the impor-
tance of quantitative indicators of SME growth, including turnover, margins, market 
share, sales, return on equity, and return on assets. They also place a great deal of 
emphasis on more qualitative indicators, such as internal development, changes 
within the company, and levers of innovation. In the mid-1980s, some authors began 
to point out that, while quantitative indicators encourage heads of firms to follow 
their strategic growth plans, they do not incentivize them to foster more growth or 
identify new approaches liable to generate additional growth (Gupta & Govindarajan, 
1984). Lau and Busenitz (2001) observe that growth indicators are not enough to 
encourage entrepreneurs to foster expansion. A thorough quantitative and qualita-
tive study carried out by Achtenhagen et al. (2010) confirms this point of view call 
upon the community of researchers to identify the kind of signals that, in regard to 
entrepreneurs’ perceptions of the growth of their firms, motivate them to focus on 
generating additional growth and, above all, on developing a strategy and a dis-
course designed to engage their personnel. According to the authors, there are 
appropriate times that, from a psychological point of view, can be described as 
loops, in which entrepreneurs are sufficiently vigilant to be able to perceive signals 
from within the firm and outside it that encourage them to seek additional growth. 
Monti et al. (2007) suggest that women are more likely than men to use these sig-
nals to boost their growth projects.

According to Kirkwood (2016), female and male entrepreneurs weigh the crite-
ria for entrepreneurial success equally, balancing financial and personal success, 
objective and subjective approaches of growth. We present the hypothesis that, 
between the interpretation of these indicators and the emergence of decisions that 
lead to additional growth, women entrepreneurs explore a series of socio-cognitive 
schemas that have yet to be studied in depth and which deserve further analysis and, 
ultimately, the development of a model. This chapter focuses on the social and cog-
nitive character of the motivation to boost growth amongst a very specific group of 
entrepreneurs made up of women heads of high-growth firms. According to 
Achtenhagen et al. (2010), and also to Delmar (1997), it is here, and not in a generic 
group of entrepreneurs at the head of average-growth firms, that we should look if 
we want to understand how this kind of motivation is socially constructed. Whether 
they admit it or not, women entrepreneurs at the head of high-growth firms encoun-
ter more challenges in their careers than most of their male counterparts (Ahl & 
Marlow, 2012). We refer to the tradition of social sciences practiced in the United 
States by Peter Berger (1993) and in France by Moscovici (1984), who demonstrate 
that active minorities innovate in the psychological and social spheres in order to 
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overcome obstacles that are much larger than those encountered by average popula-
tions who observe traditional norms. We also refer to recent research on persistence 
according to which entrepreneurial resistance and endurance are sources of cogni-
tive creativity (Cardon et al., 2009; Baron et al., 2016). Methodologically and epis-
temologically, we do take the view that more or less stigmatized populations display 
a relatively greater motivation to explore areas other than organizational norms as 
defined by activity monitoring indicators.

This study is based on research carried out by Achtenhagen et al. (2010). After 
addressing the theoretical foundations of the measurement of growth, its link to 
entrepreneurial vigilance associated with discrimination, and its character as a 
social construct in the organizations concerned, the research question and its associ-
ated hypotheses are defined and then the results of the study are presented. The 
research objective is to observe the interaction between women entrepreneurs’ stra-
tegic steering and their employees’ propensity to innovation. The initial research 
question is as follows: what are the steering motives that generate the greatest num-
ber of beliefs and, consequently, motivations to change the business model in 
women-led high-growth firms? The second research question is: how does a woman 
at the head of a high-growth company take advantage of the cognitive challenges 
that she has experienced to propose one or more growth motives for herself and her 
employees?

The research design is qualitative and organized in two phases. We have inter-
viewed 30 female business owners of high-growth SMEs that were listed in the 
annual national Index entitled Women Equity for Growth (WEG) ranking 
(Appendixes 1 and 2). Then, we have interviewed a panel of their employees.

In the discussion section, we shall analyze the results in the light of cognitive 
theories in the field of entrepreneurship, as well as of theories of the construction of 
subjectivity and gender. Via a thorough analysis of one sample made up exclusively 
of women entrepreneurs, we shall attempt to promote a broader vision of female 
leadership that is not merely an alternative to dominant masculine leadership. 
Lastly, we shall propose a critical approach to leadership and the growth of entre-
preneurial firms that can be applied in tandem with strategic theories and tools.

2  Literature Review

This chapter attempts to understand entrepreneurial growth as a behaviour charac-
teristic of a group of firms observed at a given moment in time, rather than as a 
phenomenon that can be studied from a longitudinal point of view. We focus on a 
specific group of firms, leaders, and subjectivities. As Gibb (2000) recalls, an overly 
generic view of entrepreneurship tends to reduce the field to an application of major 
strategic approaches. We apply a socio-constructivist approach that addresses the 
firm’s attitude to growth in the light of two types of dialogue, namely dialogue 
between employees and the heads of the firm, and the dialogue that the heads of the 
firm have with themselves. Of course, by reconstituting these two types of dialogue, 
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we restore a relatively longitudinal aspect to them. But the approach in this study is 
primarily characterized by the fact that we have placed less emphasis on entrepre-
neurs’ ability to rationalize day-to-day activities and more on their capacities in the 
field of entrepreneurial vigilance, which, according to the cognitive literature on 
entrepreneurship, explains the performances of entrepreneurs and, more particu-
larly, of entrepreneurs at the head of high-growth companies (Barringer et al., 2005; 
Xie & Lv, 2016). Entrepreneurial alertness is not only the result of a particular 
posture linked to a specific environment but is also linked to entrepreneurs’ experi-
ence. If entrepreneurs have had to fight against certain stereotypes or certain types 
of discrimination, they are more likely to monitor the solidity and effectiveness of 
social links that facilitate the kind of dialogue that can be constructed with employ-
ees (Essers & Benschop, 2007; Sappleton, 2018). Similarly, the experience of dis-
crimination encourages individuals to develop certain interpretation grids providing 
access to alternatives to traditional rational and instrumental schemas (Redien- 
Collot, 2009).

2.1  Understanding Entrepreneurship from the Point  
of View of Growth

This study on growth in SMEs is articulated around two types of approach. 
Entrepreneurship can be defined as a unique phenomenon involving the mainte-
nance of an entrepreneurial spirit throughout the different stages of business devel-
opment (Soriano & Martınez, 2007). In this perspective, growth is perceived as one 
or several phases in the deployment of an initial project. Growth can also be defined 
as a (relatively sustainable) characteristic of a group of companies and entrepre-
neurs whose behaviours are studied and compared. The first approach clearly has a 
temporal aspect, since it presents a scenario in which several phases in the process, 
ranging from an initial state to a very advanced phase of development, can be com-
pared and contrasted; with the second approach, a comparison is made between 
firms whose results at a given moment are similar, but whose behaviours can present 
certain differences (Gartner, 2004).

From an epistemological point of view, these two approaches present both 
advantages and disadvantages. Even though corporate growth is presented as the 
norm in terms of strategy and political economy, in statistical terms, it is an abnor-
mal state (Achtenhagen et al., 2010). Reflecting what happens in the sphere of fash-
ion, beauty, and bodily appearance, the media, supported by numerous interest 
groups, promote certain models for corporate growth, whether in regard to large 
innovative groups, agile start-ups, or virtuous SMEs. Following Barringer et  al. 
(2005), we assume that growth is an objectively desirable state for all firms, but that 
it can, nevertheless, be a transitory state, a significant experience for the company 
which eventually gives way to a more mediocre period in terms of performance. 
Growth is a specificity that is neither an anomaly nor the result of chance.
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There is a debate today on entrepreneurs’ motivations to embark on the path of 
growth. The current academic literature contrasts measured and perceived growth 
(Angel et al., 2018). However, Angel and his colleagues (2018) have shown that the 
practice of performance monitoring is informed by entrepreneurs’ representation of 
their success. However, entrepreneurs are not alone in identifying avenues for 
growth, especially when their business has reached a reasonable size. Entrepreneurs 
and their teams can discuss the interpretation of data as well as situations to antici-
pate what may change in the business model of the company. It can be the object of 
a conscious and unconscious tension (towards growth) among the firm’s leader and 
employees (Redien-Collot & Radu, 2014). In order to address the issue of growth as 
a potentially transitory event, rather than as an ideal that should be pursued by all 
firms, we take the view that, instead of conducting a longitudinal study of a success 
story, we should focus on an endogenous group of firms. According to Delmar 
(2006) and Moreno and Casillas (2007), the endogenous character of a group of 
high-growth firms should correspond to objective criteria (turnover, profits, return- 
on- investment, etc.) over a relatively period (at least 2–3 financial years).

Of course, this approach to high-growth entrepreneurial firms tends to ignore 
their exceptional nature, which is beyond discussion. But this type of analysis makes 
it possible to distinguish between what is idiosyncratic and what, within the net-
work of certain social and mental processes, is recurrent. The approach invites us to 
consider growth as a behavioural modality that individuals can learn (rather than 
imitate) to deploy (rather than transfer), with the proviso that modalities of applica-
tion or transference in a given firm in a specific sector and a given economy are 
discussed.

2.2  Understanding Entrepreneurship in Function 
of the Regimes of Discrimination and of Cognitive 
Vigilance/Acuity of Entrepreneurs

The distinctive value produced by entrepreneurs is linked to their capacity to respect 
and break the rules (Schumpeter, 1939). Entrepreneurs seem to articulate two major 
objectives, namely conformity and differentiation regarding market norms and, 
more generally, to social expectations (Navis & Glynn, 2011). To be capable of a 
degree of “creative destruction,” or of more or less notable innovation, all entrepre-
neurs need to manage ambiguous situations in which they have to elaborate viable 
and feasible projects, or, in other words, to conform to socially shared practices and 
expectations, while at the same time propose a differentiated offer, or, in other 
words, a project involving the creation of values that serve as a vehicle for change 
and originality (Navis & Glynn, 2011). This kind of ambivalence can be stimulated 
by certain methods of support and, as have established, is a source of innovation 
and growth.
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In their thoroughgoing study of immigrant women entrepreneurs, Essers and 
Benschop (2007) highlight the fact that entrepreneurs who are victims of stereo-
types have more chance of applying this praxeological ambivalence, which simulta-
neously respects and calls into question established rules. Yang et  al. (2012) 
demonstrate that female (and male) immigrant entrepreneurs find alternative ways 
of accessing resources that their lack of legitimacy would otherwise deny them. 
This enables them to develop innovative combinations of resources that are 
expressed in new approaches to production and distribution that deliver decisive 
competitive advantages. In their discussion of the strategic aspects of minority 
entrepreneurship, Calás et al. (2009) highlight the fact that entrepreneurs exposed to 
varying kinds of stereotyping and discrimination (of varying degrees of intensity) 
articulate the elements of the propositions and architecture of value inherent in their 
offers in a highly original manner applying original perspectives associated with 
learning processes, politics, and the market or organizational issues. In her compari-
son of the successes of firms headed by majority male Caucasian Americans and 
firms headed by women and members of ethnic minorities, Bruner (2011) demon-
strates that problems linked to discrimination stimulate a high degree of persistence 
in minority entrepreneurs, who are able gradually to enrich their modes of analysis 
and experiences of the entrepreneurial approach. This kind of persistence is at the 
origin of their perceptual acuity, as well as of the opportunities that they recognize 
and exploit, and of the original ways in which they develop them in order to elabo-
rate a relevant idea for creating value (Smith-Hunter & Boyd, 2004; Redien-Collot, 
2009). To describe the notion of entrepreneurial vigilance, Gaglio and Katz (2001) 
point out how the cognitive persistence of individuals helps them to elaborate men-
tal schemas capable of capturing opportunities that others fail to perceive.

We can, therefore, link research on the entrepreneurial persistence of discrimi-
nated populations, more specifically female populations, with research on entrepre-
neurial vigilance (Tang et al., 2012). From there, we can infer that the experience of 
discrimination has, on the one hand, an impact on the perception of the components 
and combinations of the entrepreneurial process, and, on the other, on the percep-
tion of what constitutes the core of that process, namely opportunity. Of course, 
once the firm has been set up and developed, entrepreneurs are faced with organiza-
tional and strategic challenges in their sector and environment. Nevertheless, unlike 
entrepreneurs who use norms to manage their companies, the women entrepreneurs 
in the sample have learned to apply certain cognitive pathways characterized by 
their capacity to generate mental (heuristic) short cuts regarding syntheses of infor-
mation that trigger certain signals underpinning entrepreneurial vigilance (Tang 
et al., 2012). As highlighted by Sappleton (2018), women entrepreneurs not only 
apply objective indicators but also the kind of modes of perception that their 
unplanned career experiences and/or their personal desires enable them to deploy. It 
is important to know the relative degrees of attention paid by entrepreneurs at the 
head of high-growth firms to traditional indicators and perceived signals. It is even 
more important to verify how they share them.
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2.3  Approaches to Growth of Varying Degrees of Interactivity

The cognitive aspect is important in terms of understanding how women entrepre-
neurs apply certain schemas of perception, analysis, and decision-making. 
Nevertheless, the structure of the decision-making process is socially constructed. It 
is strongly influenced by the kinds of social interactions encouraged by women 
entrepreneurs amongst their entourages. Collective/organizational and interindivid-
ual relations as well as soliloquies convoking a (real and ideal) privileged interlocu-
tor provide opportunities for heads of firms to interpret and evaluate what they 
perceive (Redien-Collot & Léger-Jarniou, 2018). Organizational theory provides a 
certain number of frameworks for measuring how entrepreneurs socially structure 
their approach to steering their firms, an approach at the origin of corporate growth. 
In regard to this line of questioning, one type of literature focuses on inputs, or, in 
other words, on the ways in which heads of firms structure their steering approach 
and on the effects they hope to achieve. A second type of literature analyses tangible 
effects on employees. The first kind of literature, which is close to this problematic, 
does not always directly address the question of steering, but instead proposes a 
more holistic approach by focusing on entrepreneurs and their socio-cognitive pri-
orities (perception, sought after meanings, modes of interpretation, etc.) (Wach 
et al., 2016). The second type of literature focuses on the question of the outcomes 
of steering and management in terms of innovation (López & Hiebl, 2015).

Discussing the cognitive priorities of the entrepreneur, Haynie et al. (2010) sug-
gest that the heads of high-growth firms are not content just to organize the extrac-
tion of factual information characterizing their firms and compare it with other 
sources of information. In fact, they also pass that information through a set of 
subjective and normative dimensions according to the formal and informal sequences 
that they have tested over the long term. Of course, from an organizational point of 
view, these types of leaders can interact with employees as agents of validation and 
co-explorers of their own intuitions. Rather than persuading employees of the value 
of a certain type of change (turnings to be made, new objectives, etc.), heads of 
companies sometimes elaborate tempered, top-down approaches that make it pos-
sible to gain the support of their employees in appropriating changes to be made 
(Fontana & Musa, 2017). But heads of companies can also encourage certain bot-
tom- up dynamics that not only transform employees into (creative) levers for new 
ideas but also into sources of ideas for change and innovation. As Achtenhagen et al. 
(2010) clearly demonstrate, time spent analysing performance indicators is time 
spent by entrepreneurs and employees on exchanging ideas and information. This 
time is used to guide certain changes within the firm. But, in the day-to-day life of 
the firm, entrepreneurs negotiate between a concern with expressing certain of their 
own motivations, and the prospect of integrating those of their employees, whether 
they converge or diverge from their own. According to this literature, entrepreneurs 
at the head of SMEs, even high-growth SMEs, place a great deal of emphasis on 
interactions with their employees in the short-, medium-, and long-term. Fust et al. 
(2018) refer to the notion of inter-subjective strategic steering to describe the 
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entrepreneur’s willingness to go back and forth between the quantified facts that 
characterize the company and the consideration of the views of the co-workers of 
the entrepreneurial team.

In this context, they must encourage interactions between and suggestions from 
employees (Yukl, 2002). This type of incentive is mirrored by the fact that structure 
generates innovations in the form of relatively elaborate suggestions, ranging from 
the formulation of ideas to the elaboration of innovative projects, and including the 
reform and transformation of processes (Denti & Hemlin, 2012; Kesting et  al., 
2016). In certain cases, the head of the firm will apply a minimalist form of manage-
ment to ideas, thereby creating a high level of dynamism (Pedersen & Johansen, 
2012). In other cases, entrepreneurs oversee the emergence of incremental innova-
tions, or even (though more rarely) radical innovations that lead to the renewal of 
the business model (Doz & Kosonen, 2010). Naturally, not all innovations lead to 
such changes. For this to happen, a swath of innovative propositions and initiatives 
delivered over a relatively long period of time is required (Foss & Saebi, 2017).

3  Research Design and Methodology

All growth is underpinned by strong motivations. But, as Stiegler (1994) suggests, 
all motivations in the sphere of innovation and growth are based on motives, or, in 
other words, by codified surfaces with a social use that encourage psychic projec-
tions. These motives generate narratives that engender beliefs amongst entrepre-
neurs and their personnel (Hjorth & Steyaert, 2005) and play an important role in 
strategic steering (Foss & Saebi, 2017). Potential motives range from the most 
generic and collective (indicators) to the most personalized and focused on the 
entrepreneur (a dream, an intuition). Nevertheless, the neutrality of generic motives 
can be no more than apparent: the entrepreneur’s interpretation of them can affect 
their objective nature, especially if the firm is relatively small and the culture of the 
sector and/or the national culture in which it operates places an emphasis on the 
authority of the leader (Lubatkin et al., 2006). Even if entrepreneurs are relatively 
prudent in terms of their interpretation of information, their experience and subjec-
tivity have a significant impact on structuring the motives that guide the future stra-
tegic development of their firms. The initial research question is as follows: what are 
the steering motives that generate the greatest number of beliefs and, consequently, 
motivations to change the business model in women-led high-growth firms? In other 
words, based on two of the most extreme motives, namely indicators and the elabo-
ration of a personal vision, we intend to identify the nature and structure of the most 
frequently shared motives in firms directed by women. Furthermore, these motives 
can be hybrid—neither fully objective nor fully subjective. It is precisely the form 
of this (possible) hybridization applied by an entrepreneur in a high-growth context 
that we shall focus on. In effect, Fontana and Musa (2017) point out that the person-
ality of the entrepreneur, especially if she has faced challenges in a learning context, 
will favour such hybridization. As Sequeira and Rasheed (2006) and Sappleton 
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(2018) underline, people living in the shadow of stereotypes are cognitively more 
challenged than those who fit in with the dominant norms. The second research 
question, associated with the first, will thus be: how does a woman at the head of a 
high-growth company take advantage of the cognitive challenges that she has expe-
rienced to propose one or more growth motives for herself and her employees? In 
the first field of observation in this study, we use the image of the loop to summarize 
the fact that the motive retained and developed by the entrepreneur and her person-
nel is of value in two different ways. In effect, when they constitute both a link 
between a before and after in the strategic development of the firm, and a bridge 
between norms and differences in regard to the firm and its offer, these motives can 
be considered as “loops” characterized by a genuine, dynamic power to effect 
change (McKelvie et al., 2017).

This is a qualitative study. It comprises two set of interviews, one with female 
company directors alone, the other with a small panel of each female respondents’ 
co-workers. In the first phase, we conducted interviews with 30 women entrepre-
neurs to understand their perception of their firms’ development and the role they 
attribute to the performance monitoring system. There are four sections in this first 
interview. We encouraged the respondents to give a brief description of their firms’ 
evolution. Then, they were supposed to identify the most significant changes in this 
evolution. In the third section of the interview, we asked them to clarify the role of 
the performance monitoring system to anticipate these changes. Finally, they were 
invited to enlist the most important innovations that had occurred during the evolu-
tion of the firm.

In the second series of interviews conducted with women entrepreneurs’ employ-
ees, we used the same format of questionnaire. We wanted to observe whether they 
had convergent or divergent views from their bosses about the firm’s evolution and 
changes; interviewees were presented with structured, semi-directive 
questionnaires.

The first sample is drawn from the only French index to date, Women Equity for 
Growth, which has measured and ranked the 300 best-performing entrepreneurial 
SMEs headed by women every year since 2010. For at least the 6 years prior to the 
elaboration of each annual index, the selected companies are supposed to publish 
their data every year and are ranked on the basis of a series of financial and strategic 
indicators (see Appendix 1). We selected the respondents for the 2017 WEG ranking 
(see Appendix 2) (Neergaard, 2007). The age range of the respondents is comprised 
between 30 and 55 years. The majority of the businesses are located in the service 
sector. We asked the interviewed female business owners to select a representative 
but diversified panel of their co-workers so that we can interview them.

Each interview lasted between 1 ½ and 2 h. The interviews were then transcribed. 
A content analysis was applied to both series of interviews. We codified the 
approaches of the women entrepreneurs in the sample, depending on whether they 
described themselves or were described with and by their employees. We used five 
categories developed by Yukl (2002) to classify their behaviour. Although Yukl’s 
model (2002) includes 14 categories, we preferred to apply the simplified model 
suggested by De Jong and Den Hartog (2007), which retains only five key elements 
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of leadership, which, in our view, describe steering actions. Those five categories 
were monitoring, consulting, delegating, recognizing, and rewarding. Meanwhile, 
we classified the initiatives of employees associated with various modes of steering 
in function of three categories suggested by Damanpour and Wichnevsky (2006): 
suggestions for ideas, reforms of processes, and the implementation of innovations.

In interpreting the interviews, we attempted to see whether:

• The entrepreneur describes her usual steering approach based on precise indica-
tors (first interview).

• The entrepreneur focuses on certain signals and, if so, in function of what orga-
nizational dynamic (top-down, bottom-up, or mixed)? (first interview).

• The entrepreneur articulates indicators-based objective and signal-based inter- 
subjective information (Fust et al., 2018) shared with co-workers to steer her firm 
and elaborate her strategic plans during the last 6 years (first interview).

• Employees either follow or/and criticize their director’s steering style and how 
they react to it (second interview).

4  Results

The results will be presented with a view to highlighting whether female entrepre-
neurs consider that they use either objective and/or inter-subjective motives to steer 
their firms. We shall then present the various types of entrepreneurs’ hybridization 
of the objective and subjective approach to steering growth. Lastly, we will see how 
co-workers react to their respective directors’ steering style.

4.1  Objective and Subjective Motives for Steering Growth

A very important proportion of interviewees (90%) declared that they used clear-cut 
indicators, for example, turnover and margins, and the evolution of the client port-
folio linked to the degree of satisfaction. These indicators are discussed regularly in 
executive committees and presented on a bi-annual basis at general staff meetings. 
By means of regular comparisons between two families of data concerning revenue 
and sales, women entrepreneurs not only monitor targets but also organize small 
committees to analyze positive trends that they never take for granted. To deflate 
unreasonably high hopes, they apply not only methodical doubt but also humour. 
They also discuss reinvesting profits a long way upstream. As well as this monitor-
ing procedure, which, as many of the interviewees point out, resembles a conversa-
tion, women entrepreneurs apply a personal analysis of their sector, encompassing 
the regulation and behaviour of competitors.

Women entrepreneurs spend a good deal of time monitoring facts and figures 
relating to the firm and the sector in which it operates. However, 60% of the 
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interviewees mentioned that they were not content merely to compare data. They 
also compare perceptions that they monitor on a relatively frequent basis (once or 
twice a month). Half of them include in their analysis what their salespeople think 
about the progress made by their competitors (new products, sales forces, etc.), as 
well as comments made to those salespeople by clients. Similarly, they expect their 
employees to suggest ideas and introduce debate following the presentation of the 
firm’s results in general assemblies. The same proportion appreciate requests for 
clarification, counter-proposals, comparisons between global points of view, and 
perspectives from the ground. They like to discuss both good and bad times with 
their employees to see how they deliver the value proposition inherent in the firm’s 
offer. It is very often in discussions with employees, and later with clients about the 
value of the offer that women entrepreneurs are able to develop new activities. They 
also say that they frequently organize meetings with their executive committee to 
discuss the link between the value proposition in the offer and the way in which it 
can be developed, particularly in terms of distribution channels, customer relations, 
and structural costs. Lastly, most of them regard debates between salespeople and 
production personnel as an important source of inspiration. Some of them even 
encourage such debates, while a few of them exploit such debates to explore poten-
tial perspectives in innovation. However, in the interviewees’ firms, other than in 
general assemblies, these perceptions are not formalized. In most cases, women 
entrepreneurs apply an active perspective, which they share with top management 
and certain heads of department. Half of the 60% of the sample who granted a sub-
stantial degree of importance to combinations of different points of view, or, in other 
words, 30% of the interviewees state that they grant more importance to this type of 
approach to strategic steering than to an approach based on indicators. Furthermore, 
in reference to the five categories developed by Yukl (2002) that describe the key 
initiatives of women entrepreneurs in terms of steering, two-thirds of the interview-
ees favour internal consultation, while one-third of them privilege monitoring. In 
their approach to business management, the latter place internal consultation in sec-
ond or third position after formal monitoring. We interpret these results as symp-
tomatic of sustained interaction between directors and employees.

4.2  What Kinds of Hybridization Are Linked to Female 
Entrepreneurs’ Growth Motives?

A good third of the interviewees in the sample focus on monitoring managerial and 
strategic indicators. Just under a third of the sample continues to use them, even 
though they prefer certain combinations of perceptions. Lastly, a third of the sample 
systematically uses both methods.

Those who clearly prioritize formal indicators aim, first and foremost, to avoid 
falling short in terms of targets, viewing those targets as promises to be respected 
both for themselves and their employees. Some of them state that they take a 
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rigorous approach to ensuring that their employees continue to believe that their 
firms are “on the right road”. According to a director (Nelly): “In my monitoring 
approach, I check whether we have really satisfied the customers; if so, it means that 
we have kept our promise and that we can go further together!” This attitude is 
markedly different from an abstract monitoring of indicators. On the contrary, their 
highly developed dialogue concerning indicators enables them to maintain confi-
dence within their firms and even to use it as a lever. “Well, when we discuss figures 
and results, we analyze them to find out whether or not we’re going in the right 
direction. But that’s not all. We also verify the stock of confidence and the stock of 
confidence of the clients. And this is what makes it possible for all of us, me and the 
employees, to share genuinely original ideas, without being afraid to formulate 
them”. Indicators can be used to wage war on doubt and to dismantle false evidence. 
But they also enable those who use them to overcome certain fears, ensuring that 
those fears do not prevent them from spontaneously expressing new propositions 
and, sometimes, incremental innovations. According to one director (Gaëlle), “[…] 
my job is to analyse turnover and its underbelly; it’s thanks to this analysis that my 
employees and I are able to make changes to our strategy and move the business 
forward”. One of the objectives of this dynamic but formal use of indicators is to 
enlighten and train personnel. For these women entrepreneurs, using indicators to 
verify axes of feasibility serves to motivate the desire to move forward and autho-
rizes the exploration of certain strategic modifications, such as focusing on new 
client segments and distribution channels.

Women entrepreneurs, who are clearly sceptical about the use of indicators and 
who focus instead on observing and verifying what is happening on the ground, 
highlight the degree to which their firms are in a continuous state of flux. They are 
wary of the possibility of applying an overly defined and limiting vision of their 
companies. As one of these directors (Albane) says: “Indicators provide a useful 
photo of the firm’s situation in a given point in time. This kind of photo helps us to 
keep a cool head; we’re able to say that we’ll arrange this, retouch that, etc. But this 
doesn’t mean that you can do corporate forecasting as if you were writing some kind 
of photo romance! All that’s a thing of the past!” From this point of view, current 
results do not determine the future. A number of forces co-exist, and it is necessary 
to capture not only results indicating major trends but also those revealing antago-
nistic forces. For these women entrepreneurs, the evolution of the firm is not only 
based on a dialogue between individuals and figures but also between groups of 
actors who serve as the vectors of perceptions that are not always convergent. 
Therefore, these women entrepreneurs do not seek to address and resolve potential 
divergences within the organization by using figures and indicators; they seek to 
observe and apply what they think of not as antagonisms to be placated, but as 
examples of the dynamism characterizing all enterprises. According to one of them 
(Marguerite): “I give myself time to examine the figures and make sure that every-
one’s going in the right direction. But the most important thing is to keep on top of 
everyday tensions. When clients tell us that they’re unhappy, we have to try to 
understand why. Similarly, if a salesperson brings back a disappointing customer 
satisfaction report, we should consider it calmly, because, while it might point to 
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problems, it also highlights opportunities. For example, some trends can be turned 
around by discussing and redesigning the product. And the best indicator in the 
world can’t give you that kind of information”. The women entrepreneurs in the 
sample also, on occasion, examine the tensions and contradictions characterizing 
their firms. “I had a boss who said that it was important to put your finger where it 
really hurts … That’s not what I try to do, but, when I receive a number of signals 
indicating that things are not going too well, I attempt to analyse all the rumours and 
comments associated with them, while also trying to take into account things that 
aren’t said. Sometimes silence is a way of avoiding problems; sometimes it masks 
serious antagonisms. I try to weigh up these kinds of situations and I often make the 
right choice. But my aim is not to resolve conflicts; it’s to distinguish between what 
could cause long-term harm to the firm and what, on the contrary, could create a 
kind of positive tension” (Isabelle). According to the interviewees, indicators tend 
to over-promote a consensus focused on positive results. To balance this global 
vision, they consciously conduct a series of one-off observations. When asked what 
guides them in this more analytical approach, they mention the fact that such obser-
vations help them not only to take mental shortcuts in regard to their perception of 
their firms but also reveal what was previously invisible, or, in other words, what 
they are usually unable to see and which are at the origin of weak signals.

Surprisingly, the interviewees who express as much confidence in indicators as 
they do in observations and personal correlations speak relatively spontaneously not 
only about their visions for the firm but also about their dreams and intuitions and 
those of their employees. Like the women entrepreneurs of the first group we stud-
ied, they spoke at length about their approach to indicators. And like the women 
entrepreneurs in the second group, they accord a great deal of importance to com-
paring and contrasting different perceptions. However, their priority is not to raise 
doubts or to analyze the intrinsic tensions within their firms. They affirm their desire 
to produce motivations and link them to one another. The offer is frequently at the 
heart of this network of motivations: “We have a whole range of indicators for veri-
fying that we are selling what we should in the way we should; this means that 
salespeople and production teams can compare notes and decide what needs to be 
changed. But the most interesting thing is when we remind each other why we love 
to sell our products. And it’s when we remind each other formally, or even mention 
it in the corridor, that we come up with the best ideas” (Athenaïs). This group of 
women entrepreneurs articulates indicators and exchanges points of view in order to 
renew objective and subjective discourses about the firm’s offer and, in the final 
analysis, rebuild the structure of desire linking the employees to that offer. Since 
they take the view that the objective and subjective aspects of what makes the firm 
comprehensible are complementary, they give employees the opportunity to deploy 
new subjective discourses about their commitment to what they do. “We talk in a 
very open way about our results and the problems we encounter, but there’s always 
a point when some employees take a step back from the debate about resources and 
performances and ask what pushes them forward and encourages them to do better. 
And that’s where we all win. We’re happy to say what motivates us and what we 
have to change to be even more motivated. Sincerely, it’s almost always at that point 
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that we put our collective finger on what needs to be improved, and this is some-
thing that an army of consultants and auditors would never have been able to do” 
(Jeanne). Unlike the preceding group, these women entrepreneurs do not attempt to 
keep their distance by applying an overly objective framework; instead, they elabo-
rate, in a fairly spontaneous way, a collective short-circuit based on explicit con-
frontations between objective and subjective points of view. This is one of the 
advantages enjoyed by small companies, a fact underlined by the interviewees: “To 
be honest, I shift several times a day, and even several times an hour, from a highly 
circumscribed and rational discourse to a very personal kind of dialogue. That’s 
because I’m lucky enough to be at the head of a company that’s not too big. This 
kind of flexibility is good for everybody. We can focus on a project, a point of view, 
or a task and then abruptly move on to something else. This is where we see what 
could be improved and what, often, is a question of nuance. But, strangely, when we 
make a U-turn, it acts like an electric shock that encourages us to take a closer look 
at things” (Priscilla).

4.3  Beliefs Generated

The employees in the sample are highly receptive to the motives underpinning the 
approaches of their bosses. This receptivity not only translates into an alignment 
with the steering motive chosen by their female bosses but also into effective out-
comes that are supported to a greater or lesser degree in the field of innovation. 
Clearly, this mixed steering model generates the largest number of suggestion and 
initiatives capable of changing the business model.

Employees whose bosses focus on indicators in order to steer their firms claim 
that they are very much aware of the risks—market risks and quality risks—associ-
ated with their activities. Some of them also mention strategic risks, particularly in 
terms of the capacity to maintain a competitive advantage in situations in which 
imitation or even counterfeiting is possible. In most cases, these risks were men-
tioned in conjunction with indicators that serve to allay a substantial number of 
doubts, to continue with or begin their projects anew with added confidence, and to 
come up with new ideas and discuss (for a relatively short period of time) their fea-
sibility. Furthermore, in their analyses, the discourse of their female bosses is 
depicted as a return to the reality principle arbitrating between different interpreta-
tions of risks to be taken and values to be upheld. In this scenario, the woman entre-
preneur maintains or re-establishes consensus. In other words, she is the guarantor 
of beliefs in legitimacy. According to her employees, her priority is to analyze indi-
cators with a view to comparing the usefulness of certain practices (processes and 
procedures) and results, with a view to abandoning, revising, or boosting those prac-
tices. She manages a virtuous circle that enables employees to boost their belief in 
efficacity and, therefore, efficiency. The comments of a substantial percentage of 
these employees reveal a certain pleasure at having been able to ask the right ques-
tions, reformulate certain problems, and initiate certain solutions.
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In companies in which female entrepreneurs combine the use of indicators with 
an emphasis on the various point of view expressed by staff members, employees 
are invited to discuss intra-firm tendencies in an open and forthright manner. For 
example, according to one employee: “In a lot of firms, people throw figures and 
results around to hide or sideline certain discrepancies between production and mar-
ket demand. With Anabelle, we really get to grips with these kinds of problems; 
we’re also sensitive to certain differences of opinion, even latent ones. At our firm, 
we are not afraid to admit it when we don’t agree with one another: differences in 
perspectives present risks as well as opportunities. In most cases, this kind of 
approach is preferable to using an unwieldy quality control process. It is enough to 
define rules for exchanging ideas and to mull over whatever’s suggested”. According 
to employees, these women entrepreneurs help to combine, without depriving them 
of their originality, various points of view concerning an entire range of expecta-
tions and priorities. This approach enables firms to define a scale ranging from the 
most to the least controllable perspectives. The notion of monitoring and aligning 
practices is thus relative. According to one employee, the interventions of the head 
of the firm serve to regulate certain imbalances: “We like to air our views and dif-
ferences. Rolande is good at listening to what we have to say. She trusts us not to 
moan too much. But there are times, every year, when critical situations crop up, 
and she demands a little discipline. At these times, we drop our discussions and 
concentrate on the problem at hand”. The practice of dissensus is, therefore, subject 
to a number of adaptations that the leader administers with dexterity. According to 
one employee: “She listens, she makes notes, she often points out the flaws in our 
arguments and, above all, she is able to re-establish consensus very quickly because 
we know that she will take what we say into account”. It is thanks to this approach 
to what is controllable and predictable that employees are able to find a space for 
innovative initiatives. One employee identified the gaps that make innovation pos-
sible. “We know that, if we respect the procedures, we can reach targets in a way 
that we all understand. But employees don’t always agree about how to achieve 
results. We note down all the suggestions, select one of them and, when the time 
comes to review the situation, we always discuss the route that we’ve taken. And it’s 
always in this kind of scenario that we find new processes that save us ourselves lots 
of time and money. If the boss didn’t leave us this room for manoeuvre in terms of 
analysis, and the time to do it, we would be less creative and efficient”. These 
women entrepreneurs promote beliefs in accessibility based on memories and dis-
cussions of practices, as well as on analyses of available resources. Employees feel 
able to make suggestions on their own, or with a colleague, or as part of a team with 
a view to modifying processes and implementing and evaluating changes.

Employees whose directors adopt a systematic mixed approach to steering their 
firms appreciate the quality of their vision. According to one employee: “We know 
that we have to meet targets, but we understand what we’re contributing to by attain-
ing them. The service we provide has a great deal of value and she knows how to 
remind of us that”. In effect, such values make it easier to integrate different points 
of view. “In our field, we not only have to satisfy clients but also keep all kinds of 
collaborators within the company happy; it’s a long chain and Zora helps to 
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highlight our complementarities. I really appreciate that. In my previous job, 
employees were unnecessarily frustrated because they had no clear perception of 
the interdependence of various functions and departments. It’s more flexible here 
because Zora discusses all that stuff with the employees”. This type of women 
entrepreneur creates normative beliefs in the sense that she invites all the firm’s col-
laborators to discuss rules and develop a critical approach. Referring to a dispute 
with the sales force, one employee explains: “[…] We’ve had a lot of problems with 
this kind of process because it penalizes salespeople who wanted to make quicker 
sales. After a number of trials over a 2-year period, we discussed results and, at a 
general meeting, Wanda [the director] suggested a introducing a game and reward-
ing the men or women who discover the winning solution. In fact, we found three 
solutions and developed a team to implement them. That’s why we have a more 
interactive CRM and effective contacts between production units and salespeople 
who can react to orders within 2 h”. In this type of company, internal and external 
values (and therefore norms) are combined on the basis of interactions between dif-
ferent points of view. Employees regularly reappraise all the processes in the firm, 
develop new ones, and implement incremental, and sometimes radical, innovations.

5  Discussion

The fact that women entrepreneurs are on the same page as their employees encour-
ages those employees to present a wide range of innovative suggestions. Most of 
their firms have developed quality control levers for exploring potential approaches 
to developing innovations. Others focus on R&D, while a small minority concen-
trate on managing ideas. These levers are regulated by steering choices of women 
entrepreneurs that have, apparently, been favourably accepted by their staff. One of 
the secrets of combining innovations with the development of business models and 
the generation of growth resides in what many entrepreneurs regard as their exper-
tise in the field of harmonization.

The existence of such a dialogue between the head of the firm and her employees 
raises several questions. This kind of dialogue is dependent on a highly advanced 
model of leadership, namely transformational leadership (Rubin et al., 2005). This 
model is the fruit of a substantial number of iterations and adjustments. Using our 
approach, we have, in effect, photographed a phenomenon that has taken a consider-
able amount of time to emerge and which, in the sample, is not exempt from cogni-
tive bias. Of course, this kind of cohesion can be correlated with the positive 
performances of the firms studied. It is possible to conclude that this type of leader-
ship is at once authentic and the result of a good deal of work and thought (Bass & 
Avolio, 1993). Furthermore, whichever of the three strategic postures adopted by 
the women entrepreneurs, they get the same feedback, which takes account of wom-
en’s successes in the field of entrepreneurship (Eagly & Carli, 2007). These suc-
cesses provide more than just one alternative to masculine models. However, while 
the first, indicator-based approach to steering implies a passive loyalty on the part of 
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employees, the other two approaches grant them a substantial amount of leeway in 
terms of their capacity to strike an objective stance. The second approach even 
invites employees to express their (critical) distance and inscribe it within the cul-
ture of the firm. The third approach invites employees to think about the mecha-
nisms governing critical distance from and loyalty to the head of the firm. In an 
initial phase of this discussion, we shall compare the strategic and managerial 
advantages of each of these three approaches and verify their respective coherence 
with a view to confirming the congruence of the dialogue not only between women 
entrepreneurs and their collaborators but also between the three types of cognitive 
loops. In a second phase, we shall explore how the interviewees play either the con-
formity or non-conformity card regarding gender rules applied to women entrepre-
neurs in France in each of the three approaches in order to keep a dialogue going 
with employees.

5.1  Looping the Loop: Coherent Dialogues Between Women 
Entrepreneurs and Their Employees 
in High-Growth Firms

In the presentation of the results, we have made a psychological distinction between 
the three modes of steering adopted by the women entrepreneurs in the sample by 
applying three different approaches, one objective, one inter-subjective, and one 
mixed. However, based on these psychological stances, the presentation of the 
firm’s results concluded with a dialogue between women entrepreneurs and their 
employees, a dialogue producing values and beliefs and, above all, new cognitive 
schemas expressed in suggestions for new ideas and processes. Moreover, in the 
comments of employees, cognitive outcomes and new perspectives on innovation 
seem to be more radical when women entrepreneurs apply inter-subjective and 
mixed approaches to steering their firms. In effect, steering based on indicators and 
on the comparison of different points of view culminates in the development of new 
ideas, inter-subjective and mixed steering both lead to experimentation with new 
ideas and the elaboration of new processes, with employees at least becoming aware 
of the need to implement new concepts. As Achtenhagen et al. (2010) suggest, the 
indicator-based approach produces fewer (openly enacted) innovations, which 
explains why, in the sample, two-thirds of interviewees opt for alternative approaches 
(some of them uninterruptedly for 10  years) that produce positive results. In all 
three cases, there is a clear dialogical training dynamic involving two families of 
indicators referring to the head of the firm and her employees, as described not only 
in transformational leadership theory (Rubin et al., 2005; Redien-Collot & Radu, 
2014; Fontana & Musa, 2017) but also in the theory of the sustainability of entre-
preneurial spirit (Haynie et al., 2010; McKelvie et al., 2017) (Table 1).

• Indicators characterizing the leader: Mode of steering, leadership objectives, 
strategic objectives, on the one hand.
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• Indicators characterizing the personnel, namely perceived company culture, 
beliefs at the origin of innovative postures, swathes of innovations generated, on 
the other hand.

As we have seen from the presentation of the results, the inter-subjective steering 
approach, which is based on a combination of the points of view of the actors of the 
firm, is a reaction to the first, namely the orthodox monitoring of indicators. The 
objective approach is a defensive posture that sees the environment as a relatively 
hostile or ambiguous place in which serious risks need to be addressed. In the inter- 
subjective approach, the women entrepreneurs concerned express a high degree of 
scepticism in regard to all forms of anticipation concerning the environment. In 
their view, other than providing reassurance, or otherwise, about the health of the 
firm, data garnered about the company has little to do with the macro-economic data 
broadcast by the media and by economic bodies. Since these kinds of correlations 
appear to be relatively unconvincing, they prefer to focus on consolidating the firm’s 
strong points while encouraging convergences and synergies and identifying the 
potential inherent in divergences. In other words, their approach differs in two ways 
from women entrepreneurs who focus on indicators. Firstly, they concentrate on 
risks within the firm by attempting to transform those risks into opportunities. Their 
awareness of a rupture in terms of the informational correlation between the firm 
and its environment leads them to modify their strategic outlook in two ways. Their 
cognitive perception makes them more creative—and even iconoclastic—in that at 
least some of them state that they prefer to take on board divergences amongst their 
personal, rather than seek to transcend them (superficially). When we observe that 
their employees develop the kind of beliefs in accessibility that Radu and Redien- 
Collot (2008) describe as beliefs underpinning the dynamics of concretization of the 
entrepreneurial spirit taking the form of innovative initiatives carried out in an entre-
preneurial context, we can say that things have really come full circle. Beliefs in 
accessibility guide individuals towards an approach based on resources (created by 
the tensions within the firm), which are used to elaborate new ideas. These beliefs 
promote an effectual approach that plays on contingencies characteristic of a spe-
cific environment or firm and stimulate situated forms of innovation effectively 
adapted to the firm’s specific needs and issues (Brettel et al., 2012).

The third steering option—the mixed option—is perhaps the most reflexive of 
the three in that the head of the firm seeks to summarize objective and subjective 
points of view projected onto the firm. In their replies, all the women entrepreneurs 
who choose this option are aware of the fact that, rather than elaborating a collage 
or a superposition of two types of perspectives, they attempt to establish correla-
tions between what is measured and what they perceive themselves and in interac-
tions with their employees. Furthermore, these women entrepreneurs accord a good 
deal of importance to self-analysis, the source par excellence of reflexivity (Redien- 
Collot & Léger-Jarniou, 2018). In this cognitive loop, employees are indirectly 
encouraged to analyze their own practices using, in a relatively balanced way, 
objective and subjective data that the head of the firm does not seek to hierarchize. 
In the presentation of the results, we note that this type of steering approach 
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generates beliefs concerning the legitimacy of norms. These beliefs interrogate the 
determinist character of norms in firms, or, in other words, the way in which those 
norms are naturalized, becoming a routine and then a culture (Cooke & Szumal, 
1993). This reflexive approach to norms often calls into question routines and the 
beliefs by which they are underpinned. It is apparent from the comments of the 
employees of these firms that the reflexive approach encourages them to become 
involved in a dynamic critique of the norms underpinning beliefs and, in fine, to 
subject those beliefs to a form of recycling. This is a relatively thoroughgoing 
approach to innovation that invites participants to analyze their beliefs. In this 
regard, one of the employees said: “Very often, in our job, we are clearly able to see 
that if we respect certain indicators, we have the impression that we are doing things 
well, or, at least, doing them well enough to hit target. But they don’t necessarily 
help us to improve how we do things. But since we’ve been having monthly inter- 
departmental meeting—in addition to the departmental meeting—where we discuss 
our feelings how we can improve our approaches, we’ve been able to entirely reap-
praise some of our processes and, above all, ask ourselves why we continue to do 
things the way we do …”. In the ten cases studied, mixed steering seemed more 
likely than other types of steering to encourage the emergence of organizational 
initiatives that continuously seek to question routines—inter-departmental meet-
ings, creativity groups, managing ideas, critiquing processes, etc.

5.2  Women Entrepreneurs and Conformity to Gender Rules

The three modes of steering examined above take into account a broad diversity of 
approaches to leadership taken by women heads of SMEs in France today. They 
also reflect the impressive cognitive creativity of these women entrepreneurs. In 
examining certain of their comments, we shall attempt to understand how they 
chose their approach to steering their firms and the cognitive options that character-
ize that approach. In the field of entrepreneurship, as in the field of leadership, 
gender theory rarely encompasses systems of representations of the self, gendered 
representations, and cognitive choices (Bussey & Bandura, 1999; Campbell et al., 
2004). What links these three notions is the management of dominant norms. 
Studies on women in leadership positions reveal that the most common approach to 
managing dominant norms is negotiation (Babcock & Laschever, 2003; Ely et al., 
2011). The results of such studies demonstrate that there are two other types of 
approach that, in terms of subjective steering, are clearly transgressive and, in terms 
of mixed steering, lead to the production of alternative normative frameworks. To 
broaden the analysis of these two postures, both of which have received little atten-
tion in the field of gender studies in leadership, we have taken inspiration from the 
research carried out by Nicky Le Feuvre (2008) who, in his numerous studies on the 
sociology of work, highlights how, when they face a challenging professional situ-
ation, women deploy three types of attitudes, namely an attitude of normative inte-
gration designed to integrate dominant norms and “work them into shape”; an 
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attitude of strategic transgression designed to modify certain rules of the game; and 
a more radical attitude subverting pre-established systems of thought and develop-
ing new socio-political paradigms and new modes of intra- and inter-organizational 
political relationships.

The three modes of steering and their socio-cognitive consequences, as described 
above, correspond to the three types of relationship that women leaders have with 
norms, as described by Le Feuvre (2008). Women entrepreneurs who base their 
steering approach on indicators negotiate with the dominant norms of corporate 
management. As Ely et al. (2011) suggest, this posture often results from substantial 
pressure exerted by stakeholders who, despite good results, are relatively wary of 
women entrepreneurs. Bussey and Bandura (1999) note that, following multiple 
experiences of mistrust of this kind, heads of firms deploy certain processes of inte-
riorization that help them maintain a defensive approach that, in our case, translates 
into strategic steering designed to neutralize all forms of risk. Nevertheless, this 
type of steering is a source of success and satisfaction for employees who find that 
it delivers a genuine sense of serenity. In the second approach, inter-subjective 
steering corresponds, in our view, to a form of transgression assumed by women 
entrepreneurs applying dominant management norms. Lastly, the third, mixed, 
approach focuses on innovation and the production of new rules and new organiza-
tional frameworks favouring that innovation.

In this study, the comments of two-thirds of the interviewees were characterized 
by a reflexive stance in terms of their choice of steering approach. All the interview-
ees mentioned the options available to them, as well as certain variants on those 
options. It is therefore possible to conclude that an important proportion of respon-
dents made their choice in an agentive way, or, in other words, that they elaborated 
it on the basis of a flexible approach to the construction of norms in an organiza-
tional context in which they believed they could exert a decisive influence (McNay, 
2013). In contrast, women entrepreneurs adopting the objective steering, that is one- 
third of the sample, frequently acknowledge that setting up or acquiring a firm and 
then developing it placed them in contingent situation that influenced their choice of 
steering approach. Nevertheless, in a substantial number of cases, agency does not 
exclude the interiorization of dominant norms and of their corollaries, namely stig-
mata (McNay, 2013). In other words, women entrepreneurs can agentively adopt a 
transgressive steering posture and yet not feel liberated from the influence of mas-
culine models of leadership. Transgression is not always a symptom of emancipa-
tion. It is often located in the shadows of what one wants to escape from in order to 
affirm or reaffirm one’s integrity. Rachel, who takes a relatively inter-subjective 
steering approach to steering, takes this ambiguity into account: “I don’t believe in 
the myth of the happy little company protected by its boss. A company is a place in 
which everything is organized, but the fact that it is organized does not prevent, or, 
rather hide debate. Everyone has to be exposed to that debate. Of course, even if I 
encourage debate, I have to calm the waters if things get a little out of hand. And 
that’s where I’m still, to a degree, behind the arc in regard to some entrepreneurs 
who I’ve known …”. In this analysis, the entrepreneur is aware of having assumed 
a stance that exposes her and on which she is willing, pragmatically, to backtrack. 
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She also admits the incomplete character of her emancipation from dominant norms. 
According to another interviewee (Nathalie): “If I had to do it again, I would; it’s an 
exciting, exhausting experience, but I still have a spark of freedom in me, and I try 
to pass a little of it on to the people who work with me. But, in order to keep that 
spark of freedom alive, I have to keep my guard up. And some days—and this is 
great—it’s the initiative and imagination of my collaborators that help me to move 
forward. I also know that being a free entrepreneur and a free woman is not always 
exactly the same thing!”. The interviewee assumes the fact that her leadership 
focuses as much on emancipating her employees as it does on emancipating herself, 
even if the two kinds of emancipation, while remaining distinct, are based on similar 
beliefs. The quest for individual emancipation is extended to encompass a certain 
form of collective freedom that, in spite of everything, partially dilutes the quest for 
the self, for a feminine identity, which is always socially constructed as a distributed 
identity. This is the last persisting ambiguity in the comments of the interviewees. 
Although they have attained a very advanced level in terms of self-accomplishment, 
and although their socio-economic contributions are relatively original, they do not 
always know whether they are playing a role that not only escapes them but also 
respects the rules that they seek to infringe. According to one interviewee (Clarisse): 
“I always need to go a little further in terms of developing the firm. Of course, these 
developments say a lot about what can be achieved by a woman, and I need to repeat 
that any woman, not just me, can do it”. As Essers and Benschop (2007) observe in 
their research on immigrant entrepreneurs who have overcome many challenges to 
achieve their ends, women—even those who succeed in going beyond normative 
limits—are always subject to a profound doubt. At the same time, their comments 
express a feminine trans-narcissism which, perhaps, helps women entrepreneurs to 
articulate a care of the self with a care of others, without being caught up in the 
posture of the postmodern “vestal” of care (Butler, 1990).

6  Conclusion

The steering choices adopted by the sample of women entrepreneurs that we studied 
have proved effective not only in generating sustained growth but also in encourag-
ing employees to develop a broad range of innovative proposals capable of modify-
ing corporate business plans. In designing their steering approach, indicators play a 
central role for only one-third of the interviewees. Two other approaches to steering 
correspond to postures that are overtly critical of or simply intended to reform the 
rational, indicator-based approach to steering the firm. It is interesting that such a 
high proportion of women entrepreneurs at the head of such dynamic firms do not 
apply canonical strategies. The fact that their firms are relatively small has enabled 
them to test out the strategic models that Achtenhagen et al. (2010) consider inap-
propriate in terms of the organizational challenges and cognitive issues that charac-
terize the life of SMEs today.
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We postulate that, due to their status as women and their experience of being 
either directly or indirectly stigmatized in their professional careers, female entre-
preneurs tend to develop personalized solutions to the problems associated with 
steering an SME.  Nevertheless, three models emerge from this study. The inter-
views with employees reveal that these three models generate three ever-broader 
and deeper ranges of innovative suggestions. These three models correspond to 
three different degrees of dissidence regarding normative models of strategic steer-
ing applied by heads of firms. However, this form of dissidence also reveals an 
entrepreneurial vigilance equalled only by the lucidity of female leaders about their 
own roles. As well as the cognitive loops that unite women entrepreneurs and 
employees in the task of renewing business models, there is a reflexive analytical 
loop that prompts, in a recurrent fashion, these entrepreneurs to compare their 
power of agency (their individual power) with the influence exerted by normative 
determinism on all those whose behaviours do not mirror the dominant model and 
whose freedom continues to be limited.

Intent on going beyond the definition of growth based exclusively on the perfor-
mances of the organization within its ecosystem, this study was also designed to 
address two overlapping issues, namely the freedom of action of employees and 
their bosses, in an attempt to discern, or otherwise, the existence of a dialogue capa-
ble of generating meaning (Kesting et al., 2016). We found that such a dialogue does 
indeed exist and that it is of an undeniably valuable nature. Additional research 
should be carried out into several aspects of this topic. In effect, a longitudinal study 
would make it possible to better gauge the effective impacts of swathes of innova-
tions on changes to the business model. In regard to the biographical narratives of 
the women entrepreneurs in the sample, the various stages of the construction of 
entrepreneurial vigilance and its links to experiences in which persistence is required 
should be examined more closely. It would also be of interest to see how women 
entrepreneurs share their attitude of persistence with employees involved in devel-
oping innovative suggestions. Lastly, it would be of interest to examine how women 
entrepreneurs apply, or otherwise, entrepreneurial vigilance and the point to which 
a spirit of entrepreneurship is shared by employees.

More generally, within the framework of the Gartnerian paradigm (2004) in 
which the entrepreneur plays the role of an agile arbitrator between psycho-social 
postures of conformity and distinctiveness, it is urgent to reintroduce the question of 
the experience of gender and the stereotypes associated with it, and the way in 
which female entrepreneurs activate or disactivate the kind of feelings aroused by 
certain stigmata characterizing their activity. We should, therefore, pursue research 
on the way in which memories and constructs of self-perceived subjectivity can be 
reprogrammed in order to boost socio-cognitive efficiency in an entrepreneurial 
context.
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 Appendix 1

 The Methodology of the Women Equity for Growth 
(WEG) Index

The WEG Index developed the first database with statistics on high-growth SMEs 
led by women, producing an annual index every year since 2010. The most recent 
index was presented to the press in December 2016.

Based on the Diane database of 40,000 French companies, the WEG database 
collects information about all SMEs that have been in existence at least 5 years at 
the time they are identified and have had an annual turnover of at least 4  mil-
lion Euros on a continuous basis for each of the 3 preceding years. These companies 
must of course have had published and registered accounting data for at least 
3 years. Out of this first group of companies, branches, cooperatives, semi-public 
companies, and franchises are then excluded. This leaves a total of 2500 companies 
that claim to be run by women, which is verified. These 2500 companies are then 
ranked according to their average results for five performance indicators:

• Growth in turnover in the last year.
• Average growth in turnover in the last 3 years.
• Increase in turnover value in the past year.
• Profitability in the past year (GOS/turnover).
• Average growth of GOS over the last 3 years.

The programme has strong institutional support, namely from the General 
Assembly of the Council of Europe (Resolution 55—March 2011), which encour-
aged support for the Women Equity initiative through better funding for women-led 
high-growth companies.

 Appendix 2 (Table 2)

Table 2 list of interviewed entrepreneurs’ companies extracted from the Index (“authors’ 
own table”)

Activity

Growth 
in 
turnover 
N/N-1

Growth 
in 
turnover 
N/N-3

Turnover 
in 2016 in 
millions of 
Euros

Entrepreneurial 
situation

Business 
owners’ 
coded name

Editing and distribution of 
film scenarios and transfer 
of copyrights

9% 15% 107 Creation in 
2001

Nelly

Studies, creation, 
realization, marketing of 
all processes of printing 
and publishing of authors 
by all processes

11% 17% 7 Family 
Transmission in 
2011

Gaëlle

(continued)
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Activity

Growth 
in 
turnover 
N/N-1

Growth 
in 
turnover 
N/N-3

Turnover 
in 2016 in 
millions of 
Euros

Entrepreneurial 
situation

Business 
owners’ 
coded name

Conferences, congresses, 
training courses relating to 
the management and 
organisation of private or 
public companies or 
communities

6% 12% 29 Creation in 
2007

Marianne

Insurance and reinsurance 
brokerage

14% 24% 78 Création en 
1999

Anna

Consulting in the 
pharmaceutical industry

8% 19% 65 Takeover in 
1995

Ludmila

Sale of equipment and 
services related to internet 
access and computer 
technology

11% 33% 75 Creation in 
2001

Carla

Multidisciplinary teaching 
with a national and 
international vocation

3% 10% 2 Creation in 
2003

Carine

 Asset management 6% 18% 15 Takeover in 
2012

Coralie

Purchase, semi-wholesale, 
or retail sale of 
delicatessen products

10% 24% 97 Takeover in 
2008

Adrienne

Import and sale of 
electronic equipment

12% 21% 36 Takeover in 
2006

Noémie

Sales and marketing of 
beauty products

15% 36% 47 Creation in 
2011

Albane

Eco-responsible 
installation service for 
telephone and information 
systems

10% 18% 57 Takeover in 
2005

Marguerite

Consulting in eco- 
responsible insulation—
large public and private 
worksites

20% 45% 66 Takeover 2008 Isabelle

Sales and marketing of all 
computer hardware, 
management and 
information processing 
solutions

9% 19% 6 Creation in 
1999

Annabelle

Organization of scientific 
missions and trips

11% 28% 53 Takeover in 
2015

Rolande

Consulting and data 
analyst in appliance 
marketing

9% 17% 80 Creation in 
2003

Rachel

(continued)

Table 2 (continued)
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Table 2 (continued)

Activity

Growth 
in 
turnover 
N/N-1

Growth 
in 
turnover 
N/N-3

Turnover 
in 2016 in 
millions of 
Euros

Entrepreneurial 
situation

Business 
owners’ 
coded name

Purchases and sales of 
automotive parts and 
industrial supplies

6% 22% 21 Creation in 
2006

Nathalie

Chain of thalassotherapy 
centres

22% 67% 99 Takeover in 
2012

Oriane

Design, organization, 
animation, and 
management of all training 
activities

10% 22% 82 Creation in 
2001

Jacqueline

Provision of services, 
advice, assistance, audit, 
and training in the IT and 
peri-computing fields

7% 24% 72 Takeover in 
2015

Aymone

Rental of land and 
prestigious real estate

12% 19% 28 Takeover 2011 Caroline

Wholesale and semi- 
wholesale pet food 
distribution

15% 25% 24 Creation in 
1991

Athenais

Consulting and distribution 
of products in the field of 
health and nutrition

7% 26% 10 Takeover in 
2003

Jeanne

Sale and distribution of 
European handicraft 
products in half wholesales

5% 17% 18 Takeover in 
2005

Zora

Creation, manufacturing, 
and marketing of high-end 
fabrics

10% 32% 92 Creation in 
1999

Wanda

Management of the sale of 
the business

11% 19% 59 Creation in 
2008

Clarisse

Repair of communication 
equipment in artistic 
activities

9% 37% 106 Creation in 
2006

Emma

Sales, as such or after 
processing, of eco-friendly 
agricultural products

18% 29% 89 Takeover in 
2001

Constance

Organisation of trade fairs, 
exhibitions, exhibitions, 
symposia, congresses, etc.

16% 31% 41 Takeover in 
2010

Eulalie

Production of information 
and informational and 
editorial content and direct 
or indirect exploitation of 
this content

22% 45% 77 Creation in 
2008

Claude
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Rethinking Strategic Entrepreneurial 
Succession: Unfolding Hidden Aspects 
of the Entrepreneurial Families’ Iceberg

Roberta Fenech

Abstract This chapter elaborates on the metamorphosis from the traditional family 
enterprise to the strategically innovative family enterprise. The shift from a tradi-
tional understanding of succession to a more innovative way of understanding suc-
cession is also addressed in this chapter. Succession is not analysed from a rational, 
conscious and objective perspective, but rather from an innovative, reflective, open 
and creative one. The chapter concludes with a recommendation to rethink the 
widely adopted iceberg analogy used in understanding the perceivable and hidden 
processes in succession. The strategically innovative thinker in an era of new 
Renaissance, who places the individual person at the forefront embracing creative 
ignorance, flips the traditional iceberg bringing all that is not visible to the forefront, 
placing human beings and the family subsystem at the centre of comprehension and 
knowledge.

Keywords Strategic succession · Entrepreneurial families · Innovation · Family 
business · Iceberg analogy

1  Introduction

Entrepreneurship is an economic phenomenon resulting from the presence of oppor-
tunity and enterprising individuals that has a central role in economic development, 
wealth creation and evolutionary change. The entrepreneurial economy replaced the 
managed economy. Whilst the latter is characterized by stability, continuity and 
homogeneity, the former is characterized by turbulence, diversity and heterogeneity. 
In the entrepreneurial economy, competitive advantage is based on innovative activ-
ity (Steier, 2001).

The entrepreneurial family enterprise refers to a type of organization with char-
acteristics that facilitate or constrain entrepreneurial activities. Whilst family enter-
prises constitute the majority of companies in most countries, they lack a reputation 
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of engaging in entrepreneurial behaviours. Whilst a few do act entrepreneurially, 
and do so across multiple family generations, these are very much the minority 
(Jaskiewicz et al., 2015). Whilst small family enterprises were followers in the man-
aged economy, they have to emerge as engines of growth in the entrepreneurial 
economy, if they want to be regarded as entrepreneurial family enterprises, lest they 
lose competitive advantage in this new dynamic (Audretsch & Thurik, 2004).

Generational transitions are critical in maintaining entrepreneurial impetus in a 
family enterprise. In today’s economic environment, family enterprises need to 
change into strategically innovative family enterprises. The quotations in this chap-
ter are from interviews carried out with incumbent and next-generation business 
leaders across five family enterprises in the jewellery sector, including owner man-
aged and sibling partnerships, who are experiencing generational transitions.

Interviewees were purposively selected based on their relevance. Relevance was 
established on the overlap between the ownership and management systems; inter-
viewed family business owners also manage their family business on a day-to-day 
basis. The jewellery sector was selected as it is a sector that is characterized by fam-
ily businesses and a long tradition. The family businesses purposively selected span 
of six generations making it possible to compare younger to more mature busi-
nesses. Participants consisted of five current family business leaders and eight next- 
generation family business leaders.

2  Literature Review

2.1  Entrepreneurial Family Firms

Entrepreneurial family firms around the globe are successful across generations 
when they combine their unique family resources and capabilities with their entre-
preneurial orientation (Audretsch & Thurik, 2004). The family is the source of com-
petitive advantage when they risk venturing into the innovative and unbeaten tracks 
of entrepreneurship. Family dynamics should be considered as one of the most 
important influences on both opportunity recognition and the ability of an entrepre-
neurial team to exploit an opportunity and to create a viable business. Different 
stages in the entrepreneurial process are impacted by the family’s access to resources, 
such as financial and social capital, as well as its specific norms, attitudes and values 
(Aldrich & Cliff, 2003). Entrepreneurs in family businesses are family members 
steering a business, in harmony or disharmony, with an array of other family 
members.

Understanding succession in the traditional way, relying solely on knowledge, 
leadership and relational management, does not uncover all its complexities. We 
need to appreciate the facts, truths and theories of not only the existing studies on 
succession in a great manner but also to add another layer of understanding 

R. Fenech



305

navigating into the unconscious, unmeasurable, unobservable and subjective experi-
ences of entrepreneurial families. The individual’s experience is given priority, such 
as in the cultural and intellectual movement of humanism in the Renaissance; the 
focus is not so much on the business practices, but on human experiences, emotions, 
unconscious processes and complexities.

2.2  Strategic Succession in Entrepreneurial Families

Entrepreneurial families are a unique synthesis of ownership, strategic influence 
and concern for family relationships and a dream of continuity (Poutziouris et al., 
2006). The main objective of strategic succession is to efficiently and fairly distrib-
ute ownership from older to younger generations; in a way that ensures effective 
business leadership and maintains family harmony. The smoother the succession, 
the higher the return on equity, net profits and business growth (Cropanzano et al., 
2001). Successful succession is an evolutionary process arising from careful plan-
ning and the artful management of expectations over a period of years (Aronoff 
et al., 2011). Despite empirical evidence that family firms are less entrepreneurial, 
there exist family firms who compete by repeatedly engaging in entrepreneurship, 
often across multiple generations (Lunenburg, 2011; Miller & Rice, 1976).

“Preparing to pass the family enterprise on to the next generation is perhaps the 
toughest and most critical challenge facing the business ownership” (Aronoff et al., 
2011, p. 89). In an entrepreneurial economy, a large number of firms are set up each 
year, but only a few survive beyond a decade, and an even fewer number grow suf-
ficiently to challenge the incumbents (“It’s almost a miracle if the next generation 
carry on”). The process of succession is, however, intrinsically an opportunity to 
preserve lasting institutions that reflect the family’s ideals and goals (Aronoff 
et al., 2011).

However, once founders release ownership and control to the next generation, 
enterprises often become less innovative and less entrepreneurial (Block et  al., 
2013). One theory is that the founders’ entrepreneurial orientation (EO), which 
involves preferences for autonomy, innovativeness, risk-taking, pro-activeness and 
competitive aggressiveness, is lost as later generation family members become 
involved (Lee et al., 2013; Lumpkin & Dess, 1996). The next generation adopt more 
of a managerial role. Whilst the enterprise still remains a family enterprise, it no 
longer is entrepreneurial. Subsequent generations may adopt the original entrepre-
neurial orientation, and the enterprise may return to its entrepreneurial nature (“I 
dream that I will remain in the company but I will have something new”).
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3  Discussion

Succession is a time of transformation, transition and metamorphosis as the family 
enterprise moves from a traditional to a more innovative one. Change within the 
entrepreneurial family enterprise is a challenge to achieve as this often entails a 
change in culture. Change in family enterprises is a time of abandoning traditional 
old habits and experimenting with innovative ones. Innovative capability is neces-
sary for gaining and sustaining competitive advantage across generations. As it 
transforms from the traditional to the strategically innovative, the family enterprise 
becomes more professional and diversified; within the family, communication 
structures also change to accommodate the next generation’s views on parenting 
and leadership development. All these changes occur within the context of an ever- 
changing society and entrepreneurial economy. Professionalization, the drive 
towards role clarity, diversification, utilization of non-family management (“I 
believe that who does not trust outsiders will not grow”) and the inclusion of advi-
sors and consultants, all represent changes in the innovative entrepreneurial family 
enterprise, that in turn bring about changes in attitudes and ways of thinking.

During succession from the more traditional to the innovative family enterprise, 
the roles in the family enterprise go through a process of clarification, development 
and formalization. Professionalization and role clarity are ways of making sense of 
relationships in the family enterprise; their complexity, and the overlap between the 
different systems and the inherited patterns of relating in the family business. Role 
clarity also reflects the next generations’ wish for independence, separation from 
the dependence on the incumbents and reduced “groupishness” (“I’m a big believer 
in titles, discipline and order, my father has a different mentality; more free for all; 
everyone does what they want to do”). Diversification and the utilization of non- 
family management are also transformations towards further professionalization of 
the family enterprise.

3.1  Change in Parenting and Leadership Development

Another metamorphosis is in the parenting and leadership development of the sub-
sequent generation. The change is in the definition and expression of free will, the 
importance given to tertiary education (“I definitely want my children to finish their 
studies; that is something I do regret; I wish I had pursued tertiary education”), the 
emphasis placed on family relational competence (“My mother said that the worst 
thing we can do, the biggest harm we can inflict on her, is that we don’t get on well 
together”) and the controversial subject of employment policies for family members 
(“Maybe in time we may implement employment policies for family members, 
however for now I don’t see the need”). The proponents of such policies in innova-
tive family enterprises believe that a threat to family enterprises exists when incom-
petent family members are only employed on the basis of family membership. The 
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change towards not only accessing the group as a result of birth right but accessing 
the group based on meritocracy is one that generates a number of fears and anxiety. 
Innovative family enterprises are also more open to the possibility that their children 
own but do not manage the family business. The distinction between ownership and 
the business is becoming more evident.

The shift from the traditional to the strategically innovative demands a shift in 
the role of advisors of such enterprises. Advisors are helpful during generational 
transitions when able to facilitate an environment that contains the anxieties of fam-
ily members, therefore creating a sense of security. They may be “vehicles for the 
projection of good objects, such as qualities of goodness and virtue” (Shane & 
Venkataraman, 2000, p. 200). Consulting the innovative family enterprise entails 
the consideration of the complex social processes resulting from the interrelation-
ship between the subsystems of family, business, ownership and management. 
Causality is multiple in family enterprises as the influences from different sub- 
systems affect processes and in turn contribute to multi-directionality.

The question is how many family enterprises are truly making the leap from the 
traditional to the innovative. How many family enterprises are prepared to trust 
outsiders, such as advisors, to look into the intricacies of the family relations and 
open themselves up to possibilities of change in the family sub-system? How many 
family enterprises are ready to risk the stability of their known ways to embrace the 
ambiguity of transformation? Only the brave family enterprise leaders, who are 
ready to sacrifice the status quo and shake the security of their family and business, 
are open to such a transition (“It’s very difficult to trust someone to work for you; 
it’s very difficult for us to trust someone with our accounts”).

3.2  Flipping the Iceberg: A New Model of Strategic Succession

Understanding fully generational transitions entails understanding both manifest 
and latent processes. In doing so, the iceberg analogy, as shown in Fig. 1, has been 
widely adopted in understanding the perceivable processes and what is hidden. 
Above the water level are the facets of successful succession and the lived experi-
ences, whilst below the surface are unconscious disappointments, fantasies, 
thoughts, feelings and suppressed defence mechanisms. Utilizing the iceberg anal-
ogy results in a holistic conceptual model of successful succession, within a context 
that is both apparent and latent. Traditional knowledge, in the visible part of the 
iceberg, is now being confronted by the defence mechanisms, strong emotions, 
inheritance, optimism, trust, creativity and basic assumptions that lie beneath the 
surface, giving birth to an innovative way of making sense of succession.

Looking at what lies beneath the surface is part of the mental exercise of creative 
ignorance (Formica, 2015). Creative ignorance investigates the hidden nature of 
things and what lies beyond acquired knowledge, and it challenges the accepted and 
traditional and seeks innovative ways of understanding succession. The strategically 
innovative thinker of succession is not satisfied with defining successful succession 
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Manifest

Latent

Multifaceted Model of Succession
Knowledge Management
Relational Competence
Entrepreneurial self-efficacy
Entrepreneurial Legacy

Strong emotions; fears; 
anxiety; inherited patters; re-
enactments of past 
experiences; optimism; 
creativity; basic assumption 
mentalities; defense 
mechanisms.

Framework of trust and the 
maternal holding 
environment.

Entrepreneurial Economy
Turbulence
Diversity
Heterogeneity

Fig. 1 Iceberg analogy. (Authors’ own Figure. Source: Fenech, 2015)

as a function of the business sub-system, but looks deeper into the psychological 
make-up of the human being and organizations. The strategically innovative thinker 
embarks on a life long and arduous journey of understanding human and organiza-
tional behaviour from a multi-dimensional and multi-disciplinary perspective.

The strategically innovative thinker in an era of new Renaissance, who places the 
individual person at the forefront embracing creative ignorance, flips the iceberg 
bringing all that is not visible to the forefront, placing human beings and the family 
sub-system at the centre of comprehension and knowledge (Fig. 2).

Flipping the model allows family enterprises to be more truthful to themselves 
and more transparent. It is a painful and risky process to bring out unconscious 
processes and patterns that have been carefully guarded for years. However, when 
managed well, it can be a liberating turning point for the enterprise which is willing 
to move forward.

3.3  Rethinking Strategic Succession

Rethinking strategic succession does not discredit sound theoretical frameworks on 
knowledge management, relational competence, entrepreneurial self-efficacy and 
entrepreneurial legacy. It simply adds another layer of cognitive understanding, 
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Strong emotions; fears; 
anxiety; inherited patters; re-
enactments of past 
experiences; optimism; 
creativity; basic assumption 
mentalities; defense 
mechanisms.

Framework of trust and the 
maternal holding 
environment.

Multifaceted Model of Succession
Knowledge Management
Relational Competence
Entrepreneurial self-efficacy
Entrepreneurial Legacy

Entrepreneurial Economy
Turbulence
Diversity
Heterogeneity

Fig. 2 Succession in an era of new Renaissance. (Authors’ own Figure. Source: Fenech, 2015)

placing the person and family first, as well as making apparent those hidden pro-
cesses that happen within the family sub-system.

3.4  Knowledge Resources

A knowledge-based view of the family enterprise recognizes knowledge as the most 
important of all resources in differentiating performance. The entrepreneurial econ-
omy is based less on the traditional inputs of land, labour and capital, and more on 
knowledge. Entrepreneurial family enterprises are very rich in idiosyncratic knowl-
edge. Idiosyncratic knowledge is often tacit. Forms of tacit knowledge can be found 
in routines, organizational culture and cognitive schemes.

Effective knowledge transfer is supported by the following: the learning process 
starts early, preferably in childhood; commitment, expectations, values and percep-
tions of the incumbent/s are shared with the next generation; the next generation is 
given challenging, real-life problems to solve (“In the summer holidays, my father 
used to take me with him to work. We used to go out to do succession duty valua-
tions. Obviously lots of experience over the years, from my grandfather, my dad, the 
workshop, and creating tailor-made jewellery for clients”).

Incumbent variables that positively affect knowledge transfer to the next genera-
tion are: values (hard work, family orientation, growth, determination, ambition and 
business orientation), expectations and ideas; stewardship concept; social capital; 
availability of knowledge source; desire to transfer knowledge, and communication 
skills (Nordqvist & Melin, 2010; Thurik et  al., 2013). “Inventions, products and 
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services, great and small, are created through talking. The best preceptor is a partici-
pative engagement in the conversation between knowledge seekers and knowledge 
users. Conversations are the sense making conduits through which knowledge 
flows” (Formica, 2005, p. 49). There is also a positive relationship between rela-
tional competence and knowledge transfer (Hatak & Roessl, 2011).

3.5  Succession and Relatedness

Succession threatens to upset all the relationships between the different components 
of the family enterprise and is the greatest long-term challenge that most face. There 
is no escape from relatedness; relational competence is an essential element in deal-
ing with the complexities of family enterprises and generational succession. 
Entrepreneurship is also supported by family members’ sense of unity with each 
other and the firm (Kamei & Dana, 2012).

Relational competence necessitates the following: empathy; ability to initiate 
relations and communicate; the ability to communicate convincingly; altruism; abil-
ity to communicate; ability to co-operate; ability to handle conflicts (Hatak & 
Roessl, 2011). The human risks in succession are as important as the financial and 
material risks. Innovation in relationships, as opposed to the simple reproduction of 
past family politics, is what leads to successful succession management (Kamei & 
Dana, 2012).

3.6  Self-efficacy

Next is the self-efficacy of the next generation of leaders whose sense of capability 
influences their perception, motivation and performance (“it’s very important that 
you have self-confidence especially when it comes to clients. If you are shy and you 
don’t show them that you are confident it’s very difficult to convince clients”). Self- 
efficacy influences goals, learning, effort and persistence which are all essential in 
the generational transition processes (Lumpkin et al., 2008). In succeeding to take 
the family enterprise into the future the next generation require Entrepreneurial 
Self-Efficacy, which includes: developing new product and market opportunities; 
building an innovative environment; initiating investor relationships; defining core 
purpose; coping with unexpected challenges and developing critical human 
resources (De Noble et al., 2007).

R. Fenech



311

3.7  Entrepreneurial Legacy

Lastly, transgenerational entrepreneurial families possess entrepreneurial legacy 
that facilitates succession across generations (Jaskiewicz et al., 2015). Entrepreneurial 
legacy motivates current and next-generation owners to engage in strategic educa-
tion, entrepreneurial bridging and strategic succession. Strategic education occurs 
when the next generation engages in education and work experience in areas that are 
strategically relevant to the family enterprise’s potential future entrepreneurial 
opportunities. Entrepreneurial bridging is a period of working together side-by-side 
wherein the older generation manages operations and gives the younger generation 
the opportunity to apply their strategic education. Finally, in strategic succession, 
the older generation protects the younger generation’s key resources for entrepre-
neurship by ensuring no sibling buyouts (to preserve capital within the firm) and by 
quickly integrating potential in-laws into the family (to preserve the successor as 
resource).

3.8  Exploring Complex Realities

The traditional way of understanding succession would stop at an apparent and 
conscious layer of cognitive understanding, adding nothing to what is already 
known. What is needed is to move into the insecure and unclear territory of the 
unconscious and latent family processes that does not provide clear and measurable 
answers. Bringing to the surface latent processes of succession, to provoke cogni-
tive conflict, is adding a layer of comprehension that is closer to the more complex 
realities of the entrepreneurial families. The outcome is reminiscence of the 
Renaissance humanism and its focus on the person and his/her complexities, 
strengths, unconscious and inherited patterns of behaviour, and his/her family.

The timeless allure that surrounds an entrepreneurial family enterprise is the 
manifestation of deeper and unconscious processes in the family sub-system. One 
such deeper and unconscious process is the trusted framework in the family sub- 
system. Allure, however, is what meets the eye, the beauty of the family enterprise; 
its wealth; reputation and family identity. The overt allure may be a reflection of the 
more covert family holding environment that is evocative of the mother–infant rela-
tionships in the early years of development (Fenech, 2015).

The multifaceted complexity of succession in entrepreneurial family enterprises 
lies upon a deeper complexity and reality. One facet is the attempt to re-enact pat-
terns of relationships based on perceived equality within the family sub-system into 
the business; when this is inevitably frustrated, it gives rise to competition. Power 
struggles are a manifestation of regression to earlier family relationships. 
Competition may give rise to stagnation when unresolved and may result in family 
members being excluded from the business (“When people are self-centred that 
breaks up a family business”).
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Dualities are a reflection of the work group mentalities, which are the tendencies 
to work towards a task effectively, and basic assumption mentalities, which are the 
tendencies to avoid a task, that co-exist in an enterprise. The manifest work group 
mentalities are: authority and legitimate power of the incumbent; succession plan-
ning; cohesion; free will and creativity. These co-exist with the basic assumption 
mentalities of: dependency; flight and massification (a group that clings together). 
The basic assumption mentality of dependency is that of the control and reliance on 
the incumbent generation for security (“My big question is: When my father retires 
do I have to deal with both shops? How will I cope, it’s a headache”). The basic 
assumption mentality of flight is the unconscious avoidance of succession (“I can’t 
imagine the day my father will tell me, I’m not coming to work.”; “To retire, it must 
be for a reason I don’t have control over”) whilst the basic assumption of massifica-
tion is the annihilation of individuality and free will (“I was sucked up into the busi-
ness; I would have preferred doing something by myself rather than doing something 
with the family”). There are studies that confirm this dependency fostered by incum-
bents (Dyer, 1986; Davis & Harveston, 2001; Brun de Pontet et al., 2007). However, 
differently to these studies, others found that incumbents are willing to let go of 
their control and engage in efforts to pass on the business to the next generation 
because this to them is an inevitable passage as they long for retirement (Cadieux, 
2007) (“she administers everything, the eldest is responsible for 120 people”).

In an entrepreneurial economy, motivating the next generation to participate in 
the creation and commercialization of new ideas has greater value than simply regu-
lating their behaviour. In the entrepreneurial economy, decentralized decision- 
making in an industrial structure comprised of smaller firms leads to a greater 
diversity of approaches. This diversity, in turn, generates greater opportunities for 
breaking out of boundaries and ultimately success.

Family members alternate from one basic assumption mentality to another in 
times when strong emotions are experienced and as a result lose touch with their 
task. The basic assumption mentality interferes with the work group mentality lead-
ing to stagnation. When experiencing anxiety, associated with generational transi-
tions, family members may unconsciously regress to a basic assumption mentality 
of dependency, flight or massification.

3.9  Boundaries

A further struggle entrepreneurial family members’ encounter is that of managing 
the boundaries between family and business. This instils anxiety resulting from the 
infinite variability of one’s world leading to the creation of artificial boundaries 
between the family and business. Another manifest struggle is that regarding the 
perception of in-laws as a source of conflict in family enterprises by both the current 
and next generation. At the unconscious levels, in-laws are used as a means to 
escape from uncomfortable thoughts of sibling rivalry. Blame for such thoughts is 
placed on “outsiders”, so no responsibility is accepted for failure in relationships 
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within the family enterprise (“conflict happens when third parties are involved; in- 
laws influence the siblings negatively; it is greed, jealousy; when it’s family but not 
direct blood, the in-laws, it is more challenging”). What results is the personaliza-
tion of failure and the tendency to find guilty scapegoats as a way of reducing anxi-
ety provoking situations into manageable chunks. The psychological splitting of 
self and others into good or bad results in projecting onto others one’s bad “introj-
ects” (Harvey-Jones, 1990; Kellermanns et al., 2011; Klein, 1959).

The transformation happening during times of succession is also varied at both a 
manifest and latent level. Younger entrepreneurial family enterprises are in a pro-
cess of professionalization, role clarity, diversification, innovation and greater 
emphasis on meritocracy. In line with this process is a greater emphasis on the 
importance of tertiary education and the inclusion of non-family management and 
advisors. Within the family sub-system, there are changes specifically in parenting 
styles. These transformations are manifest representations of deeper and more 
unconscious processes. Advisors are used to facilitate an environment that contains 
the anxieties of family members, thus creating a sense of security.

The transformation towards not only accessing the entrepreneurial family enter-
prise as a result of birth right but accessing the group also based on meritocracy is 
one that generates a number of fears. Such feelings are reflected in the controversies 
such argument generates between the current and next generation, and the resis-
tance to change by the older generation.

4  Conclusion

It is the emotional and unconscious dynamics that shape what happens in the family 
enterprise. A strategically innovative and deeper understanding of succession in 
entrepreneurial family enterprises, within an era of new Renaissance, entails elicit-
ing the hidden and unconscious meanings, assumptions and collective anxieties of 
family members (Allcorn & Diamond, 1985). This innovative approach surfaces 
conflicts, disappointments and fantasies held by family members as well as the 
thoughts, feelings and suppressed defence mechanisms that compromise reality 
testing. Mechanisms must allow insights to develop creatively, develop free think-
ing, assist family members to get away from unhelpful patterns of thoughts and 
behaviour and facilitate change whilst containing the resulting anxiety (Shane & 
Venkataraman, 2000).

We need to better understand the deeper meaning of behaviour in family enter-
prises, including the challenges of entrepreneurship, management and leadership 
(Klein, 1975; Miller & Le Breton-Miller, 2005). Without reflection, individuals may 
be inclined to accept superficial explanations for many aspects of human experi-
ence. Stapley (2006) writes that “being reflective citizens means that we will not 
only be aware of the rational processes, we shall also begin to understand the irra-
tional, sometimes unconscious processes that are occurring beneath the surface; 
processes that are having such an important effect on our lives and on our societies. 
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What we might term a parallel world, a different world, not as obvious but every bit 
as influential” (p. xxiii).

The need for reflective space is imperative in today’s innovative organizations 
that operate in complex circumstances like the family enterprise open system. 
Professional intervention requires reflective responses rather than reactivity, in 
assisting individuals to make sense of ambiguous challenges. The professional advi-
sor can contribute to the containment of anxiety and to the building of trust that 
supports adaptive systems (Cavanagh & Lane, 2012).

The entrepreneurial economy is characterized by turbulence, diversity and het-
erogeneity that may in itself elicit unconscious processes, fears and anxieties in 
individuals drawing them towards regressing into the traditional stability, and 
homogeneity of the managed economy. Approaching such turbulence, diversity and 
heterogeneity with creative ignorance, innovation, free thinking, embracing the 
uncertain, questioning the rational and setting aside assumptions is what will lead to 
innovative, uncertain and exciting entrepreneurial paths (Formica, 2015). Escaping 
knowledge maps and embracing change are opening the doors to deeper strata of 
understanding as we shift from a traditional to an innovative family enterprise and 
as our understanding of succession moves away from the traditional scientific 
knowledge to the innovative realms of understanding, as we flip accepted models of 
thinking. This is the rebirth of the person at the centre of comprehension, the new 
Renaissance.
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