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Abstract 
 
Weathering the entrepreneurial storm is considered by many an art form in itself but an 
undeniable, universal truth is the unilateral impact of an extraordinary leader on the 
chances of triumph in the face of great adversity. Yet the focus of academic studies all 
too often concerns the understanding of the weather patterns, the choice of captain and 
the direction of the ship rather than how to turn the wheel, raise the mast or set the sails. 
This study has the aim of deciphering the routines, actions and methods of entrepreneurial 
leaders so as to produce tangible, actionable knowledge which real practitioners can 
bestow upon themselves. This is a collective case study which examines ten 
entrepreneurial leaders from various cities throughout Sweden using semi-structured, in-
depth interviews. The findings pertain to routines, activities and methods that they use to 
fulfil five roles of effective entrepreneurial leadership which is further boiled down to 52 
thematic strategies. These strategies are then aligned into five fundamental skills; 
encompassing a collective approach, building individual relationships, fragmentation, 
dynamic perspective and utilising feedback. We believe that through developing these 
skills that entrepreneurial leaders can better cultivate their own routines, activities and 
methods contingent to their particular circumstance and transaction set. 
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1. Introduction 
 
This chapter will begin by outlining the context of the research area and briefly explain 
the background to the dilemma. Subsequently it will describe the existing gap in the 
theoretical body of knowledge which leads to the development of the research question 
as well as the purpose of the study. Lastly it will depict the process of the literature search 
and briefly elaborate on how it helped pave the path of the investigation. 
 
1.1 Background 
 
Contemporary emerging enterprise is unequivocally charging in the direction and pace 
dictated by the state of constantly evolving technology as well as the facilitation of new 
venture creation (Bygrave & Zacharakis, 2014, p. 1). This becomes evident in the sheer 
scale of global participation in which over five hundred million people are either actively 
engaged in or partake in the development of an emerging business, according to the 
according to the GEM Global Report (2017). When these individuals channel together, 
through their ventures, they produce the vast majority of the innovative products, services 
and platforms that we enjoy in our modern society; within an immense range of different 
industries including information technology, pharmaceuticals and automotive (Bygrave 
& Zacharakis, 2014, p. 1). 
 
However, the entrepreneurial phenomenon has grown and blossomed far from its humble 
roots. Originally it was viewed as a case of purchasing at certain prices and selling at 
uncertain prices (Cantillon, 1755, cited in Landström, 2005, p. 28) or alternatively 
purchasing a good freely available in one market and exporting it to a market which had 
relative scarcity (Say, 1803, cited in Drucker, 1985, p. 25).  Now, due to ever increasing 
complexity and dependency on contingent factors it can be seen either as a market 
function, an individual, or a process (Landström, 2005, p. 15-19). Yet whichever lens is 
chosen to view the phenomenon, this evolution has resulted in an entrepreneurial 
environment that is both unique and challenging to operate in, but also precariously 
rewarding to those who are successful. 
 
When examining those who are successful it becomes clear that leadership is fundamental 
in setting the path to the realisation of a desirable state of affairs or otherwise achievement 
of both long- and short-term goals (Bryman, 1986, p. 1). Upon casting our eyes to history 
we look up to legendary leaders such as Julius Caesar, Alexander the Great and Genghis 
Khan who exerted what many would consider an almost mystical power of influence over 
their followers and enemies alike. A need to emulate these archetypes has resulted in a 
bountiful tree of knowledge in the area of leadership yet as stated by prominent leadership 
researcher James Burns, (1978, p. 2) the subject of leadership is “one of the most observed 
and least understood phenomenon on earth”.  
 
Much of this confusion can be attributed to the pre-existent connotations of the word 
leadership which is a term taken from the colloquial vocabulary to subsequently be thrust 
into the context of a formal scientific discipline (Janda, 1960, p. 345). Janda (1960, p. 
346) argues that this causes ambiguity of meaning as the term carries multiple common-
use associations that differ from the scientific notation. Consequently, leadership is 
divided into a taxonomy based on the perspective of the researcher in relation to the 
environment or context that the leader finds themselves in. It follows that leadership 
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research achieves meaning through establishing context because the requirements of a 
successful leader within a business setting will differ substantially from those within the 
military, politics or industrial management (McGregor, 1966, p. 72). 
 
Therefore, this study is concerned with the leadership of enterprise, sometimes referred 
to as management leadership or organisational leadership, but more specifically in the 
entrepreneurial context. The entrepreneurial context can be characterised as a dynamic 
economic landscape of high uncertainty, rapid change and wild conjecture (Gupta et al., 
2004, p. 242). This environment breathes creative destruction, dines on business model 
innovation and excretes those who cannot relentlessly adapt to their own betterment with 
consistency. It is a milieu where leaders are forced to manage, hierarchies rarely stand 
tall and there exists an atmosphere of ordered chaos with a slight touch of pandemonium 
(Ensley et al., 2006, p. 218; Gupta et al., 2004, p. 248; Leitch & Volery, 2017, p. 148-
150). 
 
Traditional leadership theory is inadequate in fully encapsulating what it means to lead 
in this context and as such the interdisciplinary discipline entrepreneurial leadership is 
conceived (Gupta et al., 2005, p. 243). It is a combination of the two trees of knowledge 
in the sense that it does not view the leader as simply located within the entrepreneurial 
setting nor does it view leadership as a component of the entrepreneurial process (Leitch 
& Volery, 2017, p. 150). It is rather a distinct style of leadership that stems from the need 
to solve the specific problems that arise in the entrepreneurial environment. It involves 
the role of the leader as someone who addresses paradoxes and tensions, adapts to 
contingencies, sustains multiple roles and is aware of the greater impact of his actions 
(Ensley et al, 2006, p. 218; Leitch & Volery, 2017, p. 150; Volery et al., 2015, p. 110).  
 
This is an area of enquiry that is still in relative infancy yet the research base has 
dramatically developed since the early 1990s as it becomes apparent that investigations 
performed in larger, more established enterprises could not so easily be transferred into 
the emerging venture and small business context (Leitch & Volery, 2017, p. 148). 
However, as is often the case in academia, the vast majority of research strives to expand 
the understanding of the phenomenon rather than focusing on the practical applications 
or uses (Panda & Gupta, 2014, p. 157). That is to say, the routines actions and practical 
methods of the entrepreneurial leader are still a relatively unknown chasm in the body 
knowledge. 
 
1.2 Research gap 
 
As hinted earlier, much of entrepreneurial leadership theory remains abstract in the sense 
that it offers knowledge pertaining to understanding the phenomenon rather than creating 
actual frameworks of actions that real practitioners can utilise (McGrath & MacMillan, 
2000, p. 1).  Although this is often valuable information that can be said to add leaves to 
the tree of knowledge, it simultaneously creates a disconnect between the corporate and 
academic spheres (Panda & Gupta, 2014, p. 157).   
 
This is evident by practitioners increasing shift towards use of consultants for applied and 
strategic advice as opposed to academics (Friedlander, 1984, p. 648). Consultants are 
increasingly seen as simplifiers of the intricate organisational dilemmas of the empirical 
world through the employment of understanding, explanation, and prediction (Brannick 
& Coghlan, 2006, cited in Panda & Gupta, 2014, p. 157). In contrast academics are often 
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perceived to obscure issues through over complication as there is a need to include all 
possible manifestations in theorising the phenomenon (Panda & Gupta, 2014, p. 157). 
Furthermore, a study investigating the origins of twenty-five managerial methods found 
that only seven of them originate in academia (Vaitkevičius, 2007, p. 75). 
 
Thus the research gap and our challenge lays in making the academic investigation more 
specific to the entrepreneurial context and in doing so make it more relevant to the leaders 
in emerging ventures. We believe that research into the routines, actions and practical 
methodology of leaders in in an entrepreneurial setting constitutes a valid gap in the 
theoretical body of knowledge that can be of great benefit to explore. 
 
1.3 Purpose & Research question 
 
The abovementioned research gap ignited our creativity and passion to discover what it 
is that entrepreneurial leaders actually do to fulfil their role as a leader in the 
entrepreneurial context. It brought our focus to the practical perspective of entrepreneurial 
leadership with the idea that producing more pragmatically orientated knowledge would 
be an invaluable asset to practitioners and academics alike. With that in mind, the purpose 
of this study is to explore the practical methodology of entrepreneurial leaders so as to 
produce actionable knowledge that directly relates to the practitioner. 
 
Therefore, upon scouring the existing literature we found a theoretical framework 
consisting of five roles that an entrepreneurial leader should fulfil to practice effective 
leadership: framing the challenge, absorbing uncertainty, path clearing, building 
commitment and specifying limits. This construct was developed by Gupta et al. (2004) 
specifically for the entrepreneurial context based on attributes of effective leadership 
identified in the Global Leadership and Organisational Behaviour Effectiveness 
(GLOBE) study. We believe that we can use this construct as a guiding force to determine 
what the entrepreneurial leaders do in practice to achieve effective leadership. Thus, to 
fulfil the purpose of our research we intend to answer the following question: 
 
What routines, activities and methods do entrepreneurial leaders employ to fulfil the five 
roles of effective leadership? 
 
Upon answering our research question we aim to contribute to the practical aspect of 
entrepreneurial leadership but also to add to the existing theoretical body of knowledge. 
We believe that leaders within the entrepreneurial context will be able to learn tips, tricks 
and techniques that can aid them in becoming better leaders within their respective 
ventures. Yet we also hope to plug a gap in the current theoretical body of knowledge 
which currently is lacking knowledge concerning the practical methodology of 
entrepreneurial leaders. 
 
1.4 Literature search 
 
Unlike many studies who begin with a research question(s) and let that guide their 
literature search we began with a general purpose but were not sure about exactly the 
question we wanted to answer. We therefore began our initial literature search using our 
previous experience within the subject area as well as our general purpose to guide us. 
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Upon gaining the initial knowledge in the subject area we refined out purpose more 
specifically and began formulating themes that were more directly related to our intent. 
These included entrepreneurship, leadership, entrepreneurial leadership, practical 
leadership, leadership in start-ups, new venture creation guidance. From these themes we 
identified relevant keywords.  
 
We made use of various databases to do our literature search including Umeå University 
Library, EBSCO Business Source Premier and Google Scholar. The literature consisted 
of electronic resources such as peer reviewed journal articles and e-books but also non-
electronic sources such as text books and reference books. We also examined master 
dissertations, conference papers as well as information from relevant websites as aids. 
The additional articles feature was of great use in this process. 
 
Upon reading the literature we found many backlinks to relevant articles in their literature 
reviews as well as the reference lists. When possible we followed this trail to the origin 
so as to avoid using secondary references as much as possible. We are aware that 
secondary references can skew the intended meaning of the original author as it 
constitutes an interpretation of their text. However, in certain cases we could not find the 
original sources or did not have to resources to access them and as such made use of 
secondary references. Website sources are occasionally used, mainly for statistical 
purposes in order to strengthen arguments and contextual data, but are not used as main 
sources in relation to the main purpose of the study. 
 
When collecting literature, we stored and categorised the articles in Microsoft Excel 
based on content and where in the study we thought they could be of use. We wrote short 
summaries and highlighted the chief areas of interest in the articles so that we could 
quickly find what we needed when writing. We also stored all articles in Endnote which 
helped us to create our in-text references as well as our final reference list. 
 
Upon slowly putting the pieces of the puzzle together we began to notice a gap in the 
practical knowledge of entrepreneurial leadership which allowed us to further refine our 
purpose. The final piece was finding a relevant construct that we could adapt to measure 
what we had in mind and that construct formed the basis for our research question. 
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2. Theoretical frame of reference 
 
This chapter seeks to establish a theoretical frame of reference on which we build the 
entirety of the study. It does so by exploring key concepts pertaining to entrepreneurship, 
leadership and finally a combination of both fields: entrepreneurial leadership. By 
defining the entrepreneur and the processes associated with entrepreneurship, we 
establish the context for a special form of leadership, which has emerged from traditional 
towards more contemporary forms and definition over the years. Finally, by combining 
the entrepreneurial context and leadership, we arrive at our final destination, 
entrepreneurial leadership - and its associated construct that serves as a foundation for 
the rest of the research. 
 
2.1 Entrepreneurship 
 
Although scholars of entrepreneurship have yet to reach a point where a common 
definition of the subject exists, numerous definitions from several researchers have been 
proposed throughout time from different perspectives (Landström, 2005, p. 13-15). 
Historically, the current foundation of entrepreneurship as an academic field within 
economics owes much to the work of Richard Cantillon with further development by Jean 
Baptiste Say and John Stuart Mill. Cantillon (1755) described entrepreneurship as a 
macro-economic phenomenon that brought equilibrium to a market by correctly 
predicting consumer preferences (Cited in Rothbard, 1995, p. 352). He further defined 
entrepreneurship as the process of bearing the risk of buying at certain prices and selling 
at uncertain prices (Cantillon, 1755, cited in Landström, 2005, p. 28). While Cantillons 
definition of entrepreneurship is a seemingly simple one, it accurately portrays the 
majority of entrepreneurial activity given the time-period it was conceived. In the early 
1800s, Say and Miller further developed Cantillons definition of entrepreneurship in 
order to distinguish it from financial risk-taking (like purchasing shares in a company) by 
incorporating day-to-day participative management of a firm (Sobel, 2008). Say defined 
entrepreneurship as “shifting economic resources out of an area of lower and into an area 
of higher productivity and greater yield” (Say, 1803, cited in Drucker, 2015, p. 25). This 
time-period marked a paradigm shift in identifying entrepreneurship as the act of capital 
usage as opposed to capital providing (Hisrich & Peters, 1998, p. 7-8). 
 
In more recent research, entrepreneurship has been acknowledged for its complexity and 
contextual dependency in order to formulate a clear definition. (Landström, 2005, p. 21) 
Shane & Venkatraman, argue that solely defining the field based on who an entrepreneur 
is and what the entrepreneur does is problematic, as it falls short in terms of measuring 
opportunities (Shane & Venkatraman, p. 218, 2000). Venkatraman instead defines 
entrepreneurship as the scholarly examination of how, by whom and with what effects 
opportunities to create future goods and services are discovered, evaluated and exploited 
(Venkatraman, 1997, p. 120). This contingent view of entrepreneurship is further 
reinforced by Landström (2005) who presents three ways of defining entrepreneurship 
and the entrepreneur depending on different perspectives of the subject; (1) as a market 
function, (2) as an individual, and (3) as a process (Landström, 2005, p. 15-19). Although 
understanding entrepreneurship as a market function is interesting and involves exciting 
concepts spanning from Schumpeter’s (1947) ‘creative destruction’ to Kirzner’s (1973) 
view on entrepreneurship as a market equilibrator, it is not relevant concepts in the 
context of the purpose of this study, and we instead focus on on the two other 
perspectives. 
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2.1.1 Entrepreneurship as an Individual, The Undertaker. 
 
Entreprendre, French for “to undertake”. 
 
For the past decades, much of the research conducted within entrepreneurship has focused 
on different attributes of entrepreneurs to gain an understanding of why some people 
behave entrepreneurially. In other words; who is the entrepreneur, and what do they do? 
(Landström, 2005, p. 17; Venkatraman, 1997, p. 123). According to Colette et al. (2003) 
three main theories of approach coexist in relation to answering the question; (1) the 
psychological/trait approach, (2), the social/demographic approach and (3), the 
behavioural approach (Colette et al. 2003, p. 64). 
 
The psychological approach of identifying entrepreneurs concerns itself with specific sets 
of characteristics and traits found in individuals that pursue entrepreneurial action and 
subsequently, their rate of success, has been proven to be an effective tool of measurement 
(Baron, 2000, p. 15). While some criticism has been raised in regards to the collection 
and analytics of such attributes, numerous studies have been conducted (Colette et al. 
2003, p. 34). In an extensive study, Caird (1991, p. 179) established five key 
entrepreneurial characteristics. 
 

 
 
Figure 1: Five key entrepreneurial characteristics. 
Source: (Caird, 1991, p. 179) 
 
The social and demographic approach is derived as a form of criticism towards the 
psychological/trait approach of defining entrepreneurship Colette et al. 2003, p. 50). This 
approach attempts to identify a differentiation between and entrepreneur and the rest of 
the population by looking at sociodemographic background variables and differences 
(Hisrich & Peters, 1998, p. 82).  In their book “the individual entrepreneur” (1998), 
Hisrich & Peters present nine well-studied variables in order to assess the entrepreneur 
from a sociodemographic point of view (p. 71-80). 
 

 
 
Figure 2: Nine background areas in entrepreneurship identification research. 
Source: (Hisrich & Peters, 1998, p. 71-80). 
 
The behavioural approach of entrepreneurship is best summarised by quoting the opening 
remarks in the famous article “"Who Is an Entrepreneur?" Is the Wrong Question” written 
by William Gartner (1989). Gartner quotes Yeats (1956); “How can we know the dancer 
from the dance?” (Yeats, 1956, cited in Gartner, 1989, p. 47). He asserts the notion that 
entrepreneurship is a role that the entrepreneur undertakes to create organisations, and 
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cannot be measured by traits and characteristics alone due to its complexity (Gartner, 
1989, p. 64). Drucker (1985) reinforces the behavioural approach by stating that everyone 
has the opportunity to learn how to behave entrepreneurially, and by that, 
entrepreneurship is behavioural rather than a measurement of personality traits and 
characteristics; “its foundation lies in concept and theory rather than in intuition” 
(Drucker, 1985, p. 31). In other words, this approach concerns itself with what 
entrepreneurs do, in contrast to who they are (Colette, at al. 2003, p. 58). Gartner (1985) 
summarised six common scholarly views on entrepreneurial behaviour (Gartner, 1985, p. 
700) 
 
Behaviour Supporting Literature 
The entrepreneur locates a business opportunity Kilby, 1971: 

 
Maidique, 1980;  
Schumpeter, 1934; 

 Vesper, 1980. 

The entrepreneur accumulates resources 
Cole, 1965;  
Kilby, 1971; 

 
Leibenstein, 1968;  
Peterson & Berger, 1971; 

 
Schumpeter, 1934;  
Vesper, 1980. 

The entrepreneur markets products and services 
Cole, 1965;  
Kilby, 1971; 

 
Leibenstein, 1968; 
Maidique, 1980; 

 
Peterson & Berger, 1971; 
Schumpeter, 1934; 

 Vesper, 1980. 

The entrepreneur produces the product 
Kilby, 1971;  
Maidique, 1980; 

 Peterson & Berger, 1971; 

 
Schumpeter, 1934;  
Vesper, 1980. 

The entrepreneur builds an organization 

Cole, 1965;  
Kilby, 1971; 
Leibenstein, 1968; 

 Schumpeter, 1934. 
The entrepreneur responds to government & society 
 

Cole, 1965;  
Kilby, 1971. 

 
Table 1: Six views on entrepreneurial behaviour. 
Source: (Gartner, 1985, p. 700). 
 
2.1.2 Entrepreneurship as a Process 
 
Researchers like aforementioned Gartner (1985) paved the way for a paradigm of 
entrepreneurship where focus lies on the process itself, rather than on the individual 
performing it (Landström, 2005, p. 18). Drucker (1985) drew heavily on this perspective 
and, in his book “Innovation and Entrepreneurship” stated that “I have seen people of the 
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most diverse personalities and temperaments perform well in entrepreneurial challenges” 
(Drucker, 1985, p. 30). Thus, from this perspective, entrepreneurship is not specific to the 
characteristics, traits or sociodemographic variables of the individual performing it, but 
rather the process of performing it. 
 
Landström (2005) presents two views of the entrepreneurial process; (1) new-venture 
creation and, (2) the development of business opportunities (Landström, 2005, p. 18-19). 
Some researchers like Leibenstein (1968) draw on the Schumpeterian view of 
entrepreneurship and thus, argue that entrepreneurship is a process that takes place during 
the new-venture creation in an uncertain market (Leibenstein, 1968, p. 73).  
 
Other scholars, like Drucker (1985) and Landström (2005) proposes that entrepreneurship 
is carried out within and by large and old companies as well by constant innovation of 
business opportunities (Drucker, 1985, p. 27; Landström, 2005, p. 21). Shane and 
Venkataraman (2000) also critiqued the notion that new-venture creation is a requirement 
in the identification and definition of entrepreneurship (Shane & Venkataraman, 2000 p. 
219). To further bridge the gap between new-venture creation an opportunity 
development, Zahra (1996) defined the term ‘venturing’ as expanding operations in not 
only new businesses, but existing ones as well (Zahra, 1996, p. 1715). This view has been 
reinforced by Stopford & Baden-fuller (1994), who extended the term new-venture 
creation to include individuals and teams that form groups within existing organisations 
to influence the creation of new corporate resources (Stopford & Baden-fuller, 1994 p. 
522). Entrepreneurial behaviour within existing organisations has since the 1970s been 
referred to as “intrapreneurship” by some researchers (Pinchot, 1986, cited in Colette et 
al, 2003, p. 78). 
 
Landström (2005) concludes that discovery, organisation and exploitation of a new 
opportunity in a new firm is the foundation of entrepreneurship, whereas the same 
activities in an already-existing organisation can be classified as intrapreneurship 
(Landström, 2005, p. 20-21). Figure 3 provides a graphical representation of the 
entrepreneurial/intrapreneurial cycle. 
 

 
 
Figure 3: Where intrapreneurship and intrapreneurship meets. 
Source: (Landström, 2005, p. 21). 
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2.2 Leadership 
 
There is no common or consensually agreed upon definition of leadership within research 
which makes it easy to slip into a definitional quagmire (Bryman, 1986, p. 1). Bennis 
(1959, p. 259) characterised this early on: “Always, it seems, the concept of leadership 
eludes us or turns up in another form to taunt us again with its slipperiness and 
complexity. So we have invented an endless proliferation of terms to deal with it” yet 
“still the concept is not sufficiently defined”. However, this is not for lack of information, 
as evident from the mounting pile, but rather due to its contradictory nature (Bennis 1959, 
p. 260). Therefore, in defining leadership we must first establish a foundation to stand on. 
 
There is generally consensus that leadership has moved away from the conventional 
Theory X style (McGregor, 1966, p. 8) which has the industrial perspective of 
organisations as harvesters of human energy to achieve organisational requirements 
(McGregor, 1966, p. 4). The accompanying leadership methodology involved active 
intervention through persuasion, rewards, punishment and control to ensure the 
motivation or at least compliance of employees (McGregor, 1966, p. 5). This is a style 
reminiscent of the industrial revolution in which workers were essentially cogs in the 
machine of enterprise; working simply for their daily bread. 
 
This traditional view was strongly challenged by Maslow’s: A Theory of Motivation 
(1943) which states that humans have a hierarchy of needs consisting of five sets of goals. 
These goals can be considered basic human needs and are characterised through the 
following categories: physiological needs, safety needs, love needs, esteem needs and 
self-actualisation needs. Furthermore, the most immediate need is our primary source of 
motivation, yet once this is satisfied it is no longer a motivator of behaviour (Maslow, 
1943, p. 395). Moreover, in modern society, the worker is no longer deprived of 
physiological needs and is therefore motivated by the more transcended needs in the 
hierarchy. Thus a paradigm to leadership which focuses more on the humanistic qualities 
evolved which McGregor (1966, p. 15) labels Theory Y. 
 
Within this central paradigm, researchers have viewed leadership through the perspective 
of personality, behaviour, contingency, power relations, group processes and various 
combinations of these variables (Bratton et al., 2007, p. 132). Consequently, researchers 
often define leadership pragmatically according to the lens through which they examine 
the subject which has resulted in a multitude of definitions (Yukl, 2006, p. 2). However, 
most definitions reflect the assumption that leadership involves a process whereby 
intentional influence is exerted by one person over other people to guide, structure, and 
facilitate activities and relationships in a group or organisation (Yukl, 2006, p. 3). This is 
a functional definition of leadership which is appropriate and satisfies most schools of 
thought. 
 
There have formed three main schools of thought in which the majority of leadership 
research has concentrated, namely: trait or attribute theory, behavioural or style theory 
and, contingent or situational theory (Yukl, 2006, P. 20). These schools were formed in 
the chronological order of conception starting with trait theory moving to behavioural 
theory and lastly contingent theory (Bryman, 1986, p. 9). The following section will 
explore the central concepts associated with each respective school. In doing so we gain 
a source of different perspectives that will help us to better understand the 
multidimensional phenomenon that is leadership (Yukl, 2006, p. 8). 
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2.2.1 Trait / Attribute theory of leadership 
 
General Archibald Wavell once said “No amount of learning will make a man a leader 
unless he has the natural qualities of one.” (1941, cited in Bryman, 1986, p. 18). He is 
clearly subscribed to the notion that leaders are born as opposed to made. Trait theory 
taps into this notion through the fundamental assumption that there exists some basic trait 
or set of traits that differentiate a leader from a non-leader (Griffin, 1996, p. 509). 
Moreover, these traits would be superior in quality compared to those possessed by non-
leaders (Bratton et al., 2007, p. 136). The idea being that these traits can be identified and 
subsequently utilised to improve leadership effectiveness or even predict potentially 
successful leaders (Griffin, 1996, p. 509; Yukl, 2006, p. 180). To begin this process, we 
must first define what a trait is. 
 
Yukl (2006, p. 180) defines traits as a variety of individual attributes including aspects of 
personality, temperament, needs, motives, and values of the leader. This is in contrast to 
Bryman (1986, p. 18) who believes that traits encompass physical factors, ability 
characteristics and personality features of the leader. Yet we can deduce that traits are a 
paternal term in the sense that it embodies the different elements that make up what a 
leader is. Furthermore, many researchers such as Fiedler argue that you will find these 
traits to a greater or lesser degree in all members of the population (Petrullo & Bass, 1961, 
p. 179). However, after reviewing the literature on traits it appears that there is some 
consensus on eight traits that appear consistently throughout studies, albeit under various 
labels, that are associated with effective leadership (Yukl, 2006, p. 189): 
 

 
 
Figure 3: Eight traits associated with effective leadership. 
Source: (Yukl, 2006, p. 189) 
 
On the other hand, early criticism in the form of reviews by prominent leadership 
researchers found that single variable research on leadership could not discern the causal 
effect of individual traits (Bryman, 1986, p. 18). Furthermore, psychologists gained 
mounting evidence that traits are jointly determined by learning and inheritance 
(Bouchard et al., 1990, p. 223) rather than solely inheritance. This has caused subsequent 
research within trait theory to shift towards more complicated patterns of traits and 
interactions between traits which Yukl (2006, p. 181) labels as skills. However, these 
critiques caused researchers to examine other possible explanations to the phenomenon 
and a logical place to start was to explore what leaders do (Bryman, 1986, p. 36). 
 
2.2.2 Behavioural / Style theory of leadership 
 
Behavioural theory was born from the inadequacies of trait theory to fully encapsulate 
what distinguishes effective leaders from ineffective leaders (Bryman, 1986, p. 36). It 
operates under the central assumption that it is the pattern of activities (behaviour) 
performed by the leader which make up the leadership style. This leadership style in turn 
becomes the main source of influence over subordinate satisfaction and performance in 
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the workplace (Yukl, 2006, p. 50). There are two extremely influential early series of 
studies that together have paved the way for future research within the school, namely the 
Ohio study and the Michigan study (Bratton et al., 2007, p. 139.) 
 
The Ohio studies were revolutionary because they employed an interdisciplinary team of 
researchers whom first coined operational definitions of what people in leadership 
positions do (Bryman, 1986, p. 38). They found that there were two main leadership styles 
which all leaders encompass, namely initiating structure behaviour and consideration 
behaviour (Griffin, 1996, p. 511). Initiating structure style involves a strong emphasis on 
accomplishing the task through clear definition of both the leader’s and subordinate’s role 
in the undertaking. It achieves this through scrupulous control in the form of practices 
such as deadlines, standards of performance and task assignment (Yukl, 2006, p. 50). 
Consideration style involves the leader showing concern for their employees and 
establishing interpersonal relationships. The leader achieves this by acting in a friendly 
and supportive manner such as performing personal favours, finding time to listen to 
subordinates or being willing to accept suggestions (Yukl, 2006, p. 50). An interesting 
finding was that these two styles were not mutually exclusive which is exciting because 
it suggests that leaders are not bound to a singular style of leadership (Bryman, 1986, p. 
43). 
 
The Michigan studies were carried out parallel to the Ohio studies with the objective to 
discover the principles governing group performance and group motivation with specific 
reference to organisational structure and leadership practices (Katz, 1951, cited in 
Bryman 1986, p. 61). They discovered three leadership styles: task-orientated, relations-
orientated and participative leadership the first two of which can be considered 
reminiscent of the Ohio study’s counterparts (Yukl, 2006, p. 54). However, these styles 
were dependent on each other and can thus be considered a continuum, leaders cannot 
strongly embody all roles (Griffin, 1996, p. 510). 
 
Cooperatively the Ohio study and the Michigan study have had a considerable impact on 
behavioural leadership and set the standard which has developed approaches such as the 
managerial grid as well as Likert’s system 4 (Bryman, 1986, p. 78). However, the research 
on the whole suffers from looking for simple answers to complex questions; they do not 
take into account changing situational factors (Yukl, 2006, p. 75). 
 
2.2.3 Contingent / situational theory of leadership 
 
Contingency school of thought takes the approach that the effectiveness of particular 
leadership styles is dependent on the leader, followers and situation (Bratton et al., 2007, 
p. 142). This means that a particular style or pattern of behaviour of the leader will be 
effective only in certain circumstances but not in others (Bryman, 1986, p. 126). 
Consequently, there can be no universally suitable leadership styles as there will always 
exist situational variables that impact outcomes (Griffin, 1996, p. 514). There exists a 
cornucopia of contingency approaches although there are a few which can be considered 
central in their contribution and impact on the area which will be presented (Bryman, 
1986, p. 127). 
 
One of the earliest and most impactful contingency studies is Fiedler’s least-preferred-
co-worker (LPC) model which describes how the situation moderates the relationship 
between effectiveness and the trait measure LPC (Yukl, 2006, p. 215). The LPC score 
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was calculated through asking leaders to think of a co-worker they had least enjoyed 
working with and answering questions on an 8-point-scale regarding their views towards 
them (Bryman, 1986, p. 127). He discovered that leaders generally were either high LPC 
or low LPC leaders and that these leaders were effective in different situations (Bryman, 
1986, p. 128). He distinguished three primary situational determinants which impacted 
the effectiveness of the high and low LPC leaders differently: Leader-member relations 
(sometimes called group atmosphere), task structure and position power (Yukl, 2006, p. 
216). Leader-member relation is defined as the extent to which subordinates are loyal and 
relations with subordinates can be seen as friendly and cooperate. Whilst position power 
refers to the extent to which the leader has authority to evaluate subordinate performance 
and administer rewards and punishment. Lastly task-structure involves the extent to 
which standard operating procedures are in place to accomplish the task, along with a 
detailed description of the finished product or service and objective indicators of how 
well the task is being performed (Yukl, 2006, p. 216). Fiedler thus establishes the early 
contingency school and later develops the concept of leader match which involves 
engineering the situation to fit the leadership type (Cruz et al., 2011, p. 18). 
 
Another central pillar of contingency school of thought is path-goal theory of leadership 
(Greene, 1979, p. 22). This approach suggests that the primary functions of a leader are 
to make the preferred rewards available in the workplace and to clarify for the subordinate 
the kinds of behaviour that will lead to goal accomplishment (Griffin, 1996, p. 518). It 
was found that there are four major leadership behaviours: supportive leadership, 
directive leadership, participative leadership and achievement-oriented leadership (Yukl, 
2006, p. 219). Furthermore, it is possible for leaders to phase between the different 
behaviours depending on which is more appropriate for the particular situation (Bryman, 
1986, p. 138). For example, in a high task-ambiguous scenario the directive leader (who 
provides a highly structured environment) is particularly effective. Yet in a scenario 
where the task is stressful, boring or tedious, supportive leadership (which emphasises 
consideration for the needs of subordinates) leads to increased subordinate effort and 
satisfaction through increasing self-confidence, lowing anxiety, and minimising 
unpleasant aspects of work (Yukl, 2006, p. 219). Thus the leader becomes an important 
source of motivation insofar as his behaviour can improve the desirability of high 
performance in the eyes of his subordinates and thereby facilitate the attainment of 
objectives (Bryman, 1986, p. 138). 
 
Subsequent contingency models have increased in complexity from focusing on one 
variable to multiple dimensions in studies such as the Vroom-Yetton framework 
(Bryman, 1986, p. 158). However, many critique contingency theories as being too 
complex or ambiguous to accurately test as well as lacking in practical application (Yukl, 
2006, p. 239). 
 
2.2.4 New approaches to leadership 
 
As a result of criticism towards the three main schools of thought, many researchers have 
become interested in the emotional and symbolic aspects of leadership which has led to 
conceptualisations involving combinations of schools of thought. (Yukl, 2006, p. 248). 
Consequentially there have spawned a proliferation of new and alternative approaches 
(Bryman, 1986, p. 179) yet a common theme is the ability of leaders to influence 
followers to make self-sacrifices and put the needs of the organisation above their own 
(Yukl, 2006, p. 248). 
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One of the more prominent conceptual frameworks is Bass’ full range leadership model 
which builds upon Burns’ (1978) theory of transformational and transactional leadership 
(Yahaya & Ebrahim, 2016, p. 192). This subsequent model encompasses three preferred 
leadership styles: laissez-faire, transactional and transformational (Yahaya & Ebrahim, 
2016, p. 191). The essence of the theory is the distinction between transactional and 
transformational leadership through the use of component behaviours used to influence 
followers (Yukl, 2006, p. 262). However, a fundamental aspect of this model is that any 
given leader will display each style to some extent – they are therefore not mutually 
exclusive (Avolio & Bass, 2002, p. 4). 
 
Laissez-faire leadership is the avoidance or absence of leadership which per definition is 
the least active style (Avolio & Bass, 2002, p. 4). Leaders who embody this style do not 
take responsibility for the leadership role and generally avoid giving directions, making 
decisions or involving themselves in the growth and development of subordinates 
(Yahaya & Ebrahim, 2016, p. 192). Some studies point to this style as not only in-
effective but even destructive (Buch et al., 2015, p. 115) whilst others suggest that it 
depends on the construct used to measure it (Yang, 2015, p. 1247). 
 
Transactional leadership revolves around the rewarding or disciplinary behaviour of the 
leader towards the subordinate as a consequence of the adequacy of the subordinate’s 
performance (Avolio & Bass, 2002, p. 3). It includes three types of behaviour the first of 
which is contingent reward that embodies the use of incentives and rewards to influence 
motivation (Yukl, 2006, p. 263). The second is passive management by exception which 
makes use of disciplinary actions in response to subordinates obvious deviation from the 
requirements (Yukl, 2006, p. 263). The third behaviour is active management by 
exception which is more concerned with searching for mistakes and implementing rules 
to avoid them in the first place (Yukl, 2006, p. 263).  Essentially the leader exchanges 
things of value with the follower through clearly specifying his requirements along with 
the rewards for accomplishment contrary to the punishments for failure (Bass, 1990, p. 
20).  However, due to the rigid structure and pre-determined nature of transactional 
behaviour it can act as an inhibitor of innovative thinking and processes (Aarons, 2006, 
p. 1163). Furthermore, although transactional leadership is effective in achieving its 
desired goals, it rarely creates devotion to the job nor inspire passion or extraordinary 
commitment from followers (Yahaya & Ebrahim, 2016, p. 193). 
 
Transformational leadership can be considered an expansion of transactional leadership 
style yet it goes far beyond simply setting exchanges or agreements with subordinates 
(Avolio & Bass, 2002, p. 1). True transformational leaders raise the level of moral 
maturity, convert their followers into leaders as well as broaden and enlarge the interests 
of followers so as to motivate them to go beyond individual self-interest for the good of 
the organisation (Shamir, 1991, p. 420).  This is achieved through the use of one or more 
of the four central components of transformational leadership (Yukl, 2006, p. 263): 
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Idealised 
Influence 

The leader behaves in a fashion so as to make themselves a role model 
to their followers – they are admired, respected and trusted. Followers 
want to emulate these leaders. 

Inspirational 
Motivation 
 

The leader motivates and inspires through providing both meaning and 
challenge to the follower’ work. They make sure to arouse spirit 
through frequently showing enthusiasm and optimism. 

Intellectual 
Stimulation 
 

The leader stimulates innovation and creativity through questioning 
assumptions, reframing problems, and approaching old situations 
through a new lens. The leader does not criticize follower’s mistakes 
publicly. 

Individualised 
Consideration 
 

The leader ensures that each individual’s needs for achievement and 
growth are heard as well as acting as a mentor for them to achieve 
these goals. Followers are thus developed to higher levels of potential. 

 
Table 2: The four central components of transformational leadership  
Source: (Yukl, 2006, p. 263) 
 
In this fashion the transformational leadership can generate long-term sustainable effort, 
creativity and productivity that both changes and transforms people to go beyond 
expectations (Yahaya & Ebrahim, 2016, p. 194. Furthermore, it is suggested that 
transformational leadership can be augmented on top of transactional leadership 
(although not vice-versa) to achieve higher effort and performance beyond the scope of 
transactional leadership alone (Seltzer & Bass, 1990, p. 694). 
 
2.3 Entrepreneurial Leadership, an interdisciplinary discipline 
 
In a global entrepreneurial-centric landscape increasingly afflicted by turmoil, 
uncertainty and conjecture (Gupta et al., 2004, p. 242) academics have struggled to 
produce a congruent theory of leadership that explains the spectacular triumph of 
particular leaders in an entrepreneurial context (Zaech & Baldegger, 2017, p. 158). This 
is largely as a consequence of disagreement whether the phenomenon should be examined 
through the lens of leadership or entrepreneurship (Leitch & Volery, 2017, p. 148).  
 
Leadership researchers believe that it is simply leadership that occurs in a specific setting, 
usually relatively new ventures or rapidly growing organisations (Vecchio, 2003, p. 304). 
This would imply the straight transferability of leadership concepts to entrepreneurship. 
On the other hand, entrepreneurship researchers argue that leadership is simply an integral 
component of entrepreneur’s arsenal (Colette et al., 2003, p. 42). The essence of the 
debate revolves around whether the individual is leading within an entrepreneurial 
context or the entrepreneur is employing leadership behaviour which marginalises the 
contingent factors through overemphasising the role of the individual. (Leitch & Volery, 
2017, p. 150). 
 
These contingent factors involve comprehensive sets of behaviours, complex interactions 
between various stakeholders, as well as the dynamic nature of the entrepreneurial 
environment (Leitch & Volery, 2017, p. 150). They have compelled the focus of research 
towards entrepreneurial leadership as an interdisciplinary area that attempts to harvest the 
knowledge from both entrepreneurship and leadership so as to better understand the 
phenomenon from a unique perspective (Cogliser & Brigham, 2004, p. 789). 
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2.3.1 Defining entrepreneurial leadership 
 
Entrepreneurial leadership is a distinct style of leadership that was born from the 
inadequacy and ineffectiveness of traditional approaches (Gupta et al., 2005, p. 243). This 
form of leadership is present in organisations of various size, type or age; it can even 
flourish in profit or non-profit, formal or informal economies in all types of industry 
(Renko et al., 2015, p. 54). This is because an entrepreneurial venture encompasses any 
organisation actively identifying, evaluating and exploiting entrepreneurial opportunities 
(Leitch & Volery, 2017, p. 148). However, the style is usually characterised in contexts 
involving high-velocity environments of competition and rapid change which is often 
found in new and smaller enterprises (Leitch & Volery, 2017, p. 148). 
 
Researchers have attempted to define entrepreneurial leadership in many ways depending 
on the perspective they take: whether they view the leader as an individual, leadership as 
a behaviour or if it is based on contingent factors (Leitch & Volery, 2017, p. 150). In this 
review we understand entrepreneurial leadership as “leadership that creates visionary 
scenarios that are used to assemble and mobilise a supporting cast of participants who 
become committed by the vision to the discovery and exploitation of strategic value 
creation” (Gupta, 2004, p. 242). This definition incorporates streams of theory from both 
entrepreneurship, which sets the context, and leadership, that is concerned with the role 
of the leader (Leitch & Volery, 2017, p. 148). 
 
2.3.2 Combining entrepreneurial context and leadership theory 
 
The entrepreneurial context is unique as it creates a number of factors that differentiate it 
from traditional settings and these factors permeate different levels of society as well as 
individuals in an innovative manner (Kuratko, 2007, p. 2).  One of these factors is the 
need to adapt organisational structures and processes rapidly as the venture pivots in 
search of a better business model or swings towards growth; this calls for leadership 
behaviour which can address numerous paradoxes and tensions (Volery et al., 2015, p. 
110).  
 
Another factor to consider is the difference between management in contrast to 
leadership. Darling describes the focus of management as the ‘how to’ or the proverbial 
‘nuts and bolts’ whilst leadership is more concerned with the parameters of action or 
‘doing the right things’ (Darling et al., 2007, p. 6). Gupta (2004, p. 248) develops this 
further by adding that in an entrepreneurial context the leader more often than not also 
fills a managerial role due to restrictions on resources. In addition to this, at the onset of 
a new venture, founders must exhibit leadership in order for their business to take form 
(Leitch & Volery, 2017, p. 150). This means that the founder is also the leader who is 
also the manager which is confounded even more because most would-be entrepreneurs 
have limited experience of leadership and must therefore learn on the job (Leitch & 
Volery, 2017, p. 150). This means that entrepreneurial leaders must be able to learn 
quickly, adapt to the situation and sustain multiple roles in the venture. 
 
An additional aspect of the entrepreneurial context is that hierarchies tend to be of a flatter 
nature with a direct access to owner-managers (Leitch & Volery, 2017, p. 148). This 
contradicts traditional leadership literature which considers the juxtaposition of 
individual actors who are categorised as either leaders or followers with the leader being 
seen as a commander (Ensley et al., 2006, p. 218). Furthermore, as there are less defined 
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goals, structures and work processes to guide a new venture compared to a more 
established company the impact of leadership behaviour is likely to be greater (Ensley et 
al, 2006, p. 218). An entrepreneurial leader must thus clearly identify his role in the firm 
as well as the significant impact it will have on the direction of the company. 
 
Many researchers have drawn the parallel between entrepreneurial leadership and 
transformational leadership style and there are many similarities but also some distinct 
differences (Renko et al., 2015; Zaech & Baldegger, 2017; Ensley et al., 2006; Gupta et 
al., 2004). Both styles focus on how leaders can evoke superordinate performance from 
followers through a transcendence of self-interested behaviour through appealing to high 
needs for self-actualisation, deeply held personal values, and implicit motivations of 
followers (Gupta et al., 2004, p. 245). Yet for entrepreneurial leaders the ability to evoke 
such performance is founded in the context of the firm’s need to adapt to the emerging 
environmental contingencies outlined above. 
 
Similarly, the comparison has been made between team-oriented leadership and 
entrepreneurial leadership (Gupta et al., 2004; Ensley et al., 2006). Both styles capitalise 
on eliciting high levels of participation and involvement by the group yet the 
entrepreneurial leader must achieve this with constantly changing role definitions as 
opposed to the team-oriented leader can enjoy stable role exchanges due to the more static 
environment (Gupta et al., 2004, p. 246). 
 
Lastly entrepreneurial leadership shares some elements of value-based leadership 
(Smilor, 1997; Gupta et al., 2004). Both styles build a high-expectation vision and 
conveys confidence in the followers’ ability to accomplish that vision yet the 
entrepreneurial leader cannot themselves demonstrate the extraordinary effort but must 
instead rely on the commitment of followers to use their specialised skills (Gupta et al., 
2004, p. 246). 
 
2.3.3 The entrepreneurial leadership construct 
 
Gupta (Gupta et al., 2004) pioneered a construct for measuring entrepreneurial leadership 
which suggests that entrepreneurial leaders face two interrelated challenges or 
dimensions: scenario enactment and cast enactment. These challenges are further 
deconstructed into five roles which are comprised of different leadership attributes. These 
attributes had previously been identified as contributors to leadership effectiveness in the 
Global Leadership and Organisation Behaviour Effectiveness (GLOBE) survey (Gupta et 
al., 2004, p. 248). 
 
 Scenario and cast enactment 
 
Scenario enactment represents the need for the entrepreneurial leader to envisage and 
create a scenario of possible opportunities that can be seized to revolutionise the current 
transaction set, given resource constraints (Gupta et al., 2004, p. 246). Cast enactment 
involves the challenge of convincing both potential followers and the firm’s network of 
stakeholders that the transformation of this transaction set is possible through assembling 
the resources and human capital to accomplish the objectives of the scenario (Gupta et 
al., 2004, p. 247). It is clear that these enactments are interdependent as the transformation 
of the transaction set through scenario enactment cannot be achieved without the 
appropriate cast to carry it out; likewise, the cast cannot be assembled until a scenario 
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worthy of persistence can be communicated. Gupta further stresses that this is a 
cumulative and iterative process which evolves beyond simply organisational adaptation 
so as to forge an entirely reconstructed transaction set for the firm (Gupta et al., 2004, p. 
247. 
 
2.3.4 Five roles of an entrepreneurial leader 
 
The establishment of these conditions calls for the execution of five specific 
entrepreneurial leadership roles the first three of which are considered scenario enactment 
roles whilst the latter two are cast enactment roles. 
 
Framing the challenge 
 
The first role is called framing the challenge and it involves creating goals and objectives 
that are ambitious enough to inspire but realistic enough so that they can be achieved 
(McGrath & MacMillan, 2000, p. 10). This calls for a fundamental drive for aggressive 
improvement with a delicate balance of pragmatic understanding so as to achieve a vision 
that is worthy of the endeavour (Gupta et al., 2004, p. 247). 
 
Absorbing uncertainty 
 
The second role of the leader is called absorbing uncertainty and it involves crafting a 
vision of the future that can be striven towards whilst simultaneously shouldering the 
burden of being wrong (Gupta et al., 2004, p. 247). This absorbs the debilitating effect of 
uncertainty from followers which instils confidence in their own ability to achieve the 
vision (Gupta et al., 2004, p. 247). 
 
Path clearing 
 
The third role is called path clearing which involves the ability of entrepreneurial leaders 
to both anticipate and dissolve potential resistance, gain the support of important internal 
and external stakeholders, and remove impediments to the accomplishment of chosen 
goals (Gupta et al., 2004, p. 248). This is achieved through making critical resources and 
information accessible to followers. 
 
Building commitment 
 
The fourth role is called building commitment and it is concerned with the formation of 
a group or team. To fulfil this role, the leader must put together, shape, and inspire a team 
that is highly committed in expending extraordinary energy to achieve the scenario 
enacted by the leader (Gupta et al., 2004, p. 248). 
 
Specify limits 
 
The fifth and final role of the leader is the need to specify limits which hold and sustain 
commitment in the face of contingencies and constraints on action. In this fashion the 
leader can reshape their followers’ own perceptions of their capabilities through 
eliminating possible self-imposed ideas or limitations (Gupta et al., 2004, p. 248). 
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These five roles are interwoven underneath the enactment dimensions so as to form the 
theoretical framework of the entrepreneurial leadership construct. Table 3 breaks down 
these roles to their constituent attributes with a brief explanation as to what each attribute 
entails in relation to the role. 

 
Table 3: Five roles of entrepreneurial leaders 
Source: (Gupta et al., 2004, p. 248) 
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2.3.5 Gap in the knowledge 
 
Upon reviewing the literature, it becomes clear that entrepreneurial leadership has rich 
origins stemming from two streams of discipline (Zaech & Baldegger, 2017, p. 157). 
Furthermore, although the subject is still in its infancy it is quickly gaining ground and 
developing various approaches to effective leadership in this most fascinating of contexts 
(Leitch & Volery, 2017, p. 148).  
 
However, an approach which is still largely unexplored is the practical applications or 
‘action-orientation’ in the form of activities, routines and methods that entrepreneurial 
leaders make use of on a daily basis (McGrath & MacMillan, 2000, p. 1). What are the 
literal things that entrepreneurial leaders do fulfil the five roles presented in Gupta’s 
construct? Do the leaders actually perform all these things which they are theoretically 
supposed to? Which practices, if any, do entrepreneurial leaders themselves consider 
central to their role as a leader? 
 
This area of real-world application is all too often marginalised within academia leaving 
the actual practitioners wondering what to do with the all too abstract knowledge that is 
often produced (Panda & Gupta, 2014, p. 157). This study attempts to answer these 
questions through forging a chain between philosophy and practice, anchoring the 
abstract in actuality and thus produce specific, pragmatic and ultimately actionable 
knowledge. 
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3. Methodology 
 
The way in which we view, interpret and ultimately understand the world constitutes the 
philosophical framework that acts as a steering mechanism, gently guiding the path of 
the research. (Collis & Hussey, 2014, p. 43). These fundamental assumptions are vital in 
understanding the context of the researcher in relation to his subject and when 
interwoven, they fashion the paradigm of the study. The paradigm in turn provides both 
insight into the chosen methodology as well as establishing the nature of the knowledge 
which is produced by the study. This chapter will define our theoretical frame of reference 
through establishing our pre-understanding of the research based on our educational and 
professional background, as well as our theoretical assumptions and approach in 
relation to the research. 
 
3.1 Pre-understanding 
 
The topic of the study was chosen due to a common interest between us, the authors, as 
we both strive to start our own business ventures sometime after our education. We are 
currently attending the last semester in the international business programme at Umeå 
School of Business and Economics. In our education, we have had numerous courses on 
the topic of entrepreneurship and business development, but virtually none in terms of 
leadership. In our entrepreneurial courses, leadership has been outlined to be an important 
part of entrepreneurial activities, not only from lecturers but also as described in the 
literature (Colette et al. 2003, p. 43). This discrepancy has naturally developed an urge 
and commitment to extend our knowledge within this specific field.  
 
Furthermore, one of the authors of this paper has been part of and co-founded an 
entrepreneurial venture prior to this research. Our educational and professional 
background provides us with a relatively strong pre-understanding of the underlying 
context of entrepreneurship, which in itself can be considered a double-edged sword. The 
main advantage is that our pre-understanding can help us recognise terms and interpret 
the data at a faster pace. However, these can also cause a major disadvantage as we carry 
with us underlying pre-conceptions and assumptions that might prevent us from 
“exploring issues that would enrich the research” (Saunders et al. 2012, p. 196). In 
contrast, leadership as an academic field is unfamiliar to us as researchers and we carry 
with us few practical pre-conceptions in that regard. 
 
To conclude, we are aware of preconceptions and assumptions in the view of 
entrepreneurship and to some degree, leadership. We believe that our experience and 
background help strengthened the study, as we were better able to dive deeper into 
interesting concepts that emerged during our interviews. We actively aimed not to pass 
on our values and assumptions to our participants, as we want to base our research in 
relation to their point of view and not our own, following qualitative business research 
methods outlined by Bryman & Bell (2011, p. 410). However, as this is by definition an 
interpretivist study, we acknowledge the inseparable nature of our values in relation to 
the research. Furthermore, we believe that being two researchers instead of one can 
further diminish some of the negative aspects of our preconceptions and assumptions. 
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3.2 Research philosophy 
 
Research philosophy as a term can be used to describe the process of developing new 
knowledge and the nature of perceiving that knowledge (Saunders et al. 2012, p. 127). It 
is a catch-all variable that influences how we, as researchers, conduct our study based on 
our assumptions and world view (Saunders et al. 2012, p. 127). Much of the literature on 
research methodology presents three main assumptions to consider in relation to our 
research philosophy. First, the ontological assumption, which concerns itself with the 
nature of reality. Then, the epistemological assumption, which is concerned with what we 
accept as valid knowledge. Finally, our axiological assumptions, which is concerned with 
the role of values and how it may affect our research (Bryman & Bell, 2011, p. 15-21; 
Collis & Hussey, 2014, p. 47). In the following section(s), we will examine these 
assumptions in order to define our philosophical stance in relation to our study. 
 
3.2.1 Ontological assumptions 
 
In essence, ontology concerns itself with the nature of social reality (Collis & Hussey, 
2012, p. 46). The question of ontology pertains to whether researchers perceive reality as 
an objective phenomenon or a social construct built up by social actors (Bryman & Bell, 
2012, p. 20). As described by Bryman & Bell (2012), there are two main polarising 
ontological positions: objectivism and constructionism (Bryman & Bell, 2011, p. 20). 
Objectivism portrays the assumption and view that all things, including social entities, 
exist externally to the social actors and is independent of said agents (Saunders, 2012, p. 
131). In contrast, constructionism, sometimes referred to as subjectivism, (Saunders, 
2012, p. 131) challenges the objectivistic position by taking the view that social 
phenomena are derived as consequences of actions by social actors (Bryman & Bell, 
2011, p. 21). In other words, constructionism recognises that reality is subjective and 
determined individually by the social actors’ sense of reality and therefore by definition, 
there are many realities (Collis & Hussey, 2014, p. 47). 
 
In relation to this study, we have chosen to side with the point of view of a constructionist. 
The reasoning is that the nature of the study is to explore and generate in-depth knowledge 
in order to develop a fundamental understanding of what practical methods leaders utilise 
to fulfil their roles in an entrepreneurial context. The relationship the leader has with 
stakeholders such as employees, team-members, investors, lenders, and others is an active 
and ongoing process that is constantly changing and will morph depending on their 
perspective on social reality. This dynamic social interaction is at the very essence of 
what we are trying to explore, and therefore, an objectivistic view would not be suitable 
in relation to our research. 
 
3.2.2 Epistemological assumptions 
 
Epistemology is concerned with what constitutes as acceptable and valid knowledge in a 
discipline (Collis & Hussey, 2012, p. 47; Bryman & Bell, 2011, p. 15). Four positions in 
relation to the epistemological point of view exists: positivism, interpretivism, realism 
and pragmatism (Saunders, 2012, p. 140). The two major approaches out of these four 
are positivism and interpretivism, which can be considered polar opposites in a spectrum 
between natural and social sciences (Collis & Hussey, 2012, p. 44-45).  
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Positivism is often linked to the philosophical stance of the natural scientist, whose role 
is to test theories towards a formulated hypothesis (Bryman & Bell, 2011, p. 15). Data is 
collected in regards to an observable reality which is then analysed to find regularities, 
similarities and causal relationships between variables. As a result, a positivist is more 
concerned with observable and measurable facts, rather than subjective impressions 
(Saunders, 2012, p. 134).  
 
Interpretivism has developed as form of criticism towards the application of the 
positivistic scientific model in the study of social sciences (Bryman & Bell, 2011, p. 16). 
Instead, interpretivism advocates the importance of the researcher to understand the 
differences between humans and our interpersonal relations in our roles as social actors 
(Saunders, 2012, p. 137). In other words, while positivism seeks to find explanations to 
human behaviour, interpretivism seeks to gain an understanding of human behaviour 
(Bryman & Bell, 2011, p. 16). The knowledge then stems from subjective evidence 
gathered by the participants, and social reality is affected by the act of investigating it 
(Collis & Hussey, 2012, p. 44). 
 
In our study, we adopt an interpretivist perspective as we recognise that the social actors 
play an important role in relation to our purpose and question. Entrepreneurial leaders are 
at the very basic level humans, each with their own perspective, holding their own 
individual values and subjective view of their roles and duties in the organisation. For 
example, one entrepreneurial leader may adopt a completely different type of 
methodology than others to fulfil his or her function as a leader, depending on the context 
and person. Leading is by definition a complex social act that is contingent based on the 
stakeholders and culture where it is taking place. We argue that this complexity and 
unique phenomena requires careful interpretation of data to understand the interaction 
and context of the social actors performing it. Indeed, some researchers suggest that the 
concept of leadership is best studied by understanding the underlying factors and concepts 
involved in this form of social action (Grint, 2000 cited in Bryman & Bell 2011, p. 17).  
 
3.2.3 Axiological assumptions 
 
The axiological assumption is concerned with the role of values (Collis & Hussey, 2012, 
p. 48). As interpretivists, we acknowledge that our research is value-bound, and that we 
are connected to the subject that is being researched, therefore the implication is that we 
cannot be entirely separated from it (Saunders, 2012, p. 140). According to Bryman & 
Bell (2011), there are numerous entry points of which intrusion of our values can occur 
throughout the research, ranging from the choice of research areas to our interpretation 
of data and conclusion. Although our research cannot be completely value-free, we 
actively self-reflected upon our values during the course of the study. 
 
3.3 Research purpose 
 
The nature of the research purpose in relation to the question and answer is fourfold and 
consists of explanatory, predictive, descriptive or exploratory research (Saunders, 2012, 
p. 170; Collis & Hussey, 2012, p. 4). In other words, the way in which a research question 
is asked will guide the established purpose and, subsequently, the answer into one of these 
four classifications of research. Explanatory research seeks to establish causal 
relationships between variables in order to analyse and explain a phenomenon by 
statistically testing it against a stated hypothesis (Collis & Hussey, 2012, p. 5). A 
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predictive study takes the explanatory research one step further by not only analysing 
patterns and relationships, but also building a predictive model about the likelihood of 
certain events or repetitions (Collis & Hussey, 2012, p. 5). Descriptive research focuses 
on describing events, persons or situations by obtaining information and/or characteristics 
about the particular problem or issue (Collis & Hussey, 2012, p. 4). Finally, exploratory 
research focuses on problems and issues in which there is a limited amount of information 
readily available, and where the research problem is badly understood. It seeks to develop 
a fundamental understanding of a phenomenon through looking at patterns and ideas in 
relation to the problem, rather than testing a hypothesis (Collis & Hussey, 2012, p. 4).  
 
After internally discussing the nature of the thesis, we came to the conclusion that we 
wanted to take an exploratory approach to our study in order to answer our research 
question. The field of entrepreneurial leadership is young and consequently, there exists 
almost no comprehensive studies related to our question. Therefore, our purpose is to 
explore how entrepreneurial leaders fulfil their role in their firm(s), from their point of 
view, in order to create new knowledge within the field and answer our question. None 
of the other classifications align with our purpose in order to produce an adequate answer 
and provides required insight in relation to said research question. In addition, an 
explorative study also aligns well with our epistemological and ontological assumptions. 
 
3.4 Research logic 
 
In context of the use of theory in our research, there are two major approaches of 
reasoning that will affect the design of the study, namely inductive and deductive research 
(Saunders, 2012, p. 143; Collis & Hussey, 2012, p. 7; Bryman & Bell, 2011, p. 13). These 
approaches describe the relationship between theory and research (Bryman & Bell, 2011, 
p. 13). In an inductive study, theory is developed as a consequential sequence following 
observation of empirical data. In other words, inductive research moves from individual 
observation to generalised statements of patterns regarding reality (Collis & Hussey, 
2012, p. 7). The collection and analysis of data is used to identify themes and patterns, 
and often seeks to create a conceptual framework or a theory to explain the observations. 
In summary, in an inductive approach, theory would follow data (Saunders, 2012, p. 146). 
 
In contrast, a deductive study first develops a conceptual and theoretical structure, which 
then drives the process of gathering data (Bryman & Bell, 2011, p. 11). Often, the data is 
empirically tested and scrutinised towards a stated hypothesis, which can be seen as the 
opposite to an inductive approach (Saunders, 2012, p. 145). Deductive methods try to 
move from the general to the specific, in which data follows theory (Saunders, 2012, p. 
146). 
 
Scholars within research methodology link the research approach to epistemological 
assumptions, where positivists are grouped up with the deductive methods, and 
interpretivists with inductive methods (Collis & Hussey, 2012, p. 8). However, Saunders 
(2012, p. 148) points out that the choice of approach is not binary, and more often than 
not, a study will fall somewhere in between the two extremes. Bryman & Bell (2011, p. 
14) further reinforces this view by stating that induction and deduction should be regarded 
as tendencies, rather than a clear-cut deterministic choice. They go on to explain that even 
though certain epistemological assumptions are associated with certain approaches, they 
do not pose a limit on the approach of the study. (Bryman & Bell, 2011, p. 30). Therefore, 
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an interpretivist study can take on a deductive approach, and vice versa. In other words, 
it depends. 
 
Putting the research approach in context to our study, we lean towards a deductive 
approach in which we first analyse existing theories and concepts related to the 
entrepreneurial leadership field, and then go on to gather empirical evidence and data. 
Later, the data is analysed in relation to our purpose and question to connect practical 
empirical evidence with the theories used (Bryman & Bell, 2011, p. 26-27). We want to 
emphasise that we agree with the view that research logic is not binary, but rather 
contingent. Therefore, we see our approach as dynamic with deductive tendencies, rather 
than static. 
 
3.5 Research process 
 
Research methodology is often divided into two major process approaches for a research 
to fulfil its purpose, namely quantitative and qualitative (Bryman & Bell, 2011, p. 26; 
Collis & Hussey, 2012, p. 5-6). In simple terms, the main distinction between the two 
processes is that a quantitative study seeks to gather quantitative data which can be 
statistically tested towards a hypothesis, whereas qualitative studies collect qualitative 
data that is analysed by interpretive methods (Collis & Hussey, 2012, p. 6). Quantitative 
methods are often associated with a positivistic epistemological assumption and the 
objectivistic ontological view, and has incorporated the practices and standards of the 
natural scientific model in general (Bryman & Bell, 2011, p. 26). Qualitative 
methodology rejects the processes and norms that comes from the application of the 
quantitative model, and instead focuses on how individuals interpret their social reality. 
Therefore, it regards the social world as a constantly shifting phenomenon that stems from 
the individuals’ relation to it (Bryman & Bell, 2011, p. 27).  
 
As the objective of the research is to explore the practical methodology of entrepreneurial 
leaders as to produce actionable knowledge, we adopted and maintained a qualitative 
process throughout our study. Qualitative data has the benefit of being rich and full, and 
provides us with a base to explore the subject in close relation to reality (Saunders, 2012, 
p. 546). Not only does this process suit our purpose, it also aligns well with our previously 
elaborated epistemological and ontological assumptions (Bryman & Bell, 2011, p. 27).  
 
3.6 Research strategy & Data collection 
 
There are many strategies in relation to data collection that could be applied in relation to 
not only our purpose, but also our assumptions and stated classifications of research 
(Collis & Hussey, 2012, p. 59-72). We have chosen to conduct semi-structured interviews 
as our data collection method, which provides us with flexibility and a deep insight into 
the respondents’ responses (Saunders, 2012, p. 374). Through conducting semi-structured 
interviews, we were able to probe and promote expansion of the respondents’ answers 
over the course of the conversation. Not only does this act as a fantastic mechanism to 
provide us with relatable in-depth answers, but also gently guides the interview to address 
key question and concepts that are critical to our research (Saunders, 2012, p. 375). To 
conduct semi-structured interviews, we utilise a ‘interview guide’, which is a list of 
questions or relatively specific topics that we attempt to cover (Bryman & Bell, 2011, p. 
467). The design of our interview guide is specified in the next chapter under section 4.3 
and can also be found in the appendix. 
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Furthermore, maintaining an ‘openness’ and a sense of freedom during our interaction 
with the respondents might promote new areas and topics of discussion that we had not 
yet considered (Saunders, 2012, p. 375). Such information might pivot or alter the 
foundation on which our study stands, but will do so with a solid basis based on newly 
emerged empirical data. Thus, adopting a more structured interview would dramatically 
limit the richness and depth of the data by restricting the respondents to a specific frame 
of reference that would partially, and unavoidably, imposed by us as researchers (Bryman 
& Bell, 2011, p. 406).  
 
Finally, we would like to acknowledge that while semi-structured interview is our chosen 
tool of data collection strategy in this particular context, many other methods would have 
been deemed as appropriate and adequate as well given a setting, situation or background. 
For example, given a longer period of time to conduct this study, an observational study 
could potentially also produce rich, in-depth data in accordance to our research purpose, 
question and assumptions (Collis & Hussey, 2012, p. 150). It would eliminate some 
limitations that comes from only getting the point of view from a single individual 
regarding his or her role as an entrepreneurial leader, such as bias in the form of gender, 
race or hidden agendas/motives (Collis & Hussey, 2012, p. 138). Furthermore, their own 
recount of specific events, methods or general thought on their role might be skewed as 
we rely on what they say to be factual. Such problems would be reduced in a longitudinal 
observational study. 
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4. Research design 
 
This chapter outlines our steps of the research design, process and their associated 
limitations in the context of both acquiring and analysing empirical data. First, we define 
our time horizon for the study prior to establishing our population and justifying our 
sampling method. Then, we present our interview design and process, including our 
conducted pilot interview. Finally, we present our data analysis strategy and 
ethical/social consideration of importance. The research design acts as a framework that 
provides structure and guides the practical execution of the research (Bryman & Bell, 
2011, p. 41).  
 
4.1 Time horizon 
 
Two main approaches in terms of the time horizon and scope of the study can be 
categorised as either cross-sectional or longitudinal (Bryman & Bell, 2011, p. 190). The 
cross-sectional study is often referred to as to take a ‘snapshot’ in time, where the data 
collection or study of a particular phenomenon occurs at a single point in time. 
Longitudinal studies, in contrast, is often called a ‘diary’ perspective, where the same 
process occurs over a longer period of time (Saunders, 2012, p. 190). In this study, we 
intend to conduct our semi-structured interviews only one time with each participant, 
following that of a cross-sectional study. We do not believe it has a large effect in relation 
to the research purpose and question, as they were originally developed with keeping said 
time-constraints in mind. With that said, we want to acknowledge that there might be a 
desire and/or need to follow-up on an interview during the result and analysis process in 
case of data corruption and/or unclear data. However, we still maintain that this study is 
cross-sectional by definition and nature. 
 
4.2 Population and sampling 
 
Our population consists of individuals that occupy positions of leadership in organisations 
that actively strive to identify, evaluate and exploit entrepreneurial opportunities. As 
described by Leitch & Volery (2017, p. 148), these organisations face high-velocity 
environments of competition and rapid change, which is often present in new and smaller 
enterprises. The leaders facing this context are then the individuals that not only create 
visionary scenarios in relation to the entrepreneurial setting, but also instil, share it and 
commit people around him/her to it (Gupta, 2004, p. 242). It is assumed that is it proper 
and feasible to make a study of leadership in a place where leadership appears to exist, 
and that if a person occupies a position of leadership, that person is suitable to study 
(Stogdill & Shartle 1945, cited in Bryman, 1986, p. 2). In practice, these individual 
occupy roles of executives and top-managers, often times in relatively (up to four years) 
new firms. 
 
As mentioned in the introduction, more than five hundred million people are actively 
engaged or participate in the development of a start-up firm (GEM 2016/2017 Global 
Report). The implication of the sheer number is that there exist millions and millions of 
entrepreneurial leaders globally that make up our population. Given that large number, 
coupled with time and budget constraints, it is not feasible to gather empirical data 
through interviews with every single entrepreneurial leader in the world, or in other 
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words, a census (Saunders, 2012, p. 258). The natural step is to extract a sample of the 
described population to examine and draw in-depth data from our interviews.  
 
There are two major procedures in regards to sampling, probability and non-probability 
sampling (Bryman & Bell, 2011, p. 173). In probability sampling, each member in the 
population has a uniform chance of being selected to participate in the study. This 
sampling method is common where the aim of the study is to conduct statistical analysis 
and draw inference in regards to the research question, often found in quantitative 
research (Bryman & Bell, 2011, p. 179). Non-probability sampling methods, in contrast, 
do not employ random selection procedures to the selection of participants for the study. 
The implication is that some individuals have a higher chance of being selected than 
others (Saunders, 2012, p. 281). Collis & Hussey (2012, p. 131) argue that interpretivist 
studies do not need to select their sample at random due to the nature of the research more 
often than not is explorative and subjective. 
 
In this study, we are going to produce our sample using non-probability sampling 
techniques, as we do not seek to establish statistical evidence in relation to our population. 
In addition, these techniques in relation to non-probability sampling is supported by our 
underlying research philosophies and the qualitative research process. Furthermore, 
Collis & Hussey (2012, p. 132) state that if the studies goal is not to generalise, non-
probability sampling methods can be implemented, which is the case in our research. 
 
To produce a sample in relation to our study, we have adopted a combination of two 
techniques associated with non-probability sampling methods, namely judgemental 
sampling and snowball sampling. Judgemental sampling, otherwise known as purposive 
sampling, is based on the researchers’ best judgement to determine which participants are 
relevant in context to the research purpose and question (Saunders, 2012, p. 287-289). 
We contacted several personal acquaintances that graduated from Chalmers School of 
Entrepreneurship in the past five years, which we knew were actively engaged and held 
a position of leadership in start-ups in Gothenburg, Sweden. The school was the highest 
ranked entrepreneurship school in 2009 according to the Swedish government, and is 
dedicated to advanced entrepreneurial learning (Chalmers School of Entrepreneurship, 
2017). Furthermore, the school explicitly states the importance of leadership and creating 
entrepreneurial leaders that can create and manage firms that seek to exploit opportunities 
through innovation and creativity (Chalmers School of Entrepreneurship, 2017). 
 
We contacted five potential participants through e-mails and telephone, in which three 
responded and agreed to participate in our study. From these three individuals, we were 
able to implement our second sampling technique, namely snowball sampling. This 
technique is essentially where a researcher establishes contact with one or few individuals 
at first, and then utilises these connections to gain access to other relevant potential 
participants (Bryman & Bell, 2011, p. 192). The aforementioned participants that had 
been selected through the judgemental sampling process each gave us names of 
entrepreneurial leaders that they deemed suitable in the context of our purpose and 
research question. In total, we contacted an additional twelve leaders of entrepreneurial 
firms beyond our initial sample through snowball sampling, of which seven respondents 
agreed to participate in our study via interviews. While we did establish communication 
with all twelve and each respondent express interest in participating, some simply had no 
time to partake due to time-constraints. We would like to emphasise that only the three 
initial respondents are Chalmers graduates, and the rest of our respondents are unrelated 
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to nor attended the aforementioned programme. By diversifying the sample, we increase 
the chances of receiving a wide variety of responses, as interviewing ten entrepreneurial 
leaders with a similar educational background might produce a form of bias. 
 
In summary, our initial sample consists of ten participants, one of which is used in a pilot 
interview. Thus, the result and analysis of the paper is based on ten interviews, which 
consequently puts our final sample size at ten. We made a decision that this sample size 
was sufficient due to the unavailability of entrepreneurial leaders coupled with time 
constraint. These individuals occupy executive and/or top-management position in firms 
with turbulent environments and thus, are on tight schedules and perceive it difficult to 
offset time to participate in studies. Time constraint makes it unfeasible to pursue further 
interviews, as we have only little under four weeks to conduct them and analyse our data. 
Furthermore, Saunders (2012, p. 283) puts the minimum sample size of qualitative studies 
conducting semi-structured interviews at five, which is well below our threshold. Indeed, 
interpretivist studies tend to have smaller sample sizes than that of its counterpart, as it 
focuses on rich and in-depth qualitative data (Collis & Hussey, 2012, p. 50). The 
implication is that further samples could potentially reduce the overall quality of our data 
collection and analysis. Finally, we we acknowledge that given more time, a larger sample 
size could increase the overall credibility of the study. 
 
The demographic breakdown of our sample is the following: 10/10 participants are male, 
wherein 9/10 are Swedish and 1/10 is of Mexican nationality, but still living in Sweden. 
The age span ranges between 20 to 45 years, and the number of employees/workforce 
they lead stretches from 3 to upwards of 40. Furthermore, the participants and their firms 
are situated in Swedish cities Gothenburg, Stockholm, Gävle and Trollhättan. Finally, to 
maintain anonymity, each participant is assigned a code that is used as reference 
throughout the rest of this study.  
 
Table 4 provides a holistic overview of our sample size and includes industry, employees, 
founding member status and whether they hold an executive position or part of top-
management in their respective firm.  
 
CODE WORKFORCE # FOUNDER POSITION 

R1 4 Yes CMO 
R2 10 Yes CEO 
R3 33 Yes CEO 
R4 10-40 Yes CEO 
R5 15 Yes Product Manager 
R6 12 No Product Manager 
R7 3 Yes CEO 
R8 7 No Key Account Manager 
R9 9-10 Yes CEO 
R10 10 No CEO 

 
Table 4: Overview of respondents 
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Furthermore, while snowball sampling is a great method where identifying and 
approaching members of the desired population is difficult (Saunders et al., 2012, p. 289), 
it also comes with limitations. Respondents are likely to be homogenous, as respondents 
will most likely identify other members of the population that are similar to themselves, 
which often creates a form of bias. We argue that while the entrepreneurial leaders may 
be similar in person to one another, the organisations which they represent wildly differ 
from one another in terms of: number of employees, active industry, age, funding stage 
(external vs. internal funding), turnover, amongst other. As such, our assumption is that 
leadership is contingent to organisational factors which will provide us with differentiated 
data across our participants. 
 
4.3 Interview guide design 
 
As previously mentioned, the interview guide serves as a tool for the researchers to 
somewhat steer the topic of conversations towards topics that seeks coverage in a semi-
structured interview (Bryman & Bell, 2011, p. 473). We designed our interview guide to 
not only hold high levels of flexibility between the flow of questions, but also to ensure 
that the questions asked are open-ended to allow participants to emphasise on what they 
deem important. Furthermore, Bryman & Bell (2011, p. 475) stresses the importance of 
using relatable, comprehensive language, which is something we kept in mind throughout 
the interview guide design and process. For example, we refrain from using academic 
lingo and/or jargon that might confuse and/or discourage the participants from answering 
freely. In addition, we also seek to not use abbreviations or excess slang to ensure that 
our communication is clear and concise.  
 
Prior to asking our questions, we informed the respondents of the studies purpose and 
objective, as well as asking their consent for recording the remainder of the interview. 
We also informed them of their anonymity, confidentiality and advised them that any 
information provided in the interview will only be used in relation to our study. Next, we 
asked if they would like to receive the translated version of any data that we use in our 
study to ensure that it paints an accurate representation of what they said during the 
interviews, as nine out of the ten interviews are held Swedish. It is important to us that 
any information provided does not become skewed in the translation process, which is 
why we think that having them look it over prior to using it is a great way to ensure we 
maintain the credibility of our findings. Finally, we asked the participants to confirm their 
age, position, industry, number of employees and years active prior to moving onto the 
main questions of our study. These background questions served to contextualise the 
respondents answers and also act to instil confidence in the respondents’ capabilities to 
answer questions (Collis & Hussey, 2012, p. 136). 
 
The interview guide itself is built on five main questions, each derived from our chosen 
construct which we presented in chapter 2. Each main question is built around a top-down 
approach, where the question, at first, is broad and relatively open. Each question has a 
number of a sub-questions attached to it should the respondent have difficulties 
understanding the underlying concept of the initial query. These sub-questions are also 
based on the aforementioned construct, where Gupta et al. (2004) provides explanation 
for each role more specifically. For example, the role of ‘framing the challenge’ pertains 
to ‘specifying highly challenging but realistic outcomes for the cast of actors to 
accomplish’, which in turn is reformulated as an answerable question. Connected to it, 
there are four described explanations that seek to break down the role further, namely: 
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"sets high standards of performance", "sets high goals, works hard", "knowledgeable, 
“aware of information" and "intuitive" which are located in column 4 of table 3 on page 
18. These explanations are yet again broken down into answerable questions, which we 
can potentially use as probes.  
 
In the best of worlds, these sub-questions will find no real use in practice, as we want to 
promote an openness to the participants’ answers, and to some degree, encourage them 
produce in-depth answers in relation to the question within domains that we perhaps had 
not thought of. Nonetheless, we are better safe than sorry in that we would suffer a lack 
of data should we not produce any answers at all during our interviews. 
 
4.4 Pilot interview 
 
As we do not hold any previous experience in conducting interviews of this extent and 
depth, we deemed it wise to conduct a pilot interview prior to commencing our main 
process of data collection. A pilot interview helps researchers establish whether or not 
the questions are clear, understandable and relevant in relation to answering the research 
question (Gill et al. 2008, p. 291). As mentioned previously, we decided to conduct the 
pilot interview through telephone with our first respondent, R1, which proved to be of 
great assistance in terms of adjusting not only the phrasing of the question themselves, 
but also practical considerations to further improve the quality of the interviews. In 
qualitative research, it is not often necessary to completely discard data collected during 
pilot studies, as the nature of a qualitative study is progressive as the researchers gather 
more knowledge within the field (Teijlingen & Hundley, 2001, p. 199). 
 
Based on feedback from our pilot interview, we made significant changes to the way 
question 4 & 5 were phrased. The participant perceived the original phrasing to be too 
abstract and intangible, and we found ourselves entirely dependent on probing using the 
sub-questions to get an answer in relation to the question. This was problematic because 
it disrupted the flow of the conversation, and made the participant uneasy due to his 
incapability of producing a relevant answer. As a result, it abolished the sense of openness 
to the questions as they become more and more closed, which is critical in a qualitative 
study, and more specifically, when conducting open or semi-structured interviews 
(Saunders, 2012, p. 375). We revised these questions to make them more tangible and 
relatable going forward in the study, while keeping the essence of what they represent 
and capture. 
 
Furthermore, our pilot interview helped us to establish the typical duration of our 
interviews, which we estimated to land somewhere around 45 minutes to 1 hour as we 
wanted to make sure we gathered sufficient and rich data in order to properly analyse it. 
Our pilot interview lasted for approximately 45 minutes, which further reinforced our 
estimates to be adequate in terms of having enough time to probe and examine concepts 
and areas of discussion. 
 
In more practical terms, this process helped us further reduce problems connected to the 
data gathering process. For example, we switched the initial recording telephone to 
another device (Android > iPhone) with a higher level of audio quality to improve 
discernibility during the interviews. Furthermore, the participant, R1, was situated at a 
café during the time of our interview, which caused minor disruptions through the 
process. As a result, we implemented a routine to give participants a one-hour reminding 
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notice prior to our call, in order to give them a chance to relocate to a more suitable spot 
if necessary. 
 
Another change that came to be through our pilot interview was a change in the role 
distribution amongst us as interviewers. We initially divided the process in where one 
researcher focused on guiding the path of the interview, whilst the other focused on real-
time analysing and taking notes. While we did keep the same process, we both agreed to 
switch our roles after the pilot interview, as we both felt more comfortable in each other’s 
inherent roles. As a result, the pacing and nature of the interview process became 
smoother then during our pilot interview. Indeed, by being two researchers conducting 
the interviews, we maximise the likelihood that all issues and topics were fully explored 
(Collis & Hussey, 2011, p. 135). 
 
4.5 Interview process 
 
Our interviews all took place over telephone, which is quite common in research where 
it would be unpractical or unfeasible to conduct the data-collection in person (Bryman & 
Bell, 2012, p. 488). We acknowledge that conducting interviews through telephone brings 
with it both benefits and downsides. For example, cost effectiveness is a major benefit, 
as travelling to meet the participants face-to-face can be costly and time-consuming. 
Other benefits include the potential for higher quality answers in relation to sensitive or 
delicate questions that requires a great amount of honesty from the respondents’ answer 
(Bryman & Bell, 2012, p. 489). Downsides include the inability to observe body-
language, which might be indications or determinants of discomfort, puzzlement and/or 
confusion (Bryman & Bell, 2012, p. 489). 
 
In the case of this study, all of our participants are situated in different regions of Sweden, 
including Gothenburg, Stockholm, Gävle and Trollhättan. We made a decision to conduct 
the interviews over phone due to a combination of geographical inconvenience and the 
unavailability of our respondents due to their strict time-schedules. 
 
We used text-messages through telephone and e-mail communication to arrange a time 
to hold the interviews with our respondents. As a result of our pilot interview, we made 
it a routine to give the interviewee a one-hour notice through a text-message prior to each 
interview, which served not only as a reminder, but also gave the respondent a chance to 
go somewhere more private if necessary and prepare. To initiate the interview, we 
presented ourselves and expressed our gratitude yet again for taking their time to 
participate. Next, we reminded the participant of the purpose of the study and the 
approximate length of the interview, which we estimated to be around one hour. Prior to 
posing our questions, we made sure to comply with the ethical guidelines which are 
presented later on in section 4.7 of this chapter. In short, we informed the participant of 
their anonymity, the confidential nature of their answers, as well as asking for their 
permission to record the remainder of the interview. Furthermore, we asked if they would 
like a copy of the translated version of the extracted data from their interview in order to 
verify that it was representative of their statements. Two out of the ten respondents 
expressed their will receive such copy, which we complied with. Both respondents 
described the data as representative of their responses. 
 
On average, our interview length was approximately 52 minutes. We successfully 
conducted all ten interview as planned through telephone. Worth noting is that even 
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though every interview was audio recorded, one of the researchers continuously took 
notes during the course of the interview and held a moderating role in order to further 
probe interesting concepts that emerged during the process. These notes proved useful 
during our analysis and helped us to extract deeper, richer, data from our respondents. 
 
Table 5 provides a general overview of data information in our collection and includes 
the date and length of the interview, corresponding to the respondents’ code. The 
interviews were held over a nine-day period, sometimes included two interviews in the 
same day. 
 

CODE DATE LENGTH 
R1 17 April 2017 42:25 
R2 18 April 2017 1:10:46 
R3 19 April 2017 32:09 
R4 20 April 2017 1:04:32 
R5 20 April 2017 42:23 
R6 21 April 2017 1:03:08 
R7 21 April 2017 53:12 
R8 24 April 2017 53:45 
R9 25 April 2017 47:39 
R10 26 April 2016 51:30 

 
Table 5: Overview of interview data points. 
 
After reaching the end of our interview guide, and when both parties felt that the interview 
had come to an end, we further thanked the interviewee for taking their time to participate 
in our study. After each interview, we recorded contextual information such as the date 
and time, as well as the background information about the participants in order to avoid 
data mix up from different interviews (Saunders et al. 2012, p. 395). Furthermore, 
Saunders (2012, p. 396) suggest that researchers note down immediate impression of how 
well or badly the interview went, which we took a step further by also discussing and 
reflecting amongst ourselves for approximately one hour, on average, after each 
interview. 
 
Apart from the pilot interview, we experienced no delays nor disruptions during the 
course of the interview process. Communication was clear and the audio recordings 
reflected the state of the actual calls. Therefore, in relation to this study, we have no major 
practical issues to report on in regards to our data collection process. 
 
4.6 Data analysis process 
 
After internal discussion, and following recommendations from our thesis supervisor, we 
chose not to transcribe our interviews in full. The time it would take to not only transcribe 
the raw data, but also translate our relatively large data set into English would take an 
estimate of 60-80 hours in total. We deemed it more effective to take extensive notes 
during the course of the interviews, and subsequently discuss and reflect the interview 
right after they were conducted. Then, we went through the audio recordings multiple 
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times, where further notes were written down and internal discussion and reflection 
occurred when an interesting topic or theme was being discussed. On average, we spent 
around 3-4 hours on each interview to ensure we gathered as much as possible from it. In 
addition, both of the researchers were present at every interview and thus were able to 
pick up as much data as possible. In summary, our notes, discussions and reflection serve 
as the foundation for our data analysis process. 
 
To begin our analysis, we implemented a data reduction method in which we reduced the 
data through selecting and focusing on relevant themes and topics in context of our 
purpose and question. Data reduction assists researchers in determining what data is 
relevant and what is not (Collis & Hussey, 2011, p. 158). Furthermore, we restructured 
the data using our pre-existing theoretical framework of entrepreneurial leadership in 
order to categorise it into each outlined role. Collis & Hussey (2011, p. 159) suggests that 
the last step of data reduction can include the detextualizing of data, which involves 
summarising the data in the form of a diagram, which helps us gain a general overview 
of recurring themes and patterns. 
 
In summary, our analysis attempts to ‘boil down’ the results pertaining to practical 
methods that entrepreneurial leaders utilise, in order to determine the underlying 
fundamental strategy behind the sets of activities. The idea being that leaders most likely 
are attempting to achieve the same results, albeit through alternative routes that are 
determined both by their leadership style but also as contingent to situational factors. 
Figure 4 provides a graphical overview of our analysis process. 
 

 
 

Figure 4: Overview of data analysis process funnel. 
 
4.7 Ethical and social considerations 
 
In order to take into accounts ethical and social considerations into the data collection 
process, Orb et al. (2001, p. 95) presents three ethical principles that guide researchers in 
qualitative studies: Autonomy, Beneficence and Justice.  
 
Autonomy concerns itself with the respect for the participants’ rights. More specifically, 
it dictates that the respondents in a study should be autonomous in that they have the right 
to freely decide whether or not to participate in the study, and the freedom to withdraw 
without any penalty (Orb et al. 2001, p. 95; Saunders et al. 2012, p. 231). This also extends 
to their right to not answer specific questions and abolishes them of any obligation to 
provide any data requested by the researchers (Saunders et al. 2012, p. 231). In our study, 
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we have taken steps to make clear to the respondents that they are voluntarily 
participating, and are therefore under no obligation whatsoever to provide us with any 
data they do not want to share, for whatever reason, without questioning. These steps 
include written and oral information and confirmation of consent in regards to their rights 
and the purpose of our study. 
 
Beneficence pertains to keeping the participants’ welfare in mind throughout the research 
process. Two major keys of beneficence are, respecting the necessity of the respondents’ 
anonymity by not revealing their identity, and the preserving the confidential nature of 
their provided data (Orb et al. 2001, p. 95). Organisations and individuals should therefore 
be non-attributable and anonymous to prevent any harm or negative consequences as a 
result from participation in a study. As a result of instilling beneficence and 
communicating it to the participants, the gathered data potentially becomes more reliable 
as the respondents feel more at ease and do not have to fear aforementioned consequences 
from being honest in their answers (Saunders, 2012, p. 231). All our participants were 
informed of their anonymity and that any answers were treated confidentially, both in the 
initial approach to the study, and then reminded again before each interview. To put this 
in practice, we allocated a code (R1 to R10) corresponding to each person that 
participated in our study. Notes, results and analysis in regards to each interview were 
taken on different sheets that were labelled under their corresponding codes rather than 
their real information. The only method of tracing back the code to a specific person is 
kept secret by the researchers. Furthermore, no documentation is kept under public 
domain, but rather on two separate USB sticks in our possession. We want to 
acknowledge that our sample consists of entrepreneurial leaders, some of which are 
CEO’s in firms with turnovers in the 100’s of millions of SEK, which motivated us to 
take these vigorous steps to ensure privacy. 
 
The last ethical principle, Justice, refers to equality and fairness. It concerns itself with 
avoiding exploitation and abuse of the participants of a study, but rather, seeks to benefit 
those who participate (Orb et al, 2009, p. 96). A practical example of implementing this 
principle includes discussing the possibility/permission of using particular data from a 
specific participant as a headline or main concept in the study, in order to acknowledge 
the contributions of said participant (Orb et al, 2009, p. 96). To ensure that our research 
is as just as possible, each participant was given the chance to review a translated copy 
of any paraphrasing, quotes and/or concepts that we extracted from their interview. We 
acknowledge that meaning and words can be lost in translation, and we believe that the 
reliability of our data can be furthered by implementing this step. Furthermore, each 
participant was offered to receive a copy of the final draft of the thesis upon completion, 
something which all ten respondents expressed interest and gratitude for, as they felt it 
could help them develop as leaders. 
 
To conclude, Bryman & Bell (2007, cited in Collis & Hussey, 2011, p. 31) compiled the 
following list of considerations in relation to research ethics: Harm to participants, 
dignity, informed consent, privacy, confidentiality, anonymity, deception, affiliation, 
honesty, reciprocity and misrepresentation. We made sure to conduct our research in a 
manner that covered all of these areas to ensure best ethical and social practices possible, 
and was done by practical implementation of common sense and education in regards to 
the considerations. 
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4.8 Reliability, generalisability, validity and access 
 
Reliability is concerned with whether other researchers conducting the same type of study 
would yield similar results (Saunders et al., 2012, p. 381). Conducting semi-structured 
interviews is often associated with a low degree of reliability, as the topic of conversation 
may alter depending on what social actors are involved. Indeed, attempting to reduce all 
issues of reliability in order to facilitate replication would undermine the strengths of the 
depth and rich data it provides. We argue that our study holds a moderate amount of 
reliability, since our interview guide is directly derived from a specific construct 
pertaining to entrepreneurial leadership, thus a similar study using a relatively 
homogenous sample would produce analogous results providing they employ the same 
construct. 
 
Generalisability pertains to how well the findings of a study can be applied to a different 
setting (Saunders et al., 2012, p. 383). Our sample consists of nine Swedish, and one 
Mexican, entrepreneurial leaders, all situated in four cities across Sweden. Cultural and 
industry factors are therefore not considered, and thus not representative of every single 
entrepreneurial leader on a global scale. However, drawing conclusions about our 
population and generalisation is not related to our purpose or research question. 
 
Validity refers to which extent the findings accurately reflect that of the phenomena that 
is being studied from the perspective of the participants’ knowledge and experience 
(Collis & Hussey, 2011, p. 130). In the case of this study, validity should not be an issue 
as we have carefully conducted our interviews using probes and relevant discussion, 
producing more than ten hours’ worth of data within the field. The main criticism in 
relation to validity would be the lack of triangulation, as we have only interviewed 
entrepreneurial leaders, with no way of confirming their actions through asking followers 
or doing observations.  
 
Finally, we would like to comment that the level of access that our respondents provided 
was deep and felt generally unrestricted. At no point during our interviews did we feel as 
if they were actively withholding information that could be of interest of the study. Our 
understanding is that it stems from a combination of the anonymous and confidential 
nature of the study, and our approach as researchers. Conversation flowed freely and the 
respondents elaborated on interesting aspects that could otherwise be hard to attain, some 
of which could be seen as business secrets or other information that is confidential by 
nature. 
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5. Findings 
 
This chapter presents the empirical findings that were collected from conducting the 
semi-structured interviews with our participants. First, we present an overview of the 
respondents to provide context in relation to their answers. Next, the findings are 
presented in relation to the five main roles of Gupta et al. (2004)’s construct of 
entrepreneurial leadership and consists of: Framing the Challenge, Absorbing 
Uncertainty, Path Clearing, Building Commitment and Specifying Limits. Each role 
contains three to four attributes, each of which is linked to an explanation pertaining to 
activities that fall into that category. To make the data more comprehensible and 
presentable, we have grouped them under the dimension pertaining to each role and in 
accordance to our interview guide. At the end of each role, we present an extensive 
analysis of similarities, strategies and themes in a table with corresponding examples of 
practical activities that the entrepreneurial leaders implement. 
 
5.1 Overview of respondents 
 
As many of our respondents stem from different background, both educationally and 
professionally, we noticed a discrepancy between the extent of elaboration in relation to 
some of the question posed. For example, some respondents were more passionate about 
building commitment than others, which naturally led to a deeper and richer data within 
that specific role in those interviews, and vice versa. This section provides contextual 
information about the participants prior to presenting the results stemming from our 
interviews with them. Note that information is diluted by using ranges and diffuse 
definition in order to protect the anonymity of our participants. 
 
R1 is around 30 years old, and served as our pilot interview, and works as the CMO in a 
start-up which he co-founded with a team of four. He holds a master’s degree within a 
business-related field and has previously held top-level management or executive 
positions within numerous start-ups. The start-up is still in its early stage and therefore 
does not have a considerable turnover. 
 
R2 is in his 40s and is currently the CEO of a start-up in its late funding stage with 10 
employees. Prior, he has founded numerous ventures and holds a master’s degree in a 
business-related field. The organisation is internationally active and has a moderate 
turnover of 2-5M SEK. 
 
R3 is around 30 years old, and is currently the founder and CEO of a major international 
firm. He does not hold a college degree but rather is self-taught through practice. He has 
previously founded minor start-ups but none as successful as his current. The turnover of 
his current firm exceeds 100M SEK. 
 
R4 is in his 20s, and is a multi-entrepreneur where he is currently the CEO and founder 
of two successful ventures. One of these is already relatively established with a turnover 
of 2-5M SEK, and the other is newer and is not yet generating turnover. He holds a 
master’s degree in a business-related field. 
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R5 is in his 20s and is the founder and product manager of a domestic organisation in its 
late-funding stage. He also holds a master’s degree in a business-related field. The 
company has 15 employees and has an undisclosed turnover. 
 
R6 oversees 12 employees in a company which he did not found, but rather works as a 
product development manager in a product-intense firm. He is around 40 years old, and 
holds a bachelor’s degree in a development-related field. Previously, he has worked as 
within management in other start-ups. 
 
R7 is in his 20s, and holds a bachelor’s degree within engineering, in addition to a 
master’s in a business-related field. He is the CEO and co-founder of a small start-up with 
a team of three. The firm is at an early stage and currently does not make a considerable 
turnover. 
 
R8 is in his late 20s and is the key account manager of a start-up that has a turnover of 
over 25M SEK. He manages a team of 7 employees and holds a master’s degree in a 
business-related field. He did not found the company but has rather been employed from 
an early stage.  
 
R9 is in his 20s, and has taken numerous business and technology-related courses at a 
college level. He is the CEO and founder of a firm where he leads 9-10 employees. He 
has prior experience in management and consultant positions in other companies. The 
turnover is undisclosed. 
 
R10 is in his 40s, and is currently the CEO in a start-up in which he did not found. 
Simultaneously, he is also the CEO and founder of a more established organisation where 
he has been working for over 15 years. Together, these firms have a combined turnover 
of over 40M SEK. 
 
5.2 The five roles of effective leadership 
 
This section presents our findings in relation to the five roles of effective leadership, 
which are derived from our aforementioned construct by Gupta et al. (2004). The data is 
presented thematically, and contains a combination of paraphrases, interim quotes and 
interpretation of interesting concepts that together brings us closer to answer our research 
question.  
 
5.2.1 Framing The Challenge 
 
Gupta et al. (2004) described four attributes that together form the role of an 
entrepreneurial leader as someone who frames the challenge. Framing the challenge 
involves the creation of goals that will push the boundaries of achievement within the 
organisation (Gupta et al. 2004, p. 247). The first attribute, ‘Performance orientated’, is 
explained as setting a high standard of performance. Next, ‘Ambitious’, which pertains 
to setting high goals and working hard. Third, ‘Informed’, which can be summarised as 
to being knowledgeable and aware of information. Lastly, the attribute ‘Has extra insight’ 
is described as being, or taking steps towards being, intuitive. This section presents our 
empirical data in relation to practical steps, directly derived from the constructs 
explanation of each attribute, towards fulfilling the entrepreneurial leader's’ role of 
framing the challenge. 
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Setting high standards of performance 
 
When discussing goal setting in the context of performance orientation many of the 
interviewees expressed that they tried to involve the followers in the process. R5 believes 
that “everyone should be involved in the entire goal setting process” which coincides 
with R3’s view that the employees need to feel as though they are drivers of the process 
and goes on to say that they should “share in the spoils” through incentives such as 
bonuses. R4 achieves involvement through a regular once-a-week meeting but adds that 
this is increased as needed. However, R4 continues that “I don’t like meetings for the 
sake of meetings” and adds that they should only involve those who are concerned. 
 
Another outlined method in relation to goal-setting specifically, was the importance of 
breaking down the goals into smaller, reachable sub-goals. R10 summarised this by 
stating that “it is important to break it [the goal] down into smaller sub-parts that are 
more tangible and relatable for the people working towards it”. This was further 
reinforced by almost every respondent, who each had their own take, version or reasoning 
for using this method. R6 outlined that by “breaking it down this way and including 
everybody, we can always make sure we move forwards”, stressing that without smashing 
up the goal into smaller pieces, the organisation would come to a standstill as the goals 
would feel too far away and no longer grounded in reality. R7 defined a goal as clear if it 
is able to be “checked off in a list”. 
 
Most of the respondents expressed a desire for building an organisation where the 
employees exhibit a high amount of autonomy in relation to goal-setting and decision-
making. For example, R4 explained that by transferring knowledge the employees, they 
become capable of taking decision on their own. R6 and R10 described that a large portion 
of the goals are set during a “stand up” session each morning, where each person presents 
what they did yesterday, and what they plan on doing today. R6 asserts that “If they do 
not know what to work on, I will give them tasks from our backlog”. Other respondents 
explained that they approach the personnel in relation to the challenge and simply ask 
them how they want to go on about solving it. For example, R9 states that “I go to the 
people responsible for overcoming it, and I ask them; how would you go on to solve this? 
Nine times out of ten, they will know how to do it themselves”.  
 
The interviewees also stressed the importance of giving followers a holistic view of the 
enterprise and their individual contributions to it. R4 makes sure that his followers fully 
“know how the system works” through use of a clear and encompassing plan which can 
be referred to as needed. This is reinforced by R8 who, together with his employees, sets 
both “individual and company goals and make sure to always connect them to each 
other”. R8 continues that these goals need to be both actionable and measurable. 
 
Setting high goals and working hard 
 
To set high goals and always push their boundaries, many respondents highlighted the 
significance of constant innovation of routines and activities in the firm. R1 stated that 
“We A/B-test a lot. We measure what works and what doesn’t, and everybody takes part 
of the result.”. Indeed, everything pertaining to performance and goal-setting seems to be 
fluid in that it is always susceptible to change. R3 outlined that while they do work 
towards a monthly budget and objectives, they consider it a living document that is always 
prone to revision. Furthermore, R3 stressed the goal-setting process as contingent, in that 
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it has to adapt in relation to the individual and process it concerns, as well as the 
importance of letting employees follow the development of the goals - “everyone has 
different qualities and various ways they can contribute them.” - R3. 
 
Another aspect many of the leaders could relate to was the benefits of setting goals that 
are just out of reach with the idea being they might not achieve the hole-in-one, but they 
will definitely get over the bunker. R2 embraces this through the belief that you should 
set the goals according to the needs of the stakeholders and that it is “better to be over-
ambitious so long as it is not unobtainable”. R8 elaborates that the goals are not always 
realistic: “is it possible? – I don’t know” but that they always need to be ready for the 
possibility of rapid ‘hockey-stick growth’. R8 goes on to say that it is important to have 
a dream and even more important to have the hunger to be there when setting goals that 
are ambitious. 
 
Being knowledgeable and aware of information 
 
When discussing how leaders stay informed, many interviewees point to a free flowing 
river of information within the enterprise. R5 creates this atmosphere with an open-floor-
space office design that means “there are no barriers to communication” and “everyone 
knows everything pretty much instantly”. Furthermore, R3 states that “everyone has 
access to all information but some are more interested than others” in this way everyone 
in the company, not only the leader, can stay informed of what is going on. 
 
Many respondents like R7 and R4 talked about the role of research into things related to 
their industry and work in general. Things like reading literature, listening to mentors, 
and constant benchmarking plays a huge role on a daily basis. For example, R7 states: 
“In fact, it is usually new information that acts a springboard for goal-setting in general”. 
Being informed in the context of goal-setting is something R1 also emphasises by 
explaining that the only way to moderate a discussion or make ultimate decisions is to be 
informed. For other like R8, benchmarking towards competitors can serve as a motivating 
factor and also as a mechanism to frame the challenge in relation to what others are doing, 
and how they can transcend that competition. This way of anchoring the challenge in 
reality is further reinforced by R9, who explicitly states that “My role then, is to be 
informed. […] I make sure that I frame the challenge in relation to reality and not as an 
abstract fantasy”.  
 
Many of the respondents also suggested that staying informed also has to do with tracking 
the progress of processes and goals. R4 states that sending feedback to the employees, 
following up on the goals and reflecting on the processes as critical in order to understand 
if something needs to change. This is further reinforced by R8 who asserts that as a leader, 
you need to “constantly review the goals”, but in order to do so, “tracking progress is 
crucial”. A practical approach to ensure a well-functioning progress loop is outlined by 
R1, who described a process of measuring key performance indexes pertaining to the 
goals, which are set on Mondays, and reviewed on Fridays. It seems that constantly 
tracking progress is important to stay informed. 
 
Being intuitive 
 
Having extra insight is something that leaders can use to give them a slight edge in 
formulating their goals. This was something that many of the interviewees struggled to 
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relate to which could be either because it was difficult for us as interviewers to define and 
convey or because it is something that occurs without much conscious thought. However, 
R5 hired a consultant which he described as a “dreambooster” who could help him define 
the organisational culture which they would decipher through a series of workshops. He 
believed that once defined the “organisational culture could be scaled” and that 
knowledge was something he could use to his advantage when setting goals in the 
organisation. 
 
Role analysis 
 
In analysing the raw data from our interviews we found a number of underlying themes 
that bound together many of the activities, routines and methods that the leaders discussed 
in relation to framing the challenge. These themes can be considered fundamental 
strategies or methodologies that lay as subliminal purposes behind the actual activities 
that are performed. Furthermore, we found that many leaders made use of the same 
strategies albeit using different approaches through a diverse set of activities that 
ultimately fulfils the same goal. The following table depicts the ten strategies we found 
along with examples of activities that the leaders employed to fulfil the various sub-roles 
that make up framing the challenge. 
 
Sub-role Strategy Example / Activity 
Setting high standards of 
performance 

Involvement Incentives (equity, bonuses, ‘share the 
spoils’), include in the decision-
making 

 
Drill-down Split goals into smaller sub-tasks, 

make goals tangible 

 
Autonomy Educating, advising, delegating 

control, stand-up sessions 

 

Holistic 
perspective 

Connect company goals with 
individual goals, include in the “big 
picture” 

Setting high goals and 
working hard 

Routine innovation A/B testing, flexible/adaptable 
methods of working, open to better 
approaches 

 Overshooting Set ambitious but realistic goals 
Being knowledgeable and 
aware of information 

Accessible 
information 

Open-floor office layout, central 
database for comprehensible 
information 

 

Gaining new 
information 

Research (newspapers, articles, 
lectures), benchmarking towards 
competition 

 

Feedback-loop Tracking progress through historical 
data, measuring key performance 
indexes 

Being intuitive Defining the 
corporate culture 

Workshops, outsourcing evaluation to 
third party (consultants, experts) 
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Table 6: Strategies and examples of corresponding activities in relation to the 
entrepreneurial leader’s sub-roles connected to framing the challenge 
 
5.2.2 Absorbing uncertainty 
 
The next role of the entrepreneurial leader involves crafting a vision of the future for the 
stakeholders to work towards. Gupta et al. (2004, p. 247) connected three attributes to 
this role, namely being visionary, having foresight and being a confidence builder. By 
being visionary, the entrepreneurial leader has a clear vision and imagination of the 
future. Foresight pertains to the ability to anticipate future events. Finally, confidence 
builder is connected to the ability to instil others with confidence, often by showing 
confidence in them. By expressing these attributes, and more importantly, taking action 
based upon them, entrepreneurial leaders can absorb the debilitating effect of uncertainty 
that start-ups often face (Gupta et al, 2004, p. 247). 
 
The vision and imagination of the future 
 
When discussing the vision, many of the respondents automatically identified it as a 
critical tool in order to reduce uncertainty amongst employees. More specifically R5, R3, 
R1 and R7 all highlighted that the vision must be dynamic and open for change, as they 
work in an uncertain environment where things might not turn out the way they expected. 
R5 explains that they redefine their vision every quarter, even if just by an incremental. 
To quote, “it’s not set in stone till it’s set in stone. But if the same things keep popping 
up, then it’s pretty much set in stone” -R5. R1 explicitly reinforces this by saying “We 
have to be dynamic and flexible. That’s why I don’t like to reiterate a static vision, as we 
need to be able to adapt to the market and consumer”. R3 pointed out the significance of 
being able to revise things that do not work, further reinforcing the vision as a living, 
breathing, phenomenon. 
 
Almost all the interviewees stressed the significance of having an extraordinary dream, a 
vision that stood defiantly against the hordes of reality and roared to the world: here we 
are, take a good look because we are going to change the world. R8 achieves this through 
allowing himself and his team to dream, “I am extremely passionate about the sport, and 
everything around it, I want to be the best app possible”. R4 believes that the dream is 
born from a core set of personal and company values that form a clear goal that has to be 
realistic but is allowed to be a little naïve.  He elaborates that if you want to “achieve 
something no one else has done […] you can’t be too safe or pessimistic” but with a dire 
warning not to be too optimistic, that it should be anchored in reality if it is to be believed. 
 
Aside from the vision of the company we became aware of another type of vision that the 
leaders found just as important, namely the picture and visualisation of the journey. R8 
described it as “constant brainwashing, but the good kind” and what he was referring to 
was his “mission to be awesome”. He continues that his team wants “to be an awesome 
app, we want to have an awesome office, we want to have an awesome team” and that 
this vision should permeate everything they do. R3 agrees through describing the process 
as a journey that doesn’t have an end and that it is rather about constantly moving forward 
and being better than the competition. 
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Anticipating future events 
 
The general thought behind anticipating future events revolved around not only having a 
clear purpose and direction, but also the importance of communicating it to the employees 
and/or team. R5 summarised it by simply answering the question of “why do we do what 
we do?”. R6 leads a high-tech innovation firm, which he describes as scary and alien to 
some of the employees not directly involved in the innovative process. He explains that 
his role is to alleviate some of the uncertainty by educating those employees about the 
underlying reasoning for doing what they do. “Everybody needs to know why and how we 
are doing [it]. I am convinced that most of the uncertainty derives from a lack of 
knowledge of understanding of what we are doing. I talk to them” -R6. Another angle on 
this perspective was outlined by R8, stating that his firm is entirely self-funded, thus he 
can take the direction he deems best in order to survive. In summary, the consensus seems 
to be that if everybody knows what they are doing and why, they can lower the uncertainty 
that is derived by an uncertain future. 
 
Perhaps more tangible was the respondents take on how to exactly confront or tackle 
future events. Many leaders like R2, R9 and R5 outlined a reactionary take in relation to 
the problem, where being dynamic, once again, was key. For example, R2 and R9 
emphasises that their business plan was adaptable and contingent to a turbulent 
environment. R9 specifically reassured his employees that the business model is built in 
a way that allows him to adapt it to the market, while not having to change industry 
altogether. He described it as a method that “alleviates some of the personal uncertainty 
some employees might develop” -R9. Taking this method further, R2 even stated 
explicitly that by having a flexible business plan, things “sometimes just ends up being 
damn better than before”. In addition, R5 accredited that flexibility to be the foundation 
for their ability to mobilise the entire company within a matter of weeks, and that no idea 
is so good that is it immune to change. 
 
In contrast, other participants outlined a more pro-active take in the context anticipation 
and prediction. R4 spoke passionately about the importance of having pre-emptive plans 
in order to know “what to do if X happens”. R8 had a similar take, but focused more on 
establishing long-term partnerships that provides the base of almost everything they need 
to sustain, and that this in itself reduced the risk and uncertainty they were facing. 
 
Instil others with confidence 
 
When talking about confidence, it seemed as though many of the respondents directly 
related it to transparency and accessibility of information. R4 and R5 described 
information as something that flows freely within the company, mainly through a 
communication application called ‘Slack’.  Respondents like R4 and R8 further depicted 
transparency as sharing every single detail of the information to their employees, and 
centralising that information for easy access as well as ensuring that it is easily 
understandable. “They are involved everywhere, there is no 2-step process where the 
leader decides something and then communicates it” -R8. However, there was another 
form of transparency that R10 described as a form of filtered information, where he 
decides what is to be transparent and what shouldn’t, “There are some things that does 
not concern everybody [...] A big part of leadership is being an effective filter in order to 
not create unnecessary weight on the organisation that can cause worry”. R2 had a 
similar approach as R10, but also went one step further in terms of practicality: 
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Information spreads fast sometimes… people are asking themselves - will I even get paid 
next month? Worried people don’t work that well, so sometimes, I need to create the 
illusion that things are better than they are. For example, I always make sure my 
employees are paid – even if it is means cutting my own pay check. – R2  
 
Another factor that the leaders expressed when it comes to building confidence is the need 
to instil passion and trust from the followers in relation to their work, to the leadership 
and to the venture. R5 believes the key lays in showing vulnerability by telling his 
followers that “it is tough; I’m also struggling but together we will get through this. R8 
takes a more supportive approach where he emphasises creating human relationships: “I 
don’t know any programming but I can still sit down with them till 1 in the morning and 
support them, whether it’s getting a cup of coffee or just showing them that I’m 
compromising with them”. He continues that they have an initiative that if an employee 
is not one hundred percent passionate then the CEO will personally help them find a new 
job. R8 argues that “if you love this, then you shouldn’t even care about the possibility of 
not getting there at the end of the month” which he believes inspires confidence through 
creating passion. 
 
Yet some of the leaders exclaimed that building confidence is more about making 
followers feel as though they are part of something bigger than themselves. R2, R3, R4 
and R8 all expressed that incentives need to be stronger than simply a pay check at the 
end of the month. That by offering rewards such as equity the followers will become more 
invested in the success of the enterprise whilst also making them feel confident to have 
had that trust placed in them. R3 elaborates that this togetherness is crucial because it is 
a “continual process to get everyone aboard, they don’t work for me, they work for each 
other and that is something that everyone should have an interest in.”. 
 
Role analysis 
 
In analysing absorbing uncertainty, we did not find an abundance of practical, anchored 
activities because it is not as bound in reality as some of the other roles. The vision and 
anticipation and instilling confidence are all profusely important and we found that many 
of the strategies expressed by the leaders concerned mind-sets and ideals in achieving 
these. However, even though many agreed on the same ideals, they took slightly different 
paths and employed various tricks in getting their followers on the same train. The 
following table presents nine of the underlying purposes along with corresponding 
activities or mind-sets that the leaders employed to fulfil the three sub-roles of absorbing 
uncertainty. 
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Sub-role Strategy Example / Activity 
Vision and imagination 
for the future 

Dynamic vision Communicating an adaptable vision, avoid 
static reiterations of future state 

 
Extraordinary 
dream 

Outline an ambitious but realistic dream 
scenario or state for the future 

 
Highlighting the 
journey 

Reminding employees that journey 
matters, vision moves forward 

Anticipating future 
events 

Clairvoyance Being clear about the purpose of the 
activities within the firm 

 
Pro-active Developing realistic pre-emptive plans, 

establish key partnerships 

 
Re-active Build an adaptable business plan, mobilise 

resources effectively 
Instil others with 
confidence 

Transparency Being honest, disclosing details such as 
financial status to the curious 

 
Passion Showing vulnerability and humility, see 

problems from others point of view 

 
Bigger picture Include individual as a piece of the puzzle 

of the firm, give equity shares 
 
Table 7: Strategies and examples of corresponding activities in relation to the 
entrepreneurial leader’s sub-roles connected to absorbing uncertainty. 
 
5.2.3 Path clearing 
 
The third role is called path clearing, and involves the ability to anticipate potential 
resistance within the firm by gaining the support of important internal and external 
stakeholders, as well as getting rid of impediments in order to accomplish set goals (Gupta 
et al., 2004, p. 248). In other words, it pertains to making critical resource and information 
available for the employees/team. Gupta et al. (2004, p. 250) ascribed four attributes to 
the role of path clearing, namely being diplomatic, effective at bargaining, convincing 
and encouraging. By being diplomatic, the entrepreneurial leader exerts skilful 
interpersonal relations skills and tactfulness. An effective bargainer strives at effectively 
negotiating with others on favourable terms. By being convincing, he/she can persuade 
others of his/her viewpoint. Finally, by being encouraging, the leader can give others 
courage, confidence and hope. 
 
Interpersonal relations skills  
 
In clearing the path for followers it is important for leaders to exhibit a degree of 
diplomacy in their liaison with employees so as to develop interpersonal relationships and 
tactfulness. R8 consistently stressed the value of talking to and getting to know the 
individual members of his team to find their particular preferences in relation to their 
work. In this fashion he can better control hidden factors and “filter the information in a 
way that keeps people focused on their important thing”. 
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R5 believes that a large component of achieving this lies in keeping in contact with all 
stakeholders as often as possible which R2 coincides with through emphasising that “the 
lines of communication can’t ever be allowed to be switched off”. R2 expands on this 
notion by accentuating the need to slow down and get a feel for reality, to “really, and I 
mean really listen to the problems”. 
 
R8 continues that involvement plays an important role and that they hold what he calls a 
“town hall meeting” every 4 months where the CEO outlines everything that is going on 
in the company, to every employee in the company. He believes that the more information 
they have the more they will feel a part of the company and that they should know that 
what they do is contributing to the success of the company. 
 
Negotiating effectively with others on favourable terms 
 
Many of the respondents, like R4, R6 and R8 outlined a big part of their role as being 
supportive in general, as it effectively allows employees to focus on their tasks. R8 
describes a process of breaking down projects and tasks into pieces, and from there 
distributes those to whoever is best fit to execute on them. According to R8, “[this] 
provides clear roles based on competence [...] I take care of the rest, once I know what 
everyone is doing I can play a more managerial or supportive role”.  
 
Being supportive was not confined to them stepping in and helping personally, as many 
of the participants described the process as analysing the problem and allocating adequate 
resources and manpower to clear the path. When probed about this further, R6 replied: If 
you come across a barrier, note it down and pass it to me, and I will delegate resources 
to take care of it. You just keep working with what is on your plate and I will take care of 
the bigger picture. Ridding of the problem was also not restricted to internal solutions, 
but could also be outsourced if necessary, as here described by R9: “our last resort is to 
outsource said activity to a consultant, so that the employee can simply move on with 
other tasks”. 
 
Another observation in relation to being able to negotiate with stakeholders and 
employees was the importance of continuous follow-ups on dedicated tasks, goals and 
objectives. R3 and R4 both outlined the significance of that information as a tool to check 
towards improving the goal-setting in general, which was a negotiating tool in itself. 
Some aspects of transparency were also raised by R8, who explained that while 
everybody has access to all the information as well, it is not always necessary that they 
receive it. 
 
Persuade others 
 
A crucial aspect of leading employees towards fulfilling any kind of vision or goal 
involves the leader as someone who can persuade others to their point of view. R10 
emphasises that you can achieve unity of thought through outlining exactly what is 
expected of the follower and how the company is run as early as in the recruitment process 
– “I make sure they understand how I run my company before they are hired”. R8 also 
endorses this approach through painting a clear picture of the next six months of work in 
terms of projects, milestones and goals that serves as a backbone for agreement. 
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R5 takes a more interpersonal approach in persuasion whereby he focuses more on 
keeping an open discussion with his followers in regards to the purpose of the work. That 
by constantly connecting why they are doing what they are doing to their task at hand and 
through discussion coming to a joint conclusion he aligns their thoughts. R8 adds that it 
is important to the both the calm centre of assurance through acting stoic but also the 
surrounding tornado of positive energy through always seeing the silver lining in the face 
of adversity. 
 
Giving courage, confidence and hope 
 
“As a leader, I pave the way, I lay the road so that others may drive, and also try to plant 
some trees along the way so that it becomes a nicer drive. It’s about removing barriers 
by being a few weeks or months ahead of the team so that all they have to do, is drive.” -
R5 
 
The above quote from R5 perhaps encapsulates the very essence of giving courage, 
confidence and hope to the team or employees. Overall, many of the respondents stressed 
the importance of positive reinforcement, such as R2, who promptly inserted “Talk about 
the positive things!” when asked about the subject. R3 described his role as being there 
personally, with his “fingers in all of the pies” which is similar to R9’s response of being 
someone that his employees can approach when an obstacle emerges. R4 and R6 took a 
more advisory and educational point of view, whereby they promoted a culture where not 
knowing everything is OK, in an attempt to teach employees to become as independent 
as possible. R6 had this to say about the topic: I’m not only a leader, but also a coach 
and a teacher. I guide my employees by creating a culture where it is OK to not know 
everything. We’re only human, and it is perfectly fine to ask for help. If this is a problem, 
and if I cannot gain their trust, I take them out for a 30-minute walk where I explain 
things from my point of view. They can talk if they want to, but sometimes they might just 
want to listen. -R6 
 
Role analysis 
 
In clearing the path, entrepreneurial leaders seem to take their leadership to a more 
personal level, rather than operational. It is no surprise, as the sub-roles are directly 
related to different forms of affecting people in order for them to be able to focus on their 
tasks and operational goals. The leader then takes on a path-clearing role in which he or 
she is able to allocate resources, engage individuals, provide a clear structure and be there 
for when their needed. In contrast to other roles, and similar to the role of absorbing 
uncertainty, it seems more difficult to provide a catch-all tangible method pertaining to 
each strategy or identified theme, as it seems contingent on the situation at hand. 
Nonetheless, we have identified thirteen themes or underlying strategies that our 
respondents employ to tackle some of these issues. While the examples might seem 
abstract at first, we believe they act as a springboard to clarify some approaches in order 
to clear the path in an entrepreneurial organisation. Following table provides a summary 
of aforementioned strategies connected to each identified theme. 
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Sub-role Strategy Example / Activity 
Interpersonal relation 
skills 

Knowing the 
individual 

Develop interpersonal relations, identify 
preferences in relation to work 

 
Constant 
communication 

Maintain communication by actively 
listening and analysing problems 

 
Participation ‘Town-hall' meetings where everybody 

can outline difficulties/barriers 
Negotiating 
effectively with others 

Facilitation ‘Drill-down' tasks and distribute, being 
present during difficult objectives 

 
Ensuring favourable 
outcomes 

Ensure goals are not unreasonable, 
follow-up through feedback loop 

 
Allocating resources Allocate and move resources/manpower 

into areas where needed 

 
Streamlining Planning ahead, focusing on areas of 

interest and importance 
Persuade others Clarity through 

structure 
Communicating tangible goals in 
relation to a relevant timeframe 

 
Aligning ambitions Discuss purpose, connecting tasks to 

purpose and vision 

 
Pillar of positivity Being generally optimistic in the eyes of 

difficult tasks and objectives 
Giving courage, 
confidence and hope 

Illusion of 
omniscience 

Prepare the path ahead for the team, 
instil confidence through planning 

 
Being present Being present, reachable and 

approachable in case team needs help 

 
Advising Instil culture of "OK to not know 

everything", educating where needed 
 
Table 8: Strategies and examples of corresponding activities in relation to the 
entrepreneurial leader’s sub-roles connected to path clearing. 
 
5.2.4 Building Commitment 
 
The fourth role outlined in Gupta et al. (2004, p. 248)’s construct is connected to building 
commitment, and is concerned with the formation of group or team that can work together 
towards goals and the vision. The four underlying attributes are Inspirational, 
Enthusiastic, Team-building and Performance-orientated. By being inspirational, the 
entrepreneurial leader is able to inspire emotions, beliefs, values and behaviours of others, 
which inspires and motivates them to work hard. Enthusiasm pertains to demonstrating 
and imparting strong positive emotions for work. By being a team-builder, the leader is 
able to fuse team synergy and the ability to work together. Finally, by being performance-
oriented, he/she seeks continuous performance improvements from the team. 
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Inspiring emotions, beliefs, values and behaviours, motivating them to work hard. 
 
In building commitment, it is central that leaders are able to inspire emotions, beliefs, 
values and behaviours as well as creating the motivation for working hard in their 
followers. R3, R6, R8 and R9 all felt that creating a collective spirit provided a strong 
foundation on which followers would be more susceptible to motivation. R3 is of the 
belief that his team has to feel as though they are on the same level as he is and that he is 
“not worth more than anyone else”. He achieves this through occasionally working shifts 
in the warehouse or sitting in customer service as well as sharing an open office space 
with his employees – he does not have a private office. R9 coincides that it is vital to 
show a genuine interest in all his staff whether it is the intern, the receptionist or product 
developers because they all need to feel as though they are part of a larger unit. R8 
reinforces this view by stressing the importance of empathy, he makes sure that when his 
followers are in a sticky situation that he is there with them, sharing their displeasure. In 
this way he conveys that he is not putting extra work on their plate unnecessarily – “it’s 
about being there with them”. 
 
Furthermore, a large portion of entrepreneurial leaders described the significance of 
leading by example as means to inspire and motivate others to work hard. R10 focused 
on the negatives of not putting the same amount of work and dedication into the job that 
is expected from the employees by stating that: “in general, people take after your 
actions, not your words. If you don’t [display strong work ethics], you will end up with 
employees that only show up whenever they feel like”. Moreover, R3, R6, R8 and R9 all 
outlined that by working hard and not taking advantage of the privileges of being part of 
top-management or holding ownership, people recognise that they work just as hard as 
they do, if not harder. Perhaps most prevalent was R3’s response during this discussion, 
in where he stated: “I am at the front of the lead [...] it is my company and I need to show 
that I care the most”, he continued, “I don’t come in with a Porsche to work [...] I fly 
economy class”. 
 
Another form of instilling motivation to work hard that some of the participants described 
was by making sure that the employee felt as though he/she was part of something bigger 
than themselves. For example, R8 talked about the effect of providing shares to 
employees as an effective method to make them feel part of the company, which promotes 
the mind-set that if the company does well, so will they. R5 had a different take, where 
he explicitly outlined: “If we employ you, and you want to quit within the first four weeks- 
we’ll give you 30.000 SEK”, continuing that, “those who are here for the money can just 
take that money and leave”. 
 
Demonstrating and imparting strong positive emotions for work 
 
In building commitment, it is important that leaders can both demonstrate and impart 
strong positive emotions of followers in the workplace; in a way they create the sunbeam 
which illuminates the rainbow through the storm. R8 believes that the most important 
aspect of achieving this is to get to know the individuals in his team at every level, he 
wants them to feel “I am committed to this company because the company is committed 
to me”. One of the ways he does this is through staying present, he travels a lot as part of 
his position but “I always stay connected and am there when I’m needed”. R4 develops 
this further by highlighting that “business builds on relationships […] loyalty and 
friendship builds on relationships” and that one way he strengthens those ties are through 
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writing down important happenings in the lives of his followers. This could be simple 
things like birthdays or anniversaries but also things like achievements of their children 
or trials that the family are going through and he makes sure to follows these up with 
things like phone calls and postcards. 
 
Another aspect of developing strong positive emotions for work that many of the leaders 
found central to their role had to do with showing their appreciation. R8 describes himself 
as his employee’s greatest cheerleader, he believes it is about creating a thank-you 
atmosphere at the workplace. He makes sure to celebrate achievements with cake, he also 
always brings back a local item like chocolate, wine or tequila from his frequent travels 
and he stresses that “it’s about doing the little things continually: here I brought you some 
tea or I bought that coffee you really like”. R8 regularly looks through the code of his 
followers for interesting solutions or cool approaches which he can bring up in casual 
conversation to show them that he really cares about what they are doing. R4 has regular 
all-inclusive dinners to show his appreciation to followers and create a situation where 
people thrive as well as make them laugh – “it is so important to laugh”. 
 
When talking about work, many of the respondents associated work with having fun and 
loving what they do. For example, R8 talked about his passion and love for his work as 
something he continuously tried to pass down and share towards his team. While many 
had a hard time to shed their enthusiasm for work into a practical light, R5 had 
incorporated numerous practical methods in an attempt to close the gap between work 
and personal life:  
 
We are not driven by profit - it’s about creating a workplace that transforms people, 
where people love to go to work - this is even more important than the product. To make 
sure we achieve this, we brought in a consultant to help us put words to and define our 
culture in order to scale it. We’re all about bringing life to work, bring your pets, family 
friends. We even have non-working dedicated spaces where you are discouraged to talk 
about work. I wouldn’t say that we work harder or faster than anyone else... well - maybe 
Ericsson; but so does every start-up... People know why they are here, they have a 
purpose - it’s fun and interesting. 
 
Inducing group members to work together, team building. 
 
The word ‘team’ was a common re-occurrence when talking about building commitment, 
and it seemed like almost every single respondent had something to say about the 
importance of creating a sense of ‘we’ in the firm. R3, R6, R9 and R10 all had similar 
takes in where they spoke greatly about the importance of communicating this mind-set 
on a daily basis.  We have teams, smaller teams and individuals but we’re all together 
and we can all trust and depend on one another -R3, “Nobody is alone in this, we’re a 
team” -R6 “everybody feels like they are truly working within a team, and are not alone 
and it gives a sense of purpose and belonging; this is our journey” -R9, “Involvement by 
participation. You don’t work alone; you work in a team that is working together towards 
the vision” -R10 
 
When discussing further, some practical approaches to building synergy and creating a 
sense of belonging started to surface. It could be simple out-of-work activities, as outlined 
by R8 where he described that they go go-carting or paintballing on a weekly basis, and 
could even take Fridays off to grab a celebratory beer together after a major win in a 
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campaign. R9 mentioned that they, as team, attend after-works and start-up events to 
name but a few activities. R1 explicitly stated that “ [the] key here is to do things outside 
of work, something small like grabbing a beer or taking a trip together, it really builds a 
healthy culture in the organisation [...] Basically, it’s about becoming friends outside of 
work”. Others, like R7 reinforced these activities where he described “grabbing a beer, 
dinner” as something that fuses relationships outside of work. R5 even went so far as to 
take a company trip to a summerhouse or ski-house as a team, where the purpose is to 
focus on dreams and visions. 
 
Said activities were not restricted to out-of-work activities, and could take place within 
the workplace as well. R3 stressed the importance of minor things like always eating 
lunch together as something that builds a bond between employees in a team. R9 
described having group-meetings every Monday and Friday as something that also builds 
commitment as everybody has a chance to talk about their roles and activities. 
 
Seeking continuous performance improvements 
 
It is evident from the interviews that entrepreneurial leaders at large always seek to 
improve the level of performance within the team(s), but do not want to be at the forefront 
with a whip to do so. One outlined method to promote natural performance improvements 
was described by R6 and R5, which was referred to as having a ‘popcorn buddy’. The 
process consists of pairing up employees into teams of two, which kept rotating every 
few weeks. R6 explained that this process not only builds synergy, but also acts as way 
to learn new ways of doing things from one another. R5 continued to explain the 
importance of having a dedicated fifteen-minutes time slot every morning to make room 
for a ‘stand-up’ presentation, in which every employee outlined what they did yesterday, 
what they are working today and why. R4 connected similar activities as something that 
creates a “win - win - win!” situation in relation to company and personal goals, where 
everybody benefits. 
 
Another important factor in creating continuous performance improvement that many 
leaders felt important to the cause is the need for personal development. R3 works hard 
to let his followers learn and develop through trying on new roles and challenges within 
the company, that way they also know their effect on other parts of the company. R4 takes 
a more soundboard approach whereby he lets his followers bounce ideas off of him but 
he leaves the final decision up to them which he believes teaches them to better solve 
problems on their own. Furthermore, although he tries to always makes himself available, 
“people don’t always come to me – I have to follow-up” and as such he stresses the 
importance of a feedback loop in improving working methods. 
 
Role analysis 
 
In analysing the role of building commitment we had a considerable pile of raw data. This 
was clearly a role which many of the leaders could relate to and worked actively to 
promote within their organisations. Furthermore, there was great diversity when it came 
to leaders’ philosophies surrounding how to achieve commitment from followers but they 
could generally be grouped according to themes or strategies. However, we want to stress 
that although the themes themselves could be identified in the methodologies of almost 
all interviewees, they should be interpreted as spectrums at which leaders have chosen 
approaches at various points. The following table presents fourteen themes or underlying 



 51 

strategies with the interviewees accompanying methods for achieving the sub-roles that 
make up building commitment. 
 
Sub-role Strategy Example / Activity 
Inspiring emotions, beliefs, 
values and behaviours 

Flat hierarchy No private offices, showing genuine 
interest in others roles, equality 

 
Role modelling Not taking advantage of privileges, 

leading by example, mentoring 

 
Conveying 
bigger picture 

Displaying more affection for the 
purpose than monetary gain 

Demonstrating and imparting 
strong positive emotions for 
work 

Relationship-
building 

Getting to know the individuals 
outside of work - what are their 
struggles? 

 
Showing 
appreciation 

Celebrating small wins and a job 
well-done, giving credit where due 

 
Positive towards 
work 

Closing the gap between work and 
personal life, displaying passion 

 

Being present Being reachable at all times, no 
'time off' during weekends or after 
hours 

Inducing group members to 
work together, team building 

Team-spirit Communicate that everybody is in 
the same boat, we are all a team 

 

Out-of-work 
activities 

Team-building activities: go-
carting, dinners, company trips, 
grab a drink 

 
Intra-work 
activities 

Eating lunch together as a collective 
whole, participate group-meetings 

Seeking continuous 
performance improvements 

Knowledge 
sharing 

‘Popcorn buddy' - pair up team 
members to share know-how and 
methods 

 
Feedback Follow-up on progress, set better 

goals based on past results and data 

 

Multiple 
dimensions 

Communicate a 'win-win-win' 
scenario between firm, employee 
and stakeholders. 

 

Personal 
development 

Acting as a sounding board, 
promoting development of 
knowledge 

 
Table 9: Strategies and examples of corresponding activities in relation to the 
entrepreneurial leader’s sub-roles connected to building commitment. 
 
5.2.5 Specifying limits 
 
By being an integrator, intellectually stimulating, positive and decisive leader, the 
entrepreneur can specify the limits of what can and cannot be done. By this, he or she can 
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reshape their followers’ own perception of capabilities through eliminating barriers 
deriving from self-imposed ideas or limitations (Gupta et al., 2004, p. 248). The integrator 
has the ability to form people or things into a cohesive, working whole. By being 
intellectually stimulating, the leader encourages others to use their minds, by challenging 
beliefs, stereotypes, and the attitude of others. Being positive pertains to being generally 
optimistic and confident. Finally, by being decisive, the leader makes decision firmly and 
quickly. (Gupta et al. 2004, p. 248). 
 
Forming people and things into a cohesive, working whole. 
 
When specifying limits many of the interviewees could relate to the idea of entwining 
followers together into a cohesive unit. R3, R5 and R8 all expressed the notion that it is 
important to share the problem amongst the entire team and subsequently solve it 
together. R8 continues that a large part of achieving this is through communication; he 
holds a meeting every three months in which he invites everyone to discuss the positive 
and negative aspects of the previous three months. In this fashion he integrates all the 
small problems into a larger whole thus distributing the individual burden. 
 
R5 believes that creating a strong business culture and involving everyone in it can act as 
an overriding mechanism in which the culture of the venture replaces the self-imposed 
limitations of the individual. R4 elaborates that a large part of this is simply listening to 
the followers and adapting to the situation, he once changed his entire role in the company 
as a result of an employee who wanted to switch positions. 
 
Encouraging others to use their minds 
 
Encouraging others and themselves to develop their minds in relation to problems and 
difficulties was a relatively common theme amongst the participants. What was 
particularly interesting is that it was not only limited to encouraging others to use their 
mind, but also their own. For example, R4 outlined the importance of analysing the 
problem by breaking it down and understanding the symptoms, but also finding the cause 
and “to be open to the possibility that they [the employees, team] might be right”. R3 
spoke greatly about personal development through new challenges, task or increased 
responsibility through education: “they should all feel as though they are moving 
forward”. 
 
Furthermore, sharing and instilling a specific frame of mind in order to combat challenges 
and self-imposed limitations was discussed by R6 and R4. There something called the 
‘imposter syndrome’, which is very common in my industry. Basically, coders will 
sometimes feel as they are cheating their way through their lines of code as they feel like 
it’s not as refined as it could be. I tell them it’s completely fine, everything does not have 
to be perfect at all times. When I notice that individuals and/or groups are struggling 
with this, I make sure to communicate this with them. –R6. In addition, R4 reinforced this 
frame of reference by explaining that competence and education are secondary to attitude 
and frame of mind, and that most of his achievements can be accredited to his attitude 
rather than education and merits. 
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Being optimistic and confident 
 
Being positive, in general, was a common theme amongst the respondents in the context 
of specifying limits. Often times, the discussion led into the topic of mistakes, and how 
they related towards them. R4 mentioned that being optimistic was critical in order to 
promote growth in the firm, in his eyes a mistake was merely seen as taking 1 step 
backwards, but allows them to take 2 steps forward in the long run. R8 outlines projects 
and operational activities as “everything is possible” in the eyes of limitations. R9 
reinforced this view with a more grounded approach by inferring that: 
 
I can alleviate some of the self-imposed limitations that people can feel and experience. 
It is all about motivating the employee. And by that, I am not talking about cheesy 
Facebook and Tumblr quotes, but rather by showing humanity and humbleness in relation 
to the problem. I constantly show that the entire organisation is behind the individual, 
and that they are not alone in the face of limitations. I tell them that I believe in their 
ability to overcome it, and try to inspire them to do so. -R9 
 
Make quick and firm decisions 
 
It is important to be the rock, the leader who can make the difficult decisions when needed 
and to do so quickly. R3, R5 and R8 all emphasise the need to create a can-do, action-
orientated atmosphere in the company. When followers are stuck or face a particular 
limitation or challenge R3 likes to show them it is possible by demonstrating it himself, 
in this fashion his followers can simply imitate him. R5 likes to break down big problems 
into smaller, more manageable issues, a way of shining a light under the bed to reveal 
that there is no monster. R8 achieves a similar decision-oriented result through creating 
action-points that are measurable, in this fashion his followers can have a starting point 
in breaking their limitations. 
 
Role analysis 
 
Specifying limits was a role that many leaders had difficulty both relating to but also 
conceptualising. It proved a challenge to convey the essence of this role and few leaders 
had concrete examples of how they deal with this aspect of their leadership on a daily 
basis. However, many agreed that it is a problem that would fall into their jurisdiction 
and that there were certain strategies they could make use of to attempt to solve it. Many 
of the leaders expressed very similar ways of handling this issue and there was not a great 
deal of diversity in the raw data. The following table will present six different thematic 
strategies that we identified that together gather their various activities in fulfilling the 
sub-roles of specifying limits. 
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Sub-role Strategy Example / Activity 
Forming people and things 
into a cohesive, working 
whole 

Inclusion Create a sense of 'togetherness' by 
including people in processes 

 

Reconfiguration Form a culture that overrides and 
reconfigures individual/personal 
limitations 

Encouraging others to use 
their minds 

Development Develop challenging tasks, increase 
responsibility of individual 

 
Framing the mind Promote a specific mind-set that precedes 

education and experience 
Being optimistic and 
confident 

Everything is 
possible 

See mistakes as positive - something you 
can learn from, provide support 

Make quick and firm 
decisions 

Let's make it 
happen 

Demonstrate solutions to solve a 
problem, create measureable action-
points 

   
Table 10: Strategies and examples of corresponding activities in relation to the 
entrepreneurial leader’s sub-roles connected to specifying limits. 
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6. Discussion 
 
The following chapter will begin by outlining and discussing particular areas of interest 
from our findings to subsequently compare and contrast these points of interest with 
existing literature. Then there will be a section concerning an important ethical 
consideration of our findings and lastly, it will present the possible limitations of the 
study. 
 
6.1 Areas of interest 
 
In adhering to our purpose which is to explore the practical methodology of 
entrepreneurial leaders so as to produce actionable knowledge that directly relates to the 
practitioner, we have taken a boil down approach. By that we have first explored the 
actions of entrepreneurial leaders to subsequently build underlying themes and finally to 
answer our research question and fulfil our purpose we have further boiled these down to 
a set of essential skills. These are fundamental skills that transcend the individual roles 
of our construct in the sense that they are recurring through various arrangements in 
multiple roles. We have characterised these skills as encompassing a collective approach, 
building individual relationships, fragmentation, dynamic perspective and utilising 
feedback. 
 
Encompassing a collectivist approach 
 
A skill that seems to permeate all the roles of effective leadership is encompassing a 
collectivist approach in the routines, activities and methods performed by the leader. It is 
a way of involving followers in many of the processes within the venture through actively 
encouraging participation and always striving to convey the bigger picture. This could be 
said to fulfil the need for affiliation factor of trait theory (Yukl, 2009, p. 189) but it could 
likewise be a display of a behavioural leadership style, namely participative leadership 
(Yukl, 2006, p. 54). Furthermore, it coincides with the concept of team-oriented 
leadership but in this particular context, it differs because the entrepreneurial leader must 
achieve high levels of participation and involvement without the stable role exchanges 
that are common to traditional leadership context (Gupta et al., 2004; Ensley et al., 2006). 
To sum up this skill it is about offering a holistic picture and making the follower feel as 
though their future and success is intertwined with that of the company’s. 
 
Building individual relationships 
 
We found that on top of having a collectivist approach, it is vital for the entrepreneurial 
leader to still develop individual relationships with his followers. Making a routine of 
knowing what is happening in the lives of followers, being aware of what ignites their 
passion and where they want to be in the future allows the leader to take a more 
personalised approach. This rationale can be seen as an extension of McGregor’s theory 
Y (1966, p. 15) as characterised in behavioural leadership through consideration style or 
relationship-oriented leadership (Yukl, 2006, p. 50-54). In addition, it can also be seen as 
a prevalent aspect of transformational leadership called individualised consideration. This 
involves the leader is someone who ensures that each individual’s need for achievement 
and growth are heard as well as acting a mentor for them to achieve these goals (Yukl, 
2006, p. 263). However, in the entrepreneurial context this skill stems from the need of 
the firm to adapt to emerging contingencies. This skill can be utilised to create more 
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autonomous followers, kindle passion, construct stronger relationships and even help 
develop individuals to their full potential. 
 
Fragmentation 
 
Another skill that is prevalent throughout numerous strategies is the ability to fragment 
large and seemingly intangible concepts into smaller, more comprehensive pieces. Yukl 
(2006, p. 219) outlines this technique as a type of directive leadership which is highly 
effective in high task-ambiguous scenarios. Burton et al. (2006, p. 132) elaborates that 
the fragmentation of tasks is appropriate within organisations that exert a high degree of 
innovation, such as technology development firms or in our case, entrepreneurial ventures 
and start-ups. By fragmenting, the entrepreneurial leader is able to convey a clearer 
picture of the direction of the firm and is subsequently able to better execute outlined 
tasks and objectives by breaking them into smaller sub-goals. In effect, by amassing a 
collection of tangible objectives, the leader is also able to distribute them to appropriate 
agents and allocate resources more effectively, as larger objectives usually encompass 
numerous activities that can be hard to measure. 
 
Dynamic perspective 
 
The fourth skill that makes numerous appearances throughout our results is the 
importance of leaders to take a dynamic approach to processes, activities and methods in 
the firm. Volery et al. (2015, p. 110) expressed the significance of leadership behaviour 
which can address numerous paradoxes and tensions where the need to adapt structures 
and processes rapidly is prevalent. Indeed, we have found that developing flexible 
routines and methods that undergo constant scrutiny in order to able to adapt to 
contingencies is a crucial element in an ever growing turbulent environment. Being 
dynamic is arguably a necessity or direct response in order to adapt to the high-velocity 
environments of competition and rapid change that is associated with the entrepreneurial 
context (Leitch & Volery, 2017, p. 148). This is further evident as having a flexible 
approach towards the vision and long-term goals of the company is an important aspect 
in order to stay competitive and open to new opportunities, which is a key element of 
entrepreneurship (Drucker, 2015, p. 33). By not setting things in stone, the entrepreneurial 
leader can freely allocate resources and experiment to find better ways of doing things, 
whether it is a new activity or business model that fits better than the old, or simply as a 
way to tackle unexpected growth. 
 
Utilising feedback 
 
Feedback is the term we have used to describe the skill of ensuring favourable outcomes 
through constant and open communication. Therefore, feedback in this regard has to do 
with both providing and receiving information, that is to say, the entrepreneurial leader 
has to see it as a two-way street. On the one hand they, track progression, follow-up on 
set goals and gather information which can be likened to management by exception which 
is a component of transactional leadership (Yukl, 2006, p. 263). But on the other hand, 
they can also offer advice, show appreciation and provide information to their followers 
which can be seen as consideration style of behavioural leadership (Yukl, 2006, p. 50). 
Thus the entrepreneurial leader can be likened to the value-based leader in the sense that 
they must both build a high-expectation vision and simultaneously convey their 
confidence in their follower’s ability to carry it out (Gupta et al., 2004, p. 248). In this 
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fashion, feedback both informs the entrepreneurial leader to make better choices yet also 
creates an ‘everything is possible’ atmosphere in which followers see mistakes as learning 
opportunities. 
 
In summary, we can answer our research question which is what routines, activities and 
methods do entrepreneurial leaders employ to fulfil the five roles of effective leadership 
through highlighting to practitioners five areas which are crucial to excel in. We believe 
that in learning these five skills entrepreneurial leaders will develop better routines, 
activities and methods which are contingent to their particular transaction set. However, 
we want to stress that these five skills are not all-encompassing but rather central pillars 
of effective entrepreneurial leadership and as such we encourage leaders to closely 
examine our findings for a more complete and practical methodology.  
 
6.2 Ethical point of interest 
 
Under the course of the investigation, we found that transparency of information was 
something that many of the leaders found central in their role of absorbing uncertainty 
and instilling confidence in their followers. They argued that through utter honesty 
regarding the happenings in the company the followers became reassured that they would 
meet no surprises and had all the available indicators to jump ship should they so wish. 
 
However, a few of the interviewees expressed a faintly nefarious outlook on transparency 
in which they viewed it as an instrument of control and manipulation within the 
company.  They elaborated that creating the illusion of complete transparency provides 
the above benefits without having to disclose information that could become a source of 
anxiety or worry to followers. There was a common consensus among all the leaders that 
employees generally performed worse when worried about external factors such as job 
security, company liquidity or executive disputes. 
 
This phenomenon became particularly evident when discussing unstable financial futures 
in which many leaders felt that if they believed they could solve the issue then there was 
no need for their followers to know about it. Some leaders went so far as to express that 
they would be willing to pay salaries of followers out of their own pocket in times of 
destitution. This can be seen as unethical because if proven wrong, they put their 
employees in a precarious situation whereby they not only lose their job with short notice 
but they could potentially not receive payment for their contributions. 
 
Nonetheless, we want to strongly emphasise that the leaders who conveyed this 
philosophy did so out of an exuberant desire to see the company succeed. They believe 
that their role as a leader involves filtering information in such a way so as to create the 
optimal conditions of performance for their followers. In this fashion, they set the venture, 
and the employees of it, up for the best possible chances of realising their vision. 
 
6.3 Limitations 
 
There are several assumptions that independently create limitations pertaining to our 
findings. First, we have not attempted to, nor no do we have the data or tools to measure 
the effectiveness of the examples provided by our respondents. That is, we can only 
present the provided practical methods, activities and routines at face value, with the 
assumption that they are effective leadership tools in an entrepreneurial context. Next, 
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cognitive bias may alter the perception of the influence or magnitude of effectiveness by 
the methods outlined by our participants during the data collection. Certain hidden 
variables may be the determining factor as to why a specific activity is perceived as 
effective, with no way for us to measure but to use common sense and benchmark our 
knowledge towards other cases. Finally, we base the study largely on the entrepreneurial 
construct by Gupta et al. (2004) as presented in the literature review. The assumption then 
is that the construct is valid and applicable as a measurement to assess the inherent roles 
of effective entrepreneurial leadership.  
 
In the face of the limitations, we argue that as many of the emphasised activities were 
described and utilised by numerous participants, it provides a level of credibility to the 
large majority of our findings as effective leadership tools. However, the aforementioned 
assumptions and contingencies should be kept in mind when put into practical 
application. Another way of marginalising these limitations would be to conduct another 
observational study, or make use of triangulation in subsequent interviews with not only 
the leaders, but also the followers. Furthermore, we argue that as the construct is well-
cited and a central part of the academic field, it acts as a strong starting point in order to 
reach an answer to our research question. 
 
Cultural factors may greatly shape some of the values and subsequently, the answers and 
emphases of our respondents. As Sweden is a relatively small power distance society 
(Hofstede, 1994, p. 8), the hierarchical levels are often smaller than otherwise found in 
different cultures. The implication might be that entrepreneurial leaders in other cultures 
might have a different perspective on the flat organisational which has been a strong point 
in our study. Therefore, as previously mentioned in the method chapter, we do not want 
to make generalisations or claim transferability outside of our chosen context, both 
geographically and culturally. In terms of industrial differences, our respondents vastly 
differ and should therefore not be a notable limitation. 
 
6.3.1 Gender bias 
 
Finally, we would like to recognise the fact that as our sample consists solely of men, we 
might have missed out on data that could potentially add more depth and differentiated 
methods of entrepreneurial leadership. Indeed, studies have shown that females exert a 
small degree of superior transformational leadership skills of that of men (Eagly et al. 
2003). For example, Eagly & Johannesen-Schmidt (2001, p. 794) found that women 
exceeded their male counterparts in terms of individualised consideration, while men 
scaled higher on laissez-faire and passive-management subscales. The implication is a 
limitation that stems from a sample that only consists of men, and by adding more women 
leaders could potentially provide a wider frame of methodology in relation to our research 
question. While it is unfortunate that our sample is so one-sided in terms of gender, the 
reality is that not a single sample from the initial pool referred us to a women 
entrepreneurial leader. Ultimately, this study’s aim is not to compare the difference in 
methodology between men and women, but rather that of entrepreneurial leaders. Our 
results may or may not be 100% applicable to entrepreneurial leaders, no matter their 
gender. But we would still like to make this acknowledgement and consideration as it is 
a central limitation to our study. 
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7. Conclusion 
 
Entrepreneurship is at the foundation for innovation and is at large responsible for 
advancements in everything from technology to pharmaceuticals. Every organisation has 
a starting point, a start-up phase, in where it exerts an insatiate hunger for opportunity 
exploitation, and a child-like excitement as it seeks to change the world in one way, or 
another.  Google, Amazon, and Tesla are all examples of successful ventures, but the odds 
of getting there are low. This uncertainty calls for exceptional leadership that transcends 
the classical view, a captain at the helm of the ship capable of wearing the storm that is 
the entrepreneurial context. But how exactly do you sail through uncharted water where 
nobody has explored before, or perhaps where others attempted – but capsized along the 
way? As such, the purpose of this study is to explore the practical methodology of 
entrepreneurial leaders so as to produce actionable knowledge that directly relates to the 
practitioner. In order to do so, we have answered the following research question: 
 
What routines, activities and methods do entrepreneurial leaders employ to fulfil the five 
roles of effective leadership? 
 
Through interviewing entrepreneurial leaders, we have identified fifty-two underlying 
strategies, each corresponding to different examples and sets of practical routines, 
activities and methods that entrepreneurial leaders use to fulfil their roles. Based on these, 
we have recognised five fundamental skills that recur in many of the areas presented in 
the entrepreneurial leadership construct by Gupta et al. (2004). These skills consist of: 
encompassing a collectivist approach, building individual relationships, fragmentation, 
dynamic perspective and finally, utilising feedback. Together, these strategies and skills 
act as a bridge to close the gap between theory and practice, moving from concept to 
reality, to serve as a platform for the practitioners to draw from and implement in a real-
life scenario. 
 
7.1 Practical recommendations 
 
To reiterate, in performing this study we have produced five actionable skills namely 
encompassing a collective approach, building individual relationships, fragmentation, 
dynamic perspective and utilising feedback. Granting, they do not fully capture all that it 
means to be an effective leader, rather they be used to lay the groundwork in improving 
an individual’s leadership state of mind. From this mind-set the leader can begin to 
gradually develop and integrate a methodology that sets their particular ship on the path 
to success. 
 
In addition, although this study is concerned with entrepreneurial leaders we believe that 
the implications of learning and developing these five skills may be transferable to other 
forms of leadership. Furthermore, we believe that any individual occupying a leadership 
role within in environment that is characterised by uncertainty, rapid change and heavy 
resource constraints can employ the same underlying strategies albeit through different 
activities. This is why we highlight the value of developing the five skills because they 
will allow the leaders to create the best possible set of activities, routines and methods to 
best satisfy their particular needs. 
 
In learning these skills, we encourage leaders to take time to honestly reflect on their 
current stage in their development as well as listening to the consultation of third parties. 
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Subsequently, leaders should take time in planning activities and when making decisions 
to consider how they can implement these skills into their existing pattern of work. 
Furthermore, leaders should contemplate in which way and to what extent existing 
conditions should change but be aware that radical modifications could meet resistance 
and create confusion in followers. Here it is important to note that practical examples 
from our findings could be used for inspiration but whether the leader chooses to for 
example play basketball or go bowling as a teambuilding exercise is contingent to their 
situation. 
 
To sum up, this study is primarily concerned with effective leadership in the particular 
context of entrepreneurship and new venture creation. In this fashion we can consider the 
activities, strategies and skills that we have produced at the intersection of leadership and 
entrepreneurship as trees of knowledge. This implies that there could be contributions to 
diverse fields within the disciplines of leadership and entrepreneurship yet practitioners 
and academics alike should keep in mind that there could be deviations in application. 
 
7.2 Future research  
 
Given our outlined limitations of only getting the perspective from the leaders, it would 
be interesting to study entrepreneurial leadership in the same context, but from the 
followers’ perspectives. Furthermore, a study diving more specifically into one of the 
roles outlined by our chosen construct could provide deeper and richer data pertaining to 
a set of activities for that role specifically, as it turns out that there is more than enough 
data in each one to suffice for a study at an undergraduate or graduate level. Finally, 
further research into the ethical considerations of transparency as discussed in chapter 6 
could spur interesting conversation surrounding the ethics regarding certain practices of 
entrepreneurial leadership – is it okay to mislead the followers for the sake of greater 
good? The discipline is young, and we welcome researchers to further pave the way to 
better define it and contribute towards the academic field. 
 
7.3 Concluding remarks 
 
We want to emphasise that the extent and scope of the study proved to be quite large, as 
many of the respondents had multiple ways of tackling outlined issues and problems in 
relation to their roles in their respective firms. Thoroughly categorising and analysing 
over ten hours’ worth of data took collectively over 140 hours – which at first glance 
might seem excessive in relation to the level of the thesis. However, motivated by a 
genuine interest in entrepreneurship and leadership, coupled with a desire to create 
something that stands just and true to our original purpose, we are overall pleased with 
the results. We hope that this information will come in handy for aspiring entrepreneurial 
leaders that seek to better themselves in their roles, and perhaps we can gently guide the 
path for the next big entrepreneurial figure in his or her mission to also change the world. 
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Appendix 
 
Swedish interview guide is found at the bottom of this section. 
 
Interview guide 
 
Introduction 
 

• Present ourselves 
• Outline purpose of study 
• Interview anonymity and confidentiality 
• Ask permission to record remainder of interview 
• Ask if respondent wants a copy of translated quotes, paraphrases and other data 

we will use in study to “OK” before pushing out, as things might get lost in 
translation. 

• Other small-talk to ‘break the ice’, put interviewee at ease 
 
Background information 
 

• Age 
• Role/position in the company 
• Industry 
• Co-founder yes/no 
• Years active 
• Nationality 
• Location of company 
• No. of employees / size of team 

 
Main interview  
 
____    = Main topic 

• = Main question 
o = Probe 

 
Framing the Challenge 

• Q1. What do you do to frame a challenge that will push the team to the limits of 
its abilities without pushing them over their limits? 

o Q1.1 What do you do to establish a high standard/level of performance in 
the company? 

o Q1.2 When setting goals, what do you do to ensure that they are ambitious 
enough? 

o Q1.3 What do you do to stay informed when setting goals – does this help 
you set realistic limits? 

o Q1.4 Do you have any methods of gaining additional insight or intuitive 
ability when setting goals? 
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Absorbing Uncertainty 
• Q2. What do you do to formulate a vision of the future state to be enacted by the 

followers and, then, shoulder the burden responsibility if you end up being wrong 
about the future? 

o Q2.1 How do you communicate your vision and imagination for the 
future? 

o Q2.2 What do you do in order to anticipate future events? 
o Q2.3 What methods do you use to instil others with confidence? 

 
 

Path Clearing 
• Q3 How do you negotiate opposition and clear the path for your employees/team 

to reach their goals? 
o Q3.1 Are there any methods you make use of to appear more diplomatic 

in the workplace? 
o Q3.2 When bargaining what do you do practically to ensure you get the 

best deal possible? 
o Q3.3 Do you make use of any particular methods when persuading people 

to your way of thinking? 
o Q3.4 What do you do to give people courage, confidence and hope in the 

workplace or to a particular task or project? 
 

Building Commitment 
• Q4 What do you do to inspire and mould a team that is highly committed to 

extending extraordinary energy and effort to accomplish their goals and work 
towards the formulated vision? 

o Q4.1 What do you do to inspire people to work hard? 
o Q4.2 How do you demonstrate passion for your work? 

 
Specifying Limits 

• Q5 What do you do to specify what can and cannot be done? 
o How do you challenge your team with stimulating tasks? 
o What do you do to overcome self-imposed limitations? 
o How do you specify constraints like budget, scope, resources? 

 
Outro 
 

• Ask if further comments or other practical methods they use 
• Discuss topics that weren’t discussed in particular 
• Thank respondent for their time  

 
Swedish version of interview guide 
 
Framing the Challenge 

• Q1 Vilka metoder använder du dig utav för att rama in en utmaning som kommer 
att pusha dina medarbetare för att prestera så bra dom kan, utan att pusha dom 
“över gränsen”? 

o Q1.1 Vad gör du för att sätta en hög standard och nivå av prestation i 
bolaget? 
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o Q1.2 När du sätter mål, vad gör du för att se till att dom är tillräckligt 
ambitiösa? 

o Q1.3 Hur ser du till att du är informerad när du sätter målen? Hjälper detta 
dig att sätta realistiska mål? 

o Q1.4 Har du några metoder du använder dig utav för att få ytterligare 
insight eller intuition när du sätter dessa mål? 

 
Absorbing Uncertainty 

• Q2 Vad gör du för att formulera en vision om framtiden som dina medarbetare 
kan jobba och sträva mot?  

o Q2.1 Hur tacklar du vetskapen om att du kan ha fel om framtiden (din 
vision) och hur hanterar du den gentemot dina medarbetare? 

o Q2.2 Hur kommunicerar du din vision rent praktiskt? 
o Q2.3 Hur gör du för att försöka “spå” in i framtiden? 
o Q2.4 Vad gör du för att skapa ett ömsesidigt förtroende mellan dig och 

dina medarbetare? 
 
Path Clearing 

• Q3 Hur erhåller du dig gentemot opposition och “röjer undan” vägen för att dina 
medarbetare ska kunna nå sina mål? 

o Q3.1 Använder du dig av några metoder för att verka mer diplomatisk på 
arbetsplatsen? 

o Q3.2 När du förhandlar, rent praktiskt, hur ser du till att du får den bästa 
möjliga dealen?  

o Q3.3 Har du några speciella metoder du använder dig utav för att få dina 
medarbetare att tänka i samma tankebanor som dig? 

o Q3.4 Vad gör du för att ge dina medarbetare självsäkerheten att kunna 
fullfölja ett projekt, ett mål, eller dylikt? 

 
Building Commitment 

• Q4 Vad gör du för att inspirera och forma ett team som är dedikerade och jobbar 
hårdare än normalt för att fullfölja utsatta mål, och jobba mot din vision? 

o Q4.1 Vad gör du för att inspirera folk att jobba hårt? 
o Q4.2 Hur demonstrerar du passion för ditt arbete? 
o Q4.3Hur bygger du synergi mellan gruppmedlemmar i ett lag? Eller 

mellan lag? 
o Q4.4 Vad gör du för att se till att ni konstant jobbar bättre och effektivare? 

 
Specifying Limits 

• Q5 Hur gör du för att specificera vad som kan; och inte kan göras? Här pratar vi 
inte specifikt om att sätta regler, utan snarare formulera vilka barriärer och hinder 
som finns, och vilka som inte finns. 

o Q5.1 Hur ser du till att dina medarbetare får utmanande arbetsuppgifter? 
o Q5.2 Vad gör du för att se till att dina medarbetare kommer över sina egen-

konstruerade limitationer? 
 
 


