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Executive summary  

 

This thesis aims to increase the understanding about leadership in social innovation projects 

since they constitute an efficient alternative to merge the social and business arenas.  In order 

to do so it identifies, describes and analyzes the characteristics that shape the perceived 

leadership style of the formal leader (Project Manager) of financially sustainable social 

innovation projects, departing from the challenges that this leaders face and the previous 

literature.  

 

The study begins examining the literature of social innovation projects to demonstrate that 

due to their specific nature, they constitute an interesting and particular context to study 

leadership. Then, the extensive leadership literature is explored in order to understand that 

different schools have described leadership styles using a diverse number of elements and that 

the different leadership schools have agreed that leadership is contingent to the context. 

Consequently, a framework of twelve unified characteristics was created to allow the re-

definition of the existent leadership styles in a common language. Additionally, leadership in 

neighboring contexts (leadership in innovation and leadership in projects) was reviewed to 

identify common challenges with leaders of social innovation projects and the possible 

implications in terms of characteristics of their leaders.  

 

The study had an inductive approach and is cross-sectional, focusing on the most common 

challenges faced by the leaders of social innovation projects and the perceived characteristics 

present in leaders of social innovation projects. Semi-structured interviews were used to get 

the insights of eleven interviewees in ten financially sustainable social innovation projects in 

the UK. The analysis was developed using a series of templates which provided the flexibility 

to interpret and categorize the findings in order to answer the research question and 

accomplish the objective, combining both deductive and inductive reasoning.  

 

The results evidence six common challenges that those leaders of financially sustainable 

social innovation projects face as well as a set of twelve common characteristics that contains 

behaviors, knowledge, skills or emotional attributes that shape the leadership style. These are: 

the ability to build and maintain relationships, idealized influence, self-awareness of the 

leader, flexibility, delegation – Freedom, intellectual stimulation, individualized 

consideration, motivated by emotional reward, an awareness social need – personal motive, 

the ability to use business tools and understand social need, the ability to show evidence of 

social impact, and the ability to raise awareness of their cause and explain their business 

model. 

 

The results of the thesis contribute to the existing literature of the field and could have 

constructive implications in the selection of leaders for this type of projects, in the design of 

study programs, and in a clarification of the both the nature and the boundaries of field. 

Furthermore, the application of the results could impact positively giving hints on how to lead 

social innovation projects in order to obtain better results for both the project and society.  

 

 

Keywords: leadership, leadership styles, leadership characteristics, social innovation, social 

innovation projects, challenges faced by social innovation projects 
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Important definitions  
 

Financially Sustainable Projects: Projects that possess a financial model which does not 

rely a hundred percent in donations and that have other sources of income that allow the 

project to survive year after year. Sustainable underlines a profitability aim and economic 

viability. This definition is key to the thesis as it implies the selection of a certain type of 

social innovation projects that accomplish this requirement. It is important to clarify that this 

does not mean that projects don’t receive funding from donors or that the organization 

undertaking the project cannot be registered as charities, for example.  

 

Leadership: it is a social phenomena that concerns the process of influencing and giving 

purpose to collective effort in order to assure the achievement of the team’s goals (Jones et 

al., 2000, p. 268; Jacobs & Jaques, 1990, cited in Yukl, 1994, p .3). 

 

Leadership characteristic: is a behavior, knowledge, skill or emotional attribute of the 

leader; a set of combined characteristics originates a person’s particular leadership style. This 

definition is key to the thesis as it was defined as the minimum element of inquiry and 

analysis. 

 

Leadership style: consists of several components of the leader that allows him to guide and 

influence others such as his personality, attitudes, behaviors and communication patterns 

(English, 2006, p. 1). This definition is relevant to this thesis as it is believed that the 

combination of different leadership characteristics determine the leaders’ particular leadership 

style. 

 

Philanthropy: the desire to promote the welfare of others, expressed especially by the 

generous donation of money to good causes. (Oxford dictionaries, 2014). This definition is 

relevant to the thesis as positive social impact is often tackled through pure philanthropy but 

as this thesis will demonstrate that is not the only way. It is relevant to mention that this study 

excludes purely philanthropic social innovation projects. 

 

Social enterprise: business or organizations which aim is to achieve social objectives, usually 

the research on social enterprise focuses on commercial activities and earned incomes that 

give operational support to social service programs (Mulgan et al., 2007, p.45, Caulier-Grice 

et al. 2012 p.7, Phills et al., 2008, p.37). This definition is relevant for this thesis as there are 

generally blurry lines in the definitions of the boundaries of organizations and individuals that 

aim to achieve social purposes. For this thesis, social enterprises can be social innovation 

projects but not all social innovation projects are social enterprises. 

 

Social entrepreneurship: set of behaviors, attitudes or skills of individuals involved in 

creating new social organizations or achieve social purposes, such as a willingness to take 

risks, accountability, ambition, persistence and resourcefulness and finding creative ways of 

using underused assets (Caulier-Grice et al., 2012, p.7, Phills et al., 2008, p.36-37, Mulgan et 

al., 2007, p.45). This definition is relevant for this thesis as there are generally blurry lines in 

the definitions of the boundaries of organizations and individuals that aim to achieve social 

purposes. For this thesis, social entrepreneurs can be leaders of social innovation projects but 

not all social innovation projects are led by social entrepreneurs. 
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Social innovation: inventive solutions to a social problem that are more efficient, sustainable 

and effective than any other existing solution, and whose dominant aim is the society as a 

whole rather than a private individual entity (Mulgan, 2006, p. 146; Phills et al., 2008, p. 36; 

Pol & Ville, 2009, p. 881; Murray et al., 2010, p. 3; European Commission – Enterprise and 

industry, 2010, p. 9; Caulier-Grice et al. 2012, p. 18; Plaskoff, 2012, p. 434; Grimm et al., 

2013, p. 437; Lisetchia & Brancu, 2014, p. 89). A common example of social innovation is 

Grameen Danone Foods
1
, a 'No loss, No dividend' organization that created a yogurt (Shokti 

Doi) that contains the micronutrients that aim to fulfill the nutritional deficits of children in 

Bangladesh and that is sold at an affordable price to the intended customers. 

 

Social innovation projects: unique and temporary initiatives undertaken to create inventive 

solutions to a social problem that are more efficient, sustainable and effective than any other 

existing solution and whose dominant aim is the society as a whole rather than a private 

individual entity.
2
  

 

Third Sector: the part of an economy or society comprising non-governmental and non-

profit-making organizations or associations, including charities, voluntary and community 

groups, cooperatives, etc. (Oxford dictionaries, 2014). This definition is relevant for this 

thesis as there are generally blurry lines in the definitions of the boundaries of organizations 

and individuals that aim to achieve social purposes. For this thesis, in the third sector there 

can be leaders of social innovation projects but not all social innovation projects are led 

within the third sector. 

 

 

                                                 
1
 http://www.danonecommunities.com/en/project/grameen-danone-food?mode=history  

 
2
 Constructed definition based on the definition of social innovation and the PMI’s definition of a project.  

http://www.danonecommunities.com/en/project/grameen-danone-food?mode=history
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1. Introduction  
 

There is an underlying antagonism between value maximization in a business environment 

(the corporate objective) and the pledge to maximize value for the society as a whole (Jensen, 

2002, p. 243). Consequently, from a business perspective the social arena is considered a 

secondary setting in which only the surpluses from companies are destined to go (Kanter, 

1999, p. 124).  However, when leading social innovation projects practitioners have actually 

merged these two concepts and have understood they should not be considered antagonistic. 

In fact, these leaders have realized that social problems are at the same time economic 

problems, creating a specific and interesting project-context in which this thesis will examine 

the perception of leadership.  

 

Social issues are well known and spread on public media on our daily life. In fact, all over the 

world wealthy nations, and several institutions and individuals fund different initiatives that 

fail to accomplish the eradication of these issues (Christensen et al., 2006, p. 94). These actors 

view the social sector as a landfill for exceeds of cash or obsolete resources and, generally, 

take a maintaining the status quo approach to tackle social problems (Kanter, 1999, p. 125; 

Christensen et al., 2006, p. 94). Authors in favor of social innovation stress that, to produce 

lasting impact, social innovation has to profoundly challenge the status quo suggesting 

changes in the routines, distribution of resources, patterns of thought, relationships, 

collaborations and beliefs within the social system that created the problem that the solution 

tackles (Westley & Antadze, 2010, p. 3; Westal, 2007, p. 2; Christensen et al., 2006, p. 94; 

European Commission – Enterprise and industry, 2010, p. 8; Murray et al., 2010, p. 10). In 

other words, while the social sector often battles with “band-aid solutions” that only address 

immediate symptoms and not their underlying causes (Westley & Antadze, 2010, p. 3), social 

innovation arises as an alternative that intends to fill the holes left by market failure, 

government policy inefficiencies and traditional philanthropy (Phills et al., 2008, p. 42; 

Westall, 2009, p. 7; Kanter, 1999, p. 124; Murray et al., 2010, p. 3-4).  

 

The concept of “social innovation” is relatively new but social innovations are not (European 

Commission – Enterprise and industry, 2010, p. 9). In fact, according to a study undertaken 

by the European Commission (2010, p. 9), history is full of examples of social innovations. 

However, the term has had an increasing popularity in the last decade and ironically, along 

with this growth in popularity, there is a growing uncertainty about what social innovation is 

and therefore several overlapping definitions (Martin & Osberg, 2007, p. 29; Lisetchia & 

Brancu, 2014, p. 89). For this reason, defining what is meant by “social innovation” in this 

thesis is absolutely binding.  

 

Even though there is no consensus on an exact definition of social innovation, there is an 

agreement on several factors that are present in this type of endeavor: 1) Novelty.- Rooted on 

the literature of innovation, social innovation implies finding new approaches -products, 

services, processes, social movements, improved strategies, principles, legislations, or 

interventions (Phills et al., 2008 p. 37); 2) Purpose.- Social innovation aims to provide a 

solution to a social need or problem (Plaskoff, 2012, p. 434; Lisetchia & Brancu, 2014, p. 87; 

Mulgan, 2006, p. 146; Murray et al., 2010, p. 3); 3) Social in means and ends.- Social 

innovation activities are performed for society by society (European Commission – Enterprise 

and industry, 2010, p. 9; Murray et al., 2010, p. 6); 4) Scope - Cross sector.- Social 

innovation can happen in the private or public sector; with or without a profit intention 
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(Lisetchia & Brancu, 2014, p. 89; Westley & Antadze, 2010, p. 3; Murray et al., 2010, p. 8); 

5) Outcome Effectiveness.- Social innovations are more effective in solving social issues 

than the existing traditional solutions (Caulier-Grice et al. 2012, p. 19, Phills et al., 2008, p. 

36 & 39). Taking these five elements into account and based on Phills et al. (2008, p. 36), for 

the rest of this thesis social innovations will be understood as inventive solutions to a social 

problem that are more efficient, sustainable and effective than any other existing solution and 

whose dominant aim is the society as a whole rather than a private individual entity. 

 

Authors like Mulgan (2006, p. 154) and Westal (2007, p. 8) state that social innovations are 

not just the inventions, or the “ ‘eureka’ moment of a lone genius” (Mulgan, 2006, p. 154), 

but also the process and the learning curve they imply. After the decision to adopt an 

innovation an implementation is required (Klein & Knight, 2005, p. 243). Social innovation 

implementation then, attempts to put into application a unique and novel approach to solve a 

social problem, and it does that by means of a temporary endeavor. This, matches with the 

definition of a project according to the Project Management Institute (PMI, 2013, p. 3), and it 

would explain why social innovation is generally introduced through projects. Therefore, for 

this thesis, social innovation projects will be understood as unique and temporary initiatives 

undertaken to create an inventive solution to a social problem that is more efficient, 

sustainable and effective than any other existing solution and whose dominant aim is the 

society as a whole rather than a private individual entity. However, in this thesis, the concept 

will be restricted to social innovation projects that are financially sustainable in order to take 

into account the financial value that a traditional business continuously seeks, and to align the 

topic understudied with the business background of the authors and the potential readers.  

 

 

Social innovation projects, as any other project, require a project manager to ensure the 

delivery of its expected output (PMI, 2013, p. 16). However, despite the name of the 

occupation, the project manager exerts leadership activities that cannot be divorced from the 

management activities since they are components of the same job (Ali, 2013, p. 40; 

Anantatmula, 2010, p. 14). Actually, project managers need to exert leadership since they are 

responsible for the project’s teamwork (Cleland, 1995, p. 85; Keegan & Den Hartog, 2004, p. 

611; Sunindijo et al., 2007, p. 166) and they are frequently interacting with people from 

different disciplines (Anantatmula, 2010, p. 14). For this thesis, leadership is a social 

phenomena that concerns the process of influencing and giving purpose to collective effort in 

order to assure the achievement of the team’s goals (Jones et al., 2000, p. 268; Jacobs & 

Jaques, 1990, cited in Yukl, 1994, p .3), which in financially sustainable social innovation 

projects is providing a solution to a social issue which is novel, economically viable and more 

effective than any other existing one. Because of this, the leaders of financially sustainable 

social innovation projects have a complex role that might make them face challenges that are 

not present in any other type of project and in which they are responsible to deliver the 

outcomes and benefits of a project in which the whole society is in stake.  Consequently, it is 

not only appropriate but also relevant to focus in the leading role of project managers of social 

innovation projects.   

 

In the leadership literature along the time, different leadership schools have maintained the 

idea of the existence of leadership styles. However, in the same literature, those styles are 

defined by a composition of different elements (see chapter three for an in-depth analysis). 

For instance, the style school (defined by authors such as Blake & Mouton, 1964), the 
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contingency school (defined by authors such as Fiedler, 1964), the situational approach 

(defined by authors such as Blanchard et al., 1985), the path-goal theory (defined by authors 

such as House, 1971), and the visionary school (defined by authors such as Bass, 1985) use a 

set of behaviors to describe the leadership style; while the competency school (defined by 

authors such as Dulewicz & Higgs, 2003) uses competencies and other authors within the 

visionary school (defined by authors such as Bass, 1985) use factors and strategies. Since 

there is no leadership model or school that embraces all the different styles that have been 

defined, and taking into account that choosing just one of the leadership models would be 

risky; outlining a minimum element that contains all the other different features that have 

been used by other authors could aid in the process. For this thesis, this minimum element is a 

leadership characteristic which is defined as a behavior, knowledge, skill or emotional 

attribute of the leader; and, that in combination give birth to a person’s particular leadership 

style.  

 

Similarly, diverse leadership theories state that leadership is context specific; and therefore 

different contexts call for different leadership (Kasapoğlu, 2014, p. 1; Muller & Turner, 2007, 

p. 23; Muller & Turner, 2010, p. 438, Muller et al., 2012, p. 78; Anantatmula, 2010, p. 14, 

Boykins et al., 2013, p. 1; Dulewic & Higgs, 2005, p. 107; Grosse, 2004, p. 448; Keegan & 

Den Hartog, 2004, p. 610). Consequently, leadership has been studied under different 

contexts such as leadership in innovation  (Oke et al., 2009; Bossink, 2004; Mumford et al., 

2002; Bech, 2001; Apekey et al., 2011; Halbesleben et al., 2003; Jung et al., 2003; Krause, 

2004; Gumusluoğlu & Ilsev, 2009; Vlok, 2012); leadership according to type of change 

(Dulewicz & Higgs, 2005) and leadership in projects (Frame, 1987; Turner, 1999; Keegan & 

Den Hartog, 2004; Dulewicz & Higgs, 2003; Dainty et al., 2000; Turner et al., 2009; Turner 

& Müller, 2005, 2006; Müller & Turner, 2007, 2010). What is more, within the project 

context leadership has been studied in sub-contexts. For example, according to the project’s 

stage (Frame, 1987 cited in Turner & Muller, 2005), according to project’s industry and the 

country’s culture (Anantatmula, 2010; Boykins et al., 2013; Kasapoğlu, 2014, Mäkilouko 

2004 in Turner & Müller, 2005) and according to the project’s complexity (Muller & Turner; 

2007). However, in all these studies, particular features of social innovation projects have 

been ignored. These include defining a context due to the project’s purpose (solution to a 

social problem), the project’s scope (society as a whole) and the project’s outcomes (more 

effective than any other existing solution). Due to the significance of these particular elements 

that make social innovation challenging, it is highly probable that these features influence the 

leadership style. Therefore, even though there are some studies of leadership in projects and 

leadership in innovation; the leadership characteristics that shape the leadership style in social 

innovation projects are still not determined. However, there might be some characteristics that 

could be shared with neighboring contexts such as leadership in innovation and leadership in 

projects because some of the challenges may be common to the ones present in social 

innovation projects.  

 

To sum up, it has been mentioned that the extensive leadership theories have maintained the 

idea of the existence of leadership styles, and also the idea that those are contingent to the 

context although the context has been defined in numerous ways. Additionally, it has been 

pointed out that social innovation projects are not only an understudied type of project but 

also a different context from the ones traditionally studied by the leadership literature, the 

innovation literature and the project management literature. In addition, this introduction has 

emphasized on the fact that social innovation projects are an alternative to merge the social 
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and business arenas and it has been highlighted that the leaders of social innovation projects 

have a challenging job that might make their leadership style different. Increasing the 

understanding of the leadership of social innovation projects could have positive 

repercussions in the selection of leaders, in the design of study programs, and in a 

clarification of the both the nature and the boundaries of field. However, and most 

importantly, increasing the understanding of leadership of social innovation projects could 

have positive consequences in the evolution of the field letting newer and better solutions to 

emerge, and allowing more social problems to be tackled. Considering this, this thesis will 

seek to answer the following question:  

 

1.1. Research question 

 

What are the characteristics that shape the perceived leadership style of the formal leader 

(Project Manager) of financially sustainable social innovation projects? 

 

1.2. Research sub-questions 

 

In order to answer the research question, and based in the main quandaries already 

highlighted in the introduction, there is a need to answer three sub-questions: 

 What set of unified characteristics could be used to re-define the existent leadership 

styles in literature? 

 What are the most common challenges faced by leaders of financially sustainable 

social innovation projects due to their particular nature? 

 What are the common characteristics that leaders of financially sustainable social 

innovation projects have to overcome the previously identified challenges?  

 

1.3. Research objective 

 

In line with the research question, and the proposed sub-questions the main objective of this 

thesis is to increase the understanding about leadership in social innovation projects.  

 

1.4. Delimitation of the study 

 

To accomplish the research objective, and due to the methodological choices that will be 

explained in depth in chapter four, this study has been limited to understanding the perception 

of the leader of Social innovation Projects that are financially sustainable, that are undertaken 

by organizations which main aim is to solve a social problem; and that are based in the UK. 
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2. Academic starting point  
 

Saunders et al. (2009, p. 323) state that when doing research “the key point to consider is the 

consistency between the research question and objectives, the strategy employed and the 

methods of data collection”. Furthermore, According to Long et al. (2000, p. 194), different 

situations and subjects call for different approaches. Consequently, it is important to explain 

the research’s aspects that include research philosophy, research strategy, and research 

approach together with the preconceptions and approach to the theoretical framework.  

 

2.1. Research philosophy 
 

Research philosophy “relates to the development of knowledge and the nature of that 

knowledge” (Saunders et al., 2009, p. 107) and it is relevant because it will affect the decision 

about how to carry the overall research: the strategy, the design, the analysis of the data and 

therefore the findings and contributions to the theory. Furthermore, according to Morgan & 

Smircich (1980, p. 499) when researchers are more explicit about their beliefs and about the 

assumptions they have about their subject of study, the development of the social science 

disciplines is better served. Therefore the next two paragraphs will expose the underlying 

assumptions that constitute the ontological and epistemological point of view of the authors of 

this thesis.  

 

Ontology refers to “assumptions held about the nature of social reality” (Long et al., 2000, p. 

190) or the consideration of social entities in relation with social actors (Bryman & Bell, 

2011, p. 20). For the authors of this thesis, leadership, organizations and institutions are not 

independent from people. In fact, people create them. Social actors are agents of change that 

construct and modify the reality in which they are embedded. For example, organizations 

change because people change them, leaders from social innovation projects face certain 

challenges that influence their behavior as individuals and this behavior shapes the way 

leadership is exerted in social innovation projects. This point of view is closely related to an 

ontological stance of constructionism because it states social world is a continuous process 

created by the perceptions and consequent actions of the actors (Saunders et al., 2009, p. 111; 

Morgan & Smircich, 1980, p. 494). This implies “that social phenomena and categories are 

not only produced through social interaction but that they are in a constant state of revision” 

(Bryman & Bell, 2011, p. 22).  

 

Epistemology holds assumptions “about the basis of knowledge and in what manner the 

knowledge can be transmitted to others” (Long et al., 2000, p. 190) or “what constitutes 

acceptable knowledge in the field of study” (Saunders et. al., 2009, p. 112) and if “whether or 

not the social world can and should be studied according to the same principles, procedures 

and ethos as the natural sciences” (Bryman & Bell, 2011, p. 15). For the authors of this thesis, 

there is not one objective truth and in order to understand social phenomena it is necessary to 

see the world through the eyes of the people involved. In fact, to study leadership in social 

innovation projects this thesis will understand the behavior, knowledge, skills and emotional 

attributes of the leaders and shape their leadership style. These characteristics are conditioned 

by the meaning and intentions leaders give to different situations. This position is more 

closely related to what is called interpretivism because it agrees that the ways to study natural 

science are inadequate for social research (Morgan & Smircich, 1980, p. 491). Additionally, it 

states that researchers need to understand the “subjective reality” of social interaction 
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(Bryman & Bell, 2011, p. 16), which means that researchers are involved in understanding the 

relations and roles of the object of study (Saunders et al., 2009, p. 116; Miles & Huberman, 

1994, p. 8). Furthermore, according to Morgan & Smircich (1980, p. 497) when having the 

ontological assumption that supports a view of reality as a social construction the 

epistemology then, focuses on the analysis and understanding of the processes in which 

reality is created. In the interpretivist view, the researchers take a key role in the overall 

process (Miles & Huberman, 1994, p. 8; Snape & Spencer, 2003, p. 13) which is different 

from a positivistic view. In fact, un an interpretivist view the researchers move to investigate 

from within the subject of study (Morgan & Smircich, 1980, p. 498) being themselves actors 

that interpret the objective and subjective aspects of the information based on the theoretical 

framework and the preconceptions. Consequently, the preconceptions of the researchers need 

to be explicit.  

 

2.2. Preconceptions 
 

In order for the reader to critically analyze the results and contribution of this thesis it is 

important to state the authors’ preconceptions that are affected by previous experiences, race, 

gender, age, opinions and assumptions that may introduce a level of subjectivity to the study 

or may prevent the authors, from considering some aspects affecting the decisions and 

analysis of this research (Saunders et al., 2009, p. 151; Charmaz, 2006, p. 67).  

 

Both authors are students of the Masters in Strategic Project Management [European] 

organized jointly by Umeå University, Politecnico di Milano and Heriot Watt University. As 

business students, most of their education has focused on profitability, financial viability, and 

the idea of an unlimited economic growth ignoring most of the times the social dimension, or 

including it only as an additional benefit or the interest of one of the stakeholders but not as 

the main purpose or end of a project. However, they both come from a developing country 

(Colombia) and have seen that to assure sustained progress the social dimension is as 

important as the economic growth and that social problems are at the same time economic 

problems.  

 

Additionally, they both have an engineering studies background and several years of work 

experience in which they have encountered with the fact that traditional businesses in practice 

do not approach these issues in a regular basis; and, if they do, they do it as part of Corporate 

Social Responsibility programs and those are usually established to either maintain reputation 

or fulfill regulations, and not really with the aim to solve a social issue. Therefore, the authors 

have always been curious about understanding different options that could really balance both 

the economic and social dimensions. Additionally, they believe that these options should 

come as well from business schools, and traditional businesses because these options can and 

should be profitable at the same time
3
. In addition, one of the authors (Laura Ruiz Diaz) has 

experience working in Social innovation endeavors that aimed to reduce the exclusion of 

some of the marginalized population in Colombia and she has experienced that usually this 

kind of initiatives are implemented through projects. Therefore, the authors found a link 

between social innovation and Project Management in practice that will be developed further 

in chapter three when conceptualizing social innovation projects. Additionally, building from 

                                                 
3
 Hence, the restriction of the study to financially sustainable social innovation projects which was a decision 

taken in order to take into account the financial value that a traditional business continuously seeks, and to align 

the topic understudied with the business background of the authors and the potential readers. 
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their experience leading projects and from their previous studies, they have identified 

leadership as a key aspect to ensure that the project fulfills its objectives. This was specially 

reinforced by the Leadership course in Heriot Watt University. 

 

Taking experience, academic knowledge about leadership, curiosity and previous 

observations this thesis has as starting point the perception that leaders of social innovation 

projects have a strong passion for their ideas and a strong social awareness but that at the 

same time that they need business abilities and project management skills to make things 

happen. Therefore, both authors strongly believe that the role of the leader of social 

innovation projects differs from the one of traditional projects, since they are perceived by 

them as exceptional people that prosper in overcoming the paradox between social and 

economic dimensions, finding options to balance them. Therefore, this perception might be 

reflected on the analysis and conclusions of this thesis causing as a result an overemphasis of 

the social innovation leaders’ positive characteristics. 

 

2.3. Research strategy 
 

The choice of strategy is linked to ontological and epistemological assumptions and also to 

human nature (Long et al., 2000, p. 191; Morgan & Smircich, 1980, p. 491). The current 

thesis’ research philosophy implies that understanding how formal leaders (Project Managers) 

of financially sustainable social innovation projects perceive leadership, might contribute to 

the increase the understanding of both context-specific leadership and social innovation 

projects. In order to do so, the researchers focused on the point of view of the participants of 

this process and their meanings. This thesis aimed to avoid bias in the object of study, 

therefore as will be explained in chapter four, open questions were asked to encourage people 

to share insights and to express their points of view about the phenomena studied. 

Additionally, as will be presented in chapter three, leadership in social innovation projects 

merges social innovation with project management and leadership theory and is an 

understudied topic or a nascent theory, and its study, according to Edmonson & McManus 

(2007, p. 1158), should propose connections between different phenomena, and offer tentative 

answers to new questions.  

 

Therefore, the choice of strategy is based on two main reasons. On one hand, as being a topic 

in which little or no previous theory exists a qualitative strategy was essential for sense 

making process and to collect coherent stories to shed light on the phenomenon (Edmonson & 

McManus, 2007, p. 1161-1163) being more effective to generate theory (Long et al., 2000, p. 

195). And, on the other hand, as the authors have the position in which human beings may 

contribute to the social world, approaches that focus on a qualitative strategy rather than a 

quantitative one were required for studying the phenomena (Morgan & Smircich, 1980, p. 

498). Through a qualitative strategy the researchers had the possibility to understand how the 

people view the social world (Long et al., 2000, p. 191; Denzin & Lincoln, 2005, p. 3; Miller 

& Glassner, 1997, p. 126; Yin, 2009, p. 135) using non-numerical information (Bryman & 

Bell, 2011, p. 26; Saunders et al., 2009, p. 151). However, qualitative approaches are 

criticized because they often tend to disregard reliability in the pursuit of validity (Long et al., 

2000, p. 195), because the findings rely on what researchers consider relevant and because the 

results cannot be generalized to the population in a precise manner but just contribute to the 

theory (Bryman & Bell, 2011, p. 408). Therefore, in order to overcome these limitations and 

assure the balance required to achieve a detailed and - as objective as possible- research, 
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chapter four will describe in detail how the study was carried out. Additionally, because of the 

aim of the study the findings from this thesis do not pretend to be generalized to the 

population. 

 

2.4. Research approach 
 

Research approach has to do with the “relationship between theory and research” (Bryman & 

Bell, 2011, p. 13). This thesis aims to increase a theoretical understanding based on empirical 

findings. As little is known about leadership in social innovation it is not possible to 

formulate a precise hypothesis to test through an empirical study. However, a theoretical 

framework was generated as a departing point to structure the analysis for the potential 

findings as suggested by Saunders et al. (2009, p. 157). Furthermore, in order to avoid bias in 

the study and to allow participants to give a real input, the empirical material collection 

process was very flexible in the sense that it allowed to listen the respondents through open 

questions looking for meaning, and for relevant common elements that shape the phenomenon 

and were identified to contribute to the modification of the theory in relation to the empirical 

information (May, 2011, p. 273).  

 

In fact, this point of view is closely related to an inductive approach that involves drawing 

some conclusions to create theories from observations (Ormerod, 2010, p. 1210; Bryman & 

Bell, 2011, p. 13; Sekaran, 2003, p. 27; Dubois & Gadde, 2002, p. 559). Likewise, when the 

theory is nascent or immature it is better to avoid constructing hypothesis (deductive 

approach) using instead an inductive approach, which is more appropriate because it requires 

a learning orientation and adaptability to identify through the information what is important, 

and to develop it into a potential theory that will create a foundation for further development 

(Edmonson & McManus, 2007, p. 1162-1163). Additionally, Walliman (2005, p. 191) states 

that inductive approach is useful when the main concern of the researchers is the context in 

which the social phenomena takes place, that for this thesis was the social innovation 

projects’ context.  

 

 

However, when attempting to generate new theory, the researcher must consider phenomena 

in the light of a theoretical framework (Dubois & Gadde, 2002, p. 559), which implies that 

“as deduction entails an element of induction, the inductive process is likely to entail a 

modicum of deduction” (Bryman & Bell, 2011, p. 13). Therefore, a research is rarely purely 

inductive or purely deductive but has mainly one approach. Because of the difficulty to 

formulate a theory or a model of what characterizes the leadership style of leaders in social 

innovation, it is hard to agree that the expected outcome from the thesis will be the generation 

of theory as inductive studies suggest. However, this thesis aims to increase the understanding 

of it and extend it when necessary based on empirical data making it mainly inductive.  

 

2.5. Research perspective 
 

From the leadership definition adopted in this thesis as a social phenomena that concerns the 

process of influencing and giving purpose to collective effort in order to assure the 

achievement of the team’s goals (Jones et al., 2000, p. 268; Jacobs & Jaques, 1990, cited in 

Yukl, 1994, p. 3) leadership is recognized as a process. This means that it is a group activity 

in which leader and followers interact. In fact, Grint (2001, p. 6) stresses that leadership is not 
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simply about leaders and that without followers there are not leaders. However, the definition 

also implies influencing and giving purpose which is concerned with how the leader affects 

the followers to obtain a common goal, locating the leaders in the center of the group activity 

that personifies the will of the group (Northouse, 2013, p. 5). Consequently, leadership in 

social innovation was studied from an individual perspective specifically regarding 

characteristics that shape the leadership styles of the formal project leaders that in practice are 

known as project managers, CEO, managing directors and some others. It is relevant to 

mention at this point that although they are called project managers and not project leaders, 

and even though some authors have made the clear distinction about these two roles (such as: 

Ali, 2013; Kotter, 2008, 2009; Gray et al., 2008, Alvesson & Sveningsson, 2003) managing 

and leading are components of the same job in a project context (Ali, 2013, p. 40; 

Anantatmula, 2010, p. 14) being two sides of the same coin as will be explained in detail in 

chapter three.  

 

Furthermore, focusing on the formal leaders of the project is appropriate under the 

constructivist and interpretivist views that refer both to the important roles of social actors in 

interpreting their own actions and shaping at the same time the phenomena. As Grint (2001) 

states only by understanding the meaning of leadership for those involved in this social 

phenomena, is that leadership can be understood. However, he stresses that leaders are “who 

actively shape our interpretation of the environment, the challenges, the goals, the 

competition, the strategy, and the tactics; they (leaders) also try and persuade us that their 

interpretation is both correct—and therefore the truth—and, ironically, not an interpretation 

but the truth” (Grint, 2001, p. 6). Because of this, in order to study the formal leaders, as will 

be explained further in more detail in chapter four, the key informants were the leaders 

themselves. Although followers could have been considered to study the leaders and not 

taking them into account may imply not being able to see how they perceive their leaders (this 

is suggested as further research), due to time restrictions understanding the formal leader had 

a priority to develop further the understanding of leadership in social innovation projects 

because they had the big picture of how they behave and what they do as a leaders. Therefore, 

they had the special knowledge and also the communications skills and the willingness to 

share information (Fetterman, 1984, p. 34), which made them suitable as object of study. 

 

2.6. Approach to the theoretical framework 
 

A methodical process was followed in chapter three to ensure a robust foundation for the 

study.  As mentioned before, due to the authors’ philosophical stance, it is believed that 

leadership can be studied from the perspective of the leader and that this information is 

relevant and useful to increase the understanding of leadership in social innovation projects. 

Due to this, the first step to conduct the theoretical framework was defining the relevant 

topics (leadership in social innovation projects, leadership, social innovation) as well as 

neighboring topics that could provide a useful insight about leading in theoretically close-

related contexts (leadership in innovation and leadership in projects). It was considered that 

these theories combined between them and the inclusion of academic discussions on 

leadership and social innovation would provide a solid foundation. 

 

Keywords were defined for each search topic taking into account the main purpose was to 

link it to the topic of leadership in social innovation projects. The initial keywords of each 

topic were chosen considering relevant concepts and the number of results of a given search, 
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using limiters (like peer reviewed and time spans) and expanders (such as related words), as 

well as truncation symbols in order to assure a thorough investigation. EBSCO HOST 

database was used due to its scope, coverage and access to key business, management, 

leadership and project management journals. In addition, manual searches of Umea 

University’s and Heriot Watt university’s electronic library catalogues were done using the 

same initial keywords to identify other relevant books and articles. From the initial batch of 

articles, each abstract was read in order to identify its potential usefulness and giving it a 

priority narrowing the initial list. Articles were excluded if the main focus was not one of the 

research topics. Additional manual searches of the reference lists of each one of the read 

articles constantly updated the working list (snowball effect), implying the need for a re-

prioritization and the discovery of closely related concepts that could be used as additional 

keywords. The decision of including or excluding those additional keywords was done taking 

into account the purpose of the theoretical framework. The search process is described in 

Figure 1. Scientific publications used in previous courses were also used when relevant for 

the study, and for the two broader topics (leadership and social innovation) not all the 

abstracts were read but rather the most relevant and recent ones, and those pointed out to 

other relevant articles through snowball effect. For more detail information on the search 

topics, keywords, and search specifications see Appendix 1. 

 
Figure 1 - Search process cycle 

 

Due to the differences among the different research topics each had specific considerations. 

For instance, although the aim was to use the most recent literature, some topics had longer 

time-frames in order to increase the comprehensiveness of the literature reviewed. Also, 

although the aim was to limit the initial search to articles in peer-reviewed journals to increase 

the credibility and the academic relevance, for the topic of Social innovation the “peer-

reviewed” restriction did not apply and other relevant material was consulted apart from 

books and articles. This decision was made due to the fact that the theoretical background of 

the field has not been widely approached by any peer-reviewed journal. In fact, the relevant 

articles in this type of journals are so scarce that it was not enough to provide foundation for 

the study. However, this discovery provides another argument supporting the idea that the 

topic is not only understudied but, most importantly, that it is considered part of a different 

and antagonist arena than traditional business as stated in the introduction of the thesis.  
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The additional material used for this specific topic is published by relevant institutions such 

as the European Commission (i.e. European Commission 2010), the Young Foundation (i.e. 

Murray, 2006), The Centre for social innovation (i.e. Centre for social innovation, 2006) and 

the UK’s Cabinet Office of the third sector (i.e. Westal, 2007). This decision might imply a 

literature bias towards the benefits of Social Innovation (for example, most of the cases in this 

type of literature are success cases, and there is no publications concerning failure cases 

leading the authors to believe that all social innovation attempts have a positive outcome), or 

a limited view due to their involvement in the topic (for example, literature would tend to 

guide the reader towards social innovation as the best approach to solve social issues and to 

generate economic development). However, this type of sources were used and consulted due 

to its relevance on the academic evolution of the field and also because they are relevant 

actors in the definition of policy and in its practice. Finally, due to its relevance for the project 

management disciple, the PMI (Project Management Institute) was consulted only for 

relevant definitions regarding project management, again implying a bias towards standards 

derived from practices and an exclusion of definitions available in academic journals or 

standards suggested by other institutions.  

 

In most cases primary sources were used in order to avoid misinterpretations of the original 

sources; except for recounting the historical development of the fields. For example, for the 

leadership field, a well-known textbook was used as a base and was complemented with other 

journals. Additionally and as stated before, the initial search (except for the topics including 

social innovation) was done using only peer-reviewed journals to increase academic 

significance. However, there was no control to assure the articles found due to snowball effect 

still fulfilled these peer-reviewed criteria if the content in the abstract appeared relevant to the 

study. This decision could imply that less reputed sources could have been included. 

However, the effect is considered mild because at the end the ideas were used to shape and 

give foundation to an article published by a reputed source, giving back the credibility. The 

main journals consulted included the International Journal of Project Management, Project 

Management Journal, Journal of International Management, Leadership, Journal of 

Construction Engineering & Management, Current Directions In Psychological Science,  

Procedia - Social and Behavioral Sciences, IEEE Transactions On Engineering Management, 

Academy of Management learning & Education, The Innovation Journal: The Public Sector 

Innovation Journal, Human Relations, Harvard Business Review and Stanford Social 

Innovation Review. From this list only the last two are not peer reviewed. It is important to 

mention that for all the topics the search was limited to publications in English. This could 

have implied a limitation because publications in other languages were not considered for the 

development of the theoretical framework. However, as most of the peer-reviewed journals 

are published in English the negative impact of this decision is considered minimum. 

 

Although equally rigorous, the methodology chapter had a different approach as it did not 

start with a set of keywords. Different than the literature for the theoretical framework the 

research methodology literature was used to guide most of the methodological choices of this 

study and was included only if it allowed the reader to understand these choices. For this 

reason, the literature used in the methodology chapter might have larger time-frames and is 

not included in the tables in Appendix 1. Nevertheless, the quality requirements were kept for 

these sources as well, using articles from peer-reviewed journals and scientific publications 

used in previous courses when relevant for the research. 
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3. Theoretical framework 
 

3.1. Overview 
 

Our social environment is a complex one and social problems, regardless of the geographical 

area, are present in every corner. Defining and analyzing deeply these problems is out of the 

scope of this thesis, but it is relevant to point out that issues such as education inequality, 

poverty, lack of access to basic hygiene, hunger, among many others constrain the 

development of society. Addressing these problems is usually considered out of scope for 

business or traditional for-profit settings (Do Ba & Tun Lin, 2008). Because of this, there is a 

conflict in business literature between value maximization in a business environment (the 

corporate objective) and the promise to maximize value for the whole society (Jensen, 2002, 

p. 244) and therefore the social sphere arena is considered as a secondary sphere for 

organizations (Kanter, 1999, p. 124). However, authors studying the solution to social 

problems agree that it is not a problem of little money invested but rather an issue of 

misdirected investments (Christensen et al., 2006, p. 94). Social innovation constitutes an 

important alternative to erase that antagonism by giving a better direction to these 

investments.  

 

Social innovation as will be explained further is usually implemented through projects, and as 

any project requires a project manager that must assure that the project meets its objectives 

(PMI, 2013, p. 16). Furthermore, project managers need to exert leadership in order to assure 

the project and organization performance since they are responsible for the project’s team 

daily work without having formal authority (Cleland, 1995, p. 85; Keegan & Den Hartog, 

2004, p. 611; Sunindijo et al., 2007, p. 166) and they constantly interact with people from 

different disciplines (Anantatmula, 2010, p. 14). Thus, it is appropriate to focus in the leading 

role of project managers. 

 

However, because of the different characteristics and challenges that social innovation 

projects face such as not having hierarchical authority in a project (Keegan & Den Hartog, 

2004, p. 611); promoting creativity while maintaining deadlines and vision in innovation; and 

balance the economic and social dimensions that are apparently contradictory (Lisetchia & 

Brancu, 2014, p. 89; Plaskoff, 2012, p. 434); social innovation projects are a particular and 

interesting context where leadership is exerted, and its literature has a need to understand 

common practices in order to have a solid base for its development (Mulgan, 2006, p. 159). 

Furthermore, the concept of “social innovation” is relatively new (European Commission – 

Enterprise and industry, 2010, p. 9) but has shown a significant growth in the last fifteen 

years, which is evidenced by the increasing number of books, research institutions, academic 

research, conferences, journals, associations and even study programs; and also by the 

growing tendency of the volume of quests of the search-term ‘social innovation’ in google 

trends. Therefore, understanding leadership in social innovation projects might contribute to 

increase the understanding of both context-specific leadership and social innovation projects.  

 

Consequently, the current theoretical framework will review what has been studied about 

social innovation in general, leadership in general, about the intersection of the topics such as 

leadership in innovation and leadership in projects, to describe how the existent literature is 

not enough to fully describe the leadership in social innovation projects and to create a 

foundation for the overall research that will focus on profiling social innovation projects’ 
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leaders in terms of characteristics that were used as a way to translate the description of the 

existing leadership styles in literature to a unified language.  

 

This chapter is organized in three main sections: the first section is dedicated to social 

innovation. This section deals with the importance of social innovation as an alternative 

solution to both complex social and economic issues offering inclusion to the whole society. 

The section is organized as follows: it starts with an explanation on how the interest in social 

innovation has increased in the last decade and the increasing uncertainty that such growth 

brings. Subsequently, a definition is created drawing on the existent definitions and 

explaining how social innovation is implemented through projects on what is called in this 

thesis social innovation projects.  

 

The second section is an overview of the theory of leadership. This section contains a 

synopsis of the main ideas of the different leadership schools and their proposed leadership 

styles. Then, it presents an analysis of the different leadership styles in terms of twelve 

characteristics that will constitute the point of departure for the field of research. 

Subsequently, the common idea that leadership is contingent to different context is 

highlighted along the different theories and a collection of how contexts is described is shown 

to finally state that leadership has been studied under different contexts that embrace project 

industry, project complexity, type of contract and complexity, among others, but that there are 

other characteristics present in social innovation that have been ignored such as the project 

scope, outcome and project purpose that may influence the leadership style.  

 

The third section is dedicated to leadership in innovation and leadership in projects as those 

two were identified as neighboring contexts and finally an introduction to some indications 

about leadership in social innovation projects is presented drawing on its embedded 

challenges and on what the few authors that have studied the topic have said about it.  

 

Then a summary of the main points stated in this chapter is provided in which leadership is 

recognized as an important aspect to implement social innovation projects; and the shortage 

of literature regarding this specific context is highlighted reinforcing the gap that this research 

aims to study. Additionally, the framework that will be used to study leadership in terms of 

characteristics is pointed out as the basis to develop the empirical study.  

 

3.2. Social innovation as a new concept but an old practice  
 

The field of “social innovation” is relatively new; however, the results of social innovation 

and social innovations itself are not. For example, according to Mulgan, (2006, p. 145) social 

innovations can be found after 1945 when democratic governments built welfare states, 

schooling systems, and institutions using methods such as credit banks for farmers and 

networks of adult education. Additionally, currently social innovations surround us in 

cooperative movements, microfinance, fair trade or distance learning (European Commission 

– Enterprise and industry, 2010, p. 9; Mulgan et al., 2007, p. 4). In the last few years the 

concept of Social innovation has had an increasing popularity. A Google search
4
 on ‘social 

innovation’ in March 2007 generated only 840,000 webpages (Mulgan et al., 2007, p. 45) 

while in September 2014, it generated 4’760.000 results, and 86’900.000 in December 2014 

                                                 
4
  http://www.google.com/ncr. 

http://www.google.com/ncr
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which means an increase of 467% in seven years and a half and of 1728% in four months. In 

fact, according to Caulier-Grice, et al. (2012, p. 4) there is a growing interest among 

policymakers, foundations, researchers and academic institutions around the world. In fact, 

some geographical regions have already accepted the importance of social innovation in the 

future development. For example, in Scandinavia social innovation is recognized to be crucial 

for future growth and well-being as much as for the development of new technologies 

(Mulgan et al., 2007, p. 7); additionally, social innovation is a key component of the 

European vision 2020 which aims to ensure social and territorial cohesion (European 

Commission, 2010, p. 17). In the US, the Social Innovation Fund was created in 2009 

(holding US$150 million) during Obama’s administration to promote bottom-up and 

community-centered solutions to social needs and to advocate inclusiveness (Grimm et al., 

2013 p. 438) and according to Grimm et al. (2013, p. 443) in the UK, social innovation has 

had at least fifteen years of support by the means of regulatory frameworks and public 

investment. For instance, UK’s Department of Health launched the social Enterprise 

Investment Fund with around £100 million GBP (Murray et al., 2010, p. 158).  
 

Social innovation growth reflects both the importance of the topic and the popularity but at 

the same time brings together ambiguity and a lack of clarity of what social innovation really 

means (Grimm et al., 2013, p. 437, Martin & Osberg, 2007, p. 29; Pol & Ville, 2009,p. 879). 

This situation is reflected in some overlapping definitions (Lisetchia & Brancu, 2014, p.  89; 

Pol & Ville, 2009, p.  879). As Phills et al. (2008, p.  36) state there is a proliferation of terms 

that have attached the “social” word to other concepts giving birth to concepts as social 

entrepreneurship and social enterprise. However, each of these terms reflects different 

perspectives, cuts and meanings in reality and they should not be used as if they all referred to 

the same thing (Westal, 2007, p. 2; Westley & Antadze, 2010, p. 2; Martin & Osberg, 2007, 

p. 29). For instance, social entrepreneurship focuses on individuals and social enterprise in 

business or organizations (Phills et al., 2008, p. 37-38) while social innovation includes them 

both.  

 

Both concepts of social entrepreneurship and social enterprise have their roots in the non-

profit sector. As a result, they limit their domains and tend to exclude the for-profit 

organizations (Phills et al., 2008, p. 37). In contrast, social innovation is grounded in the 

literature on innovation that defines its concepts more precisely comparing to 

entrepreneurship literature, leading to a stronger foundation in knowledge about ways to 

produce social change (Phills et al., 2008, p. 37; Grimm et al., 2013, p. 445). Caulier-Grice et 

al. (2012, p. 7) state that social innovation is much broader than either social enterprise or 

social entrepreneurship but they may have merging points. For example, an innovative 

program could be delivered by a social enterprise that was set up by a social entrepreneur. 

Due to the same ambiguity, social innovation is often confused with the term third sector 

which, as it name implies refers to everything that is not business or government. However, 

this does not indicate that social innovation just occurs through social enterprise, social 

entrepreneurship or endeavors in the third sector. In fact, social innovation can happen in 

many other contexts and unlike the previously mentioned concepts, social innovation 

surpasses sectors, points of analysis, and methods to produce lasting impact (Mulgan et al., 

2007, p. 45, Phills et al., 2008, p. 37). For this reason, a definition of Social innovation that 

matches with researchers as well as practitioners is fundamental for this thesis.  
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3.3. What is social innovation? 
 

There are numerous ideas about the meaning of social innovation and despite the growing 

interest in the concept; there are no shared or common definitions of it (Caulier-Grice et al., 

2012, p. 4; Pol & Ville, 439). In fact, as stated before, there is no consensus regarding its 

specific boundaries and there is much debate in the field (Caulier-Grice et al., 2012, p. 8, Pol 

& Ville, p. 878). Before any attempts to define social innovation, it is necessary to examine 

different existent meanings, some of the critiques and the common factors in which they are 

established in order to create an own definition for this thesis.  

 

Social innovations are described by some authors in terms of new processes that make use of 

social relations to deliver product or services (Grimm et al., 2013, p. 438). For example, 

according to Mumford (2002, p. 253), social innovation refers to "the generation and 

implementation of new ideas about how people should organize interpersonal activities, or 

social interactions, to meet one or more common goals" and Westley & Antadze (2010, p. 2) 

point that “social innovation is a complex process of introducing new products, processes or 

programs that profoundly change the basic routines, resources and authority flows, or beliefs 

of the social system in which the innovation occurs”.  Both definitions refer to the argument 

of novelty that is a key feature shared in the construction of the definition of many other 

authors (such as: Mulgan, 2006, p. 146; Phills et al., 2008, p. 36; Pol & Ville, 2009, p. 881; 

Murray et al., 2010, p. 3; European Commission – Enterprise and industry, 2010, p. 9; 

Caulier-Grice et al., 2012, p. 18; Plaskoff, 2012, p. 434; Grimm et al., 2013, p. 437; Lisetchia 

& Brancu, 2014, p. 89). However, both definitions are too broad and can include any kind of 

activities that constitute common goals, from gay partnerships to new ways of using mobile 

phones, from new lifestyles to new products and services (Pol & Ville, 2009, p. 879).   

 

A narrower definition is suggested by Mulgan (2006, p. 146) that describes social innovation 

as  “innovative activities and services that are motivated by the goal of meeting a social need 

and that are predominantly diffused through organizations whose primary purposes are 

social.” Adding the purpose to the definition is supported by many other authors that equally 

state that social innovation aims to meet a social need or solve a social problem (Phills et al., 

2008, p. 36; Murray et al., 2010, p. 3; European Commission – Enterprise and industry, 2010, 

p. 9; Caulier-Grice et al., 2012, p. 18;  Plaskoff, 2012, p. 434; Grimm et al., 2013, p. 437; 

Lisetchia & Brancu, 2014, p. 89; NESTA, 2010 in Murray et al., 2010, p. 10; LEED 

programm Local Economic and Employment Development, 2010 in Murray et al., 2010, p. 

10; The Centre for Social Innovation, 2014). However, there are some authors, which at the 

same time debate that social innovation can take place within public sector or private sector, 

either for-profit or non-for-profit, or in the space between them and that it does not 

necessarily happen in organizations whose primary purposes are social (Lisetchia & Brancu, 

2014, p. 89; NESTA, 2010 in Murray et al., 2010, p. 10; Caulier-Grice et al., 2012, p. 16, 

Murray et al., 2010, p. 3, Phills et al., 2008, p. 36) as Mulgan’s definition expresses. As an 

example, Phills et al. (2008, p. 36, p. 39) describes social innovations as "A novel solution to 

a social problem that is more effective, efficient, sustainable, or just than existing solutions 

and for which the value created accrues primarily to society as a whole rather than private 

individual" and that the unique approach of social innovation is a dialogue between the 

public, private, and non-for-profit sectors. Moreover, Murray et al. (2010, p. 3) explain that 

social innovations happen in all sectors, that they are new ideas that meet social needs and 

create social relationships. The different definitions evidence how, many authors have 
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approached the concept of social innovation from different perspectives or aspects: what is 

the nature, the motives and effects, what is the object of change, and its components 

(Lisetchia & Brancu, 2014, p. 39). However, across different definitions an agreement in 

several factors can be identified such as:  

 

Novelty: according to Caulier-Grice et al. (2012, p. 19) novelty refers to the characteristic of 

creating a new process, approach or product that can be new to a field or region. This feature 

is expressed in the definitions presented in this thesis; for example Pol & Ville (2009, p. 881) 

define that "An innovation is termed a social innovation if the implied new idea has the 

potential to improve either the quality or the quantity of life” and Plaskoff (2012, p. 434) 

define it as a “New approach to solving a social problem. It applies business principles and 

leveraging a market opportunity to use economic forces as the sustainable driver to address a 

social challenge".  

 

Purpose: Social innovation’s aim is to give a solution to a social need or social problem 

across various of the presented definitions (Mulgan et al., 2007, p. 8, Phills et al., 2008, p. 36; 

Murray et al., 2010, p. 3; European Commission – Enterprise and industry, 2010, p. 9; 

Caulier-Grice et al., 2012, p. 18, p. 16; Plaskoff, 2012, p. 434; Grimm et al., 2013, p. 437; 

Lisetchia & Brancu, 2014, p. 89). For instance, the European Commission – Enterprise and 

industry (2010, p. 9) drawing on the definition in the Open Book of Social Innovation 

(Murray et al, 2010, p. 3) defines Social innovation as “new ideas that work to address 

pressing unmet needs”.  

 

Social in means and ends: the social innovation activities are performed for society by 

society (European Commission – Enterprise and industry, 2010, p. 9; Murray et al., 2010, p.  

6, Grimm et al., 2013, p. 437). The definition developed by Grimm et al. (2013, p. 437) is one 

example of this characteristic: “Social innovation can refer to both the means and the ends of 

action. Social innovation may refer to new products and services that address social needs, 

that is, products and services which help to build more sustainable, cohesive and inclusive 

societies".  

 

Scope - Cross sector: social innovation can happen in the private or public sector, it can 

move between sectors as it develops and it can be realized with or without a profit intention 

(Lisetchia & Brancu, 2014, p.  89; Westley & Antadze, 2010, p.  3; Murray et al., 2010, p.  8; 

NESTA 2010 in Murray et al., 2010, p. 10; Caulier-Grice et al., 2012, p. 21, Phills et al., 

2008, p. 36). In fact, Phills et al. (2008, p.  40) suggest that innovation flourishes in the 

intersections between sectors and that is precisely the exchange of values, ideas and capital 

what gives birth to novel and better approaches to solve social issues.  

 

Outcome Effectiveness: social innovations are more effective than the existing solutions 

(Caulier-Grice et al., 2012, p. 19, Phills et al., 2008, p. 36 & 39). For instance, Caulier-Grice 

et al. (2012, p. 18) define social innovation as "new solutions (products, services, models, 

markets, processes etc.) that simultaneously meet a social need (more effectively than existing 

solutions) and lead to new or improved capabilities and relationships and better use of assets 

and resources. In other words, social innovations are both good for society and enhance 

society’s capacity to act".  
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Therefore, building on the mentioned authors for the rest of this thesis social innovation will 

be understood as an inventive solution to a social problem that is more efficient, sustainable 

and effective than any other existing solution, and whose dominant aim is the society as a 

whole rather than a private individual entity (Mulgan, 2006, p. 146; Phills et al., 2008, p. 36; 

Pol & Ville, 2009, p. 881; Murray et al., 2010, p. 3; European Commission – Enterprise and 

industry, 2010, p. 9; Caulier-Grice et al., 2012, p. 18; Plaskoff, 2012, p. 434; Grimm et al., 

2013, p. 437; Lisetchia & Brancu, 2014, p. 89). 

 

3.4. Social innovation projects as a means to implement social innovation 
 

Authors like Mulgan (2006, p.  154) and Westal (2007, p. 8) state that social innovations are 

not just the inventions, or the “ ‘eureka’ moment of a lone genius” (Mulgan, 2006, p.  154) 

but that they also use business and economic drivers (Plaskoff, 2012, p.  434) in order to 

come up with sustainable and lasting solutions that involve the community but also they 

stimulate business development and organizational learning (Kanter, 1999, p. 124; Murray et 

al., 2010, p. 6; Lisetchia & Brancu, 2014, p. 87). However, after the decision of adopting an 

innovation, implementation is required (Klein & Knight, 2005, p.  243). Drawing from its 

definition, as any innovation, social innovation attempts to implement a unique and novel 

approach by means of a temporary endeavor. This matches with the definition of a project 

according to the Project Management Institute (PMI, 2013, p.  3) as “a temporary endeavor 

undertaken to create a unique product, service, or result”.  

 

However, this definition of project does not specify the aspects of social innovation projects 

as its purpose (solution to a social problem), its scope (society as a whole) or its outcomes 

(effectiveness) that makes it distinctive from other project or even any other innovation 

projects (Murray et al., 2010, p. 6). Therefore, a more specific definition is required to 

identify what is meant by social innovation projects as means to implement social innovation. 

Consequently, by combining the constructed definition of social innovation stated earlier and 

using the PMI’s project definition the following definition has been developed from this 

thesis: Social innovation projects are unique and temporary initiatives undertaken to create an 

inventive solution to a social problem that is more efficient, sustainable and effective than any 

other existing solution and whose dominant aim is the society as a whole rather than a private 

individual entity. This concept will be restricted in this thesis to social innovation projects 

that are financially sustainable in order to include in this research the financial value that 

businesses continuously seek. 

 

Social innovation projects that are financially sustainable as any project require a project 

manager that needs to exert leadership in order to assure that the project meets its objectives. 

However, leaders from this type of projects should deal with two apparently contradictory 

dimensions: the social and the economic one (Lisetchia & Brancu, 2014, p. 89). This 

characteristic makes social innovation projects an attractive and specific context to study 

leadership in which social impact is the end and not just an outcome or benefit. Therefore, in 

order to set the foundations for the present study, it is necessary to understand and put in 

evidence that what has been studied about leadership in general and about more specific and 

neighboring contexts such as leadership in innovation and leadership in projects is not enough 

to understand leadership in financially sustainable social innovation projects.  
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3.5. Leadership theories 
 

In the past century the definition of leadership has evolved with the contribution of both 

scholars and practitioners (Northouse, 2013, p. 2-3, Rost, 1991, p. 10). Regardless of the 

multitude of ways in which leadership has been conceptualized, there is an agreement on the 

fact that leadership impacts both organizational results and organizational climate (Chen & 

Silverthorne, 2005, p. 280-281; Alvesson & Sveningsson, 2003; Jones et al., 2000, p. 268; 

Northouse, 2013, p. 5-6); and additionally, that it implies influence, common goals, that it is a 

process, and that it occurs within groups (Northouse, 2013, p. 5). For the rest of this thesis, 

leadership will be understood as a social phenomena that concerns the process of influencing 

and giving purpose to collective effort in order to assure the achievement of the team’s goals 

(Jones et al., 2000, p. 268; Jacobs & Jaques, 1990, cited in Yukl, 1994, p. 3). Over the same 

period, there have been at least seven schools of leadership theory (Dulewicz & Higgs, 2003, 

p. 107; Northouse, 2013; Müller & Turner, 2007, p. 22-23, 2010, p. 438 - 440; Kasapoğlu, 

2013, p. 2-4; Turner & Müller, 2005, p. 50 – 55, 2006, p. 5 - 18).  Appendix 2 summarizes the 

chronological development and the main ideas of each school, as well as the period in which 

it was developed, the literature that it contributed to and the representative authors. 

Additionally, the last lines of the table reveal how these schools have been reflected in the 

project management literature. 

 

 

3.5.1. Early Schools 

The leadership theories developed in the 20
th

 century were built from historical tradition 

(Turner & Müller, 2006, p. 5) and there is a wide variety of approaches to explain the 

complex process of leading as shown in Appendix 2. The main schools started to theorize 

about leadership in the 1930s, each with a main idea that was critical for the development of 

the next. According to Northouse (2013), Müller & Turner (2007, p. 22-23, 2010, p. 438 – 

440), Kasapoğlu (2013, p. 2-4) and Turner & Müller (2005, p. 50 – 55, 2006, p. 5 – 18) the 

trait school (developed by Stogdill, 1948, 1974; Mann, 1959; Lord et al., 1986; Kirkpatrick & 

Locke, 1991; Zaccaro et al., 2004 all cited in Northouse, 2013; Müller & Turner, 2007, p. 22-

23, 2010, p. 438 - 440; Kasapoğlu, 2013, p. 2-4; Turner & Müller, 2005, p. 50 – 55, 2006, p. 5 

– 18) proposes that effective leaders have certain traits they were born with; the skills school 

(developed by Katz, 1955; Mumford et al., 2000; Yammarino, 2000) suggests that effective 

leaders have certain skills and abilities that can be developed overtime; the style school 

(developed by authors such as Blake & Mouton, 1964, 1978, 1985; Tannenbaum & Schmidt, 

1958; Hersey & Blanchard, 1988; Hemphill & Coons, 1957; Bowers & Seashore, 1966; 

Stogdill, 1974 all cited in Northouse, 2013; Müller & Turner, 2007, p. 22-23, 2010, p. 438 - 

440; Kasapoğlu, 2013, p. 2-4; Turner & Müller, 2005, p. 50 – 55, 2006, p. 5 – 18) states that 

effective leaders have certain developed behaviors and suggests that some behaviors fit better 

in different circumstances; a dependency that was further developed by the contingency 

school (supported by Fiedler, 1964, 1967; Fiedler & Garcia, 1987; Fiedler & Chemers, 1974; 

House, 1971; House & Mitchell, 1974; Robbins, 1997 all cited in Northouse, 2013; Müller & 

Turner, 2007, p. 22-23, 2010, p. 438 - 440; Kasapoğlu, 2013, p. 2-4; Turner & Müller, 2005, 

p. 50 – 55, 2006, p. 5 – 18) that states that leadership is dependent to the situation and defines 

the situation as a combination of the task structure, the leader–member relations, and the 

position of power. The idea that certain leadership styles are more appropriate to certain 

circumstances was also later researched by the situational approach (developed by Blanchard 

et al., 1993; Blanchard et al., 1985; Hersey & Blanchard, 1969, 1977, 1988 all cited in 
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Northouse, 2013; Müller & Turner, 2007, p. 22-23, 2010, p. 438 - 440; Kasapoğlu, 2013, p. 2-

4; Turner & Müller, 2005, p. 50 – 55, 2006, p. 5 – 18) that suggests the leader has to adapt to 

the development level of the follower and then exhibit the matching prescribed leadership 

style (Northouse, 2013, p. 99-119). This context-specific idea was carried out to the 

development of the subsequent schools, as well as the concept of leadership styles that is 

present in almost all the theories developed after the 1950s. Both ideas are accepted by this 

thesis and are incorporated in it as the justification to study the leadership style of leaders in 

social innovation projects that are financially sustainable as a different context from 

traditional projects. 

 

3.5.2. New Schools 

Around the 1980s a new and dominant approach to studying leadership emerged with the 

visionary school (supported by Bass, 1985, 1990; Yammarino, 1993; Avolio, 1999; Bass & 

Avolio, 1990, 1994, 1996; Alimo-Metcalfe & Alban-Metcalfe, 2001; Antonakis, 2012; 

Kuhnert, 1994; Lowe et al., 1996; Bennis & Nanus, 1985; Kouzes & Posner, 1987, 2002;  Lee 

et al., 2010 all cited in Northouse, 2013; Müller & Turner, 2007, p. 22-23, 2010, p. 438 - 440; 

Kasapoğlu, 2013, p. 2-4; Turner & Müller, 2005, p. 50 – 55, 2006, p. 5 – 18) that started 

studying business leaders of organizational change (Turner & Müller, 2005, p. 51). This 

school proposes two main leadership styles: transactional and transformational, and suggests 

that each one is more suitable to certain circumstances; later on, the emotional intelligence 

school (developed by Goleman, 1995; Goleman et al., 2002; Boyatzis & McKee, 2002, all 

cited in Müller & Turner, 2007, p. 22-23, 2010, p. 438 - 440; Kasapoğlu, 2013, p. 2-4; Turner 

& Müller, 2005, p. 50 – 55, 2006, p. 5 – 18) focused on self-management and proposed that 

emotional capabilities are more relevant for leadership than the intellectual ones; this 

approach was followed by the competency school (Dulewic & Higgs, 2005) that proposes 

effective leaders have and can develop certain competences that build different profiles; and 

that certain profiles are more appropriate to certain situations (Northouse, 2013; Müller & 

Turner, 2007, p. 22-23, 2010, p. 438 - 440; Kasapoğlu, 2013, p. 2-4; Turner & Müller, 2005, 

p. 50 – 55, 2006, p. 5 – 18). These theories will be explained in detail in the next section that 

covers leadership styles. 

 

This brief summary of both the early and new schools highlights that the idea of a more 

appropriate leadership in certain context has been in the literature for a long time, and that 

even though leadership has been approached from different angles, several schools have 

maintained the idea of leadership styles since at least the middle of the 20th century. Since 

leadership styles forms one of the foundations of our study, it will be discussed in a different 

section in order to analyze the diverse approaches to leadership styles in the leadership 

theories. 

 

3.5.3. Treatment of styles 

The first approach to styles was suggested by the style school in the 1950s. In fact, Hemphill 

& Coons (1957 cited in Northouse, 2013, p. 76) developed the Leader Behavior Description 

Questionnaire – LBDQ as part of their Ohio State studies in order to define certain cluster of 

common behaviors among leaders.  Few years later, Stogdill (1963, 1974, cited in Northouse, 

2013, p. 76) made some adjustments to the questionnaire (LBDQ-XII) and proposed 

leadership styles can be classified in two types: consideration and initiating structure. 

According to the authors of this school, these two styles are defined by a set of behaviors and 

can be understood as a concern for people (highlighting behaviors such as building a 
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connection with followers or building comradeship) and a concern for task  (highlighting 

behaviors such as organizing work, structuring, scheduling) respectively. Simultaneously and 

as part of the same school, the Michigan Studies (Bowers & Seashore, 1966, cited in 

Kasapoğlu, 2013, p. 2 and in Northouse, 2013, p. 78) developed another theory defining two 

leadership styles with different names but with a similar definition: employee oriented 

(equivalent to consideration style) and production oriented (an equivalent to initiation 

structure style).  Also as part of this same leadership school, Blake and Mouton (Blake & 

McCanse, 1991; Blake & Mouton, 1964, 1978, 1985 all cited in Northouse, 2013, p. 78) 

developed the Managerial Grid model that defines five leadership styles depending on the 

emphasis a leader gives to the concern for people and the concern to get results. The styles 

identified by these authors are authority-compliance style that implies a high emphasis in 

results and a low emphasis on people and is characterized by demanding, controlling and 

oppressing behaviors; impoverished management that implies a low emphasis on both 

dimensions (people and results) and its characterized by indifferent, apathetic, care-less 

behaviors; country-club style that has a high emphasis on people and a low emphasis on 

results and that is characterized by agreeable, uncontroversial, and comforting behaviors;  

middle-of-the-road style that ranks medium in both dimensions and is characterized by soft 

middle-ground behaviors; and team management style that implies a high emphasis on both 

dimensions (people and results) and that is characterized by stimulating, participative, open-

minded and cheerful behaviors. 

 

The contingency school (Fiedler, 1964, 1967; Fiedler & Garcia, 1987; Fiedler & Chemers, 

1974 cited in Müller & Turner, 2007, p. 22-23 and in Northouse, 2013, p. 123-135 and in 

Kasapoğlu, 2013, p. 2-4) proposed as well two main styles named relationship motivated 

style (an equivalent to the people oriented or consideration style) and task motivated style (an 

equivalent of result oriented or initiating structure styles). However, this school was the first 

to explicitly mention the need to align style and situation. The contingency theory defined the 

situation with three factors: the position of power (authority to reward or punish of the 

leader), the task structure (how clear and structured they task is) and the leader-member 

relationships (involves loyalty to the leader and trust). According to this theory, in extreme 

situations (for example very good situations represented by high positive scores in all three 

situational factors; or very bad situations ranking low in all three factors) a task motivated 

style is a better fit while in middle-ground situations a relationship motivated style would 

work better. 

 

The path-goal theory (House, 1971; House & Mitchell, 1974 all cited in Northouse, 2013, p. 

137 - 158) proposed four leadership styles and the idea that each of those styles fits better to a 

certain situation defined by the characteristics of the subordinates (which are preference for 

structure, need of control, self-perception of ability to perform the task and need of affiliation) 

and the work setting (which is defined by formal authority system, task characteristics, group 

norms). The styles defined by the authors are achievement-oriented style that is characterized 

by challenging, confident and improvement-seeking behaviors; directive style that is 

characterized by organizing work, structuring and scheduling behaviors –similar to initiating 

structure; supportive style that highlights behaviors such as building a connection with 

followers, building camaraderie and giving support –similar to consideration; and 

participative leadership that stresses sharing and collaborative behaviors.  
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The situational approach (Blanchard et al., 1985, 1993; Hersey & Blanchard, 1977, 1993 cited 

in Northouse, 2013, p. 99-121) also proposed four different styles with similar names and 

meaning, but a different way of defining them. According to the authors, these leadership 

styles are defined by the level of directive behavior and supportive behavior of the leader.  

The styles defined by this approach are directing style built by high directive and low 

supportive behavior and characterized by establishing goals, giving directions and 

supervision; coaching style defined by high in both directive and supportive behaviors and 

characterized by encouraging and constant communication behaviors; supporting style 

defined by high supportive and low directive behaviors and characterized by two-way 

communication, recognition and praising behaviors; and delegating style defined by low in 

both directive and supportive behavior and that is characterized by motivating behaviors as 

well as lack of task structuring and lack of control. The situational approach also proposes 

that some styles fit better to certain situations defined by the level of development of the 

followers that is determined by the level of competence and commitment. Therefore, a 

follower with low competence and low commitment would require a directing leadership 

style to get detailed instructions on the task, the goal and the process to reach it; while a 

follower with high competence and high commitment would require a delegating style that 

gives independence and involvement in decision making and decision taking processes.  

 

The visionary school, the first of the new schools, also proposed leadership styles (authors 

such as: Downton, 1973; Burns, 1978; Bass, 1985, 1990; Yammarino, 1993; Avolio, 1999; 

Bass & Avolio, 1990, 1994, 1996; Alimo-Metcalfe & Alban-Metcalfe, 2001; Antonakis, 

2012; Kuhnert, 1994; Lowe et al., 1996; Bennis & Nanus, 1985; Kouzes & Posner, 1987, 

2002;  Lee et al., 2010 all cited in Northouse, 2013, p.  185 – 215; and  Müller & Turner, 

2007, p. 22-23, 2010, p. 438 - 440; and Kasapoğlu, 2013, p. 2-4; and Turner & Müller, 2005, 

p. 50 – 55, 2006, p. 5 – 18). The first studies by this school identified three leadership styles 

laissez-faire, transactional and transformational. These styles originated from the observation 

of business leaders, and the supporters of this school state that transactional style leaders 

emphasize on transaction factors such as rewarding followers and taking actions when the 

partial results are not as planned; while transformational style leadership emphasizes on 

transformation factors such as exhibiting charisma, inspiring followers, providing a vision, 

motivation, intellectual stimulation and highlighting the importance of the follower as an 

individual. The third leadership style is called laissez-faire and is characterized by non-

leading behaviors such as avoiding decisions and renouncing to responsibility. 

 

In the Management literature, Clarke & Pratt (1985) proposed four leadership styles: the 

champion style that is characterized by entrepreneurial, confident and active behaviors; a 

task-commander style characterized by supporting and initiating structure behaviors; a 

housekeeper style characterized by execution, goal-oriented and control behaviors; and 

lemon-squeezer style that is characterized by an emphasis on optimization, productivity and 

innovation. According to the authors each of these styles fits better with a different stage of 

development of an organization. For instance, a champion style is more appropriate when the 

organization is in a creation stage; a task-commander style fits better for a growing stage 

when the organization is exploiting the existing market; a housekeeper style fits better for a 

mature organization; and a lemon-squeezer style is more appropriate for a change stage when 

the organization has to exploit opportunities and deal with threats.   
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In the project management literature, Frame (1987, cited in Müller & Turner, 2007, p. 22-23, 

2010, p. 438 - 440; and Turner & Müller, 2005, p. 50 – 55, 2006, p. 5 – 18) proposed four 

leadership styles based on the level of flexibility of the leader and the level of involvement of 

followers in decision making and decision taking processes. According to the author, a 

laissez-faire style implies a high involvement of employees in both decision making and 

decision taking as well as a high flexibility; a bureaucratic style implies a low score in all 

three factors; a democratic style scores high in flexibility and decision making involvement, 

while low in decision taking; and an autocratic style implies high flexibility but low 

involvement of followers in the decision making and taking processes. Similar to the previous 

theories, the model proposed by Frame (1987, cited in Müller & Turner, 2007, p. 22-23, 2010, 

p. 438 - 440; and Turner & Müller, 2005, p. 50 – 55, 2006, p. 5 – 18) suggests that each of the 

previously explained leadership styles fits better to a certain situation. In this case, the 

situation is defined by the project life-cycle. For example, a laissez-faire style fits better for a 

feasibility stage in which the project is in an initial phase where the scope is being defined 

and the needs are being analyzed; a democratic style is more appropriate for the design phase 

where the detail plan of activities, costs and times is being estimated and defined; an 

autocratic style fits better with the execution phase where the plan is being implemented, 

monitored and controlled; and a bureaucratic style works better in a close-out stage where all 

the activities are finished, reviewed and the project is delivered. 

 

Also in the management literature, Rodrigues (1988, cited in Müller & Turner, 2007, p. 22-

23, 2010, p. 438 - 440; and Kasapoğlu, 2013, p. 2-4; and Turner & Müller, 2005, p. 50 – 55, 

2006, p. 5 – 18) suggested the three dimensional leader model that proposes three different 

styles: the innovator style that is characterized for exerting creativity, goal-oriented and 

achieving behaviors; the implementer that is characterized by controlling, directing and power 

exercising behaviors; and the pacifier that is characterized by building relationships 

behaviors. According to the authors, these styles are also contingent to a certain situation that 

is defined by the organization’s stability. For instance, an innovator style would suit better an 

organization in need for change or in a crisis situation; an implementer style is more 

appropriate for the change process and a pacifier style would fit better a stable time. A year 

later, Covin & Slevin (1988, p. 218-219, p. 223) defined two styles as conservative style 

defined by risk-adverse, passive and stabilizing behaviors and entrepreneurial style defined 

by active, innovative and risk-taking behaviors. This last style has been also defined by other 

authors (such as: Gupta et al., 2004; Ireland & Hitt, 1999; Timmons, 1999; Chen, 2007; 

Bagheri  & Pihie, 2011) that state that this style includes as well the ability to create a vision 

and commit others to it (Gupta et al., 2004, p. 247-248), flexibility, absorbing uncertainty, 

innovativeness and risk-taking behaviors (Timmons, 1999, p. 163; Bagheri  & Pihie, 2011, p. 

448; Gupta et al. 2004, p. 247-248; Chen, 2007, p. 239). Covin & Slevin (1988, p. 218-219, p. 

223) stated that each style was more appropriate depending on the organizational structure 

(mechanistic or organic) and therefore, contingent to the type of firm. For instance, they 

stated that a conservative style is more appropriate for an efficient bureaucratic firm that is 

characterized by a traditionalist orientation and a mechanistic (static) organizational structure. 

 

The emotional intelligence school identified six leadership styles (Goleman, 1995; Goleman 

et al., 2002; Boyatzis & McKee, 2002 all cited in Müller & Turner, 2007, p. 22-23, 2010, p. 

438 - 440; and Turner & Müller, 2005, p. 50 – 55, 2006, p. 5 – 18) defined by the intensity in 

which the leaders exert emotional intelligence in both the personal domain (self-awareness, 

self-management) and the social domain (social awareness, relationship management). The 
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proposed styles by these authors are visionary style characterized by inspiring, empathetic and 

confident behaviors; the coaching style characterized by counseling and encouraging 

behaviors; the affiliative style characterized by solving conflict and promoting harmony 

behaviors; the democratic style that is characterized by influencing, collaborating, team-

working behaviors; the pacesetting style characterized by result oriented, controlling, 

structuring behaviors; and the commanding style that is characterized by directing and 

authoritarian behaviors. The authors also state the different styles are appropriate depending 

on the situation and give examples. For instance, they suggest a commanding style as suitable 

for a military context, or a visionary one for implementing radical change processes.    

 

The competency school (Dulewicz & Higgs, 2003, 2005) identifies three different leadership 

styles: engaging style characterized by high levels of commitment, follower involvement and 

empowerment; involving style characterized by high levels of motivation and participative 

behavior and goal-oriented style characterized by result driven and structuring behaviors. 

Additionally, the authors suggest that each style is more appropriate in certain situations, 

proposing, for example, a goal-oriented style for relative stable environments, an involving 

style for an organization in a transition that doesn’t imply radical changes, and an engaging 

style for organizations undertaking transformational change. Keegan & Den Hartog (2004, p. 

609-610) made a comparative study of the leadership styles of project managers and line 

managers and highlighted the need for the project manager to develop commitment from the 

followers placing an importance in the emotional and motivational aspects of the role and 

suggesting transformational leadership as the more appropriate style for projects.  

 

Finally, other supporters of the visionary schools developed further two out of the three style 

model (transactional-transformational) into a six style model (Giritli & Topçu Oraz 2004; 

AMAP, 2012 cited in Müller & Turner, 2007, p. 22-23, 2010, p. 438 - 440; and Turner & 

Müller, 2005, p. 50 – 55, 2006, p. 5 – 18) very similar to the one proposed by the emotional 

intelligence school. The authors propose a cohesive style characterized by commanding 

behavior and an authoritative style characterized by directing and guiding behaviors as two 

styles within the transactional style; and a pacesetting style characterized by initiating 

structure behavior and role model intentions; an affiliative style characterized by bonding, 

nurturing and praising behaviors; a coaching style characterized by guiding, counseling and 

engaging behaviors; and a democratic style characterized by seeking for consensus,  team-

working and collaborating behaviors; as four styles within the transformational style.  

 

Although this literature review does not pretend to be comprehensive, it gives a rough idea of 

the main style approaches suggested by different authors, and highlights that most of them 

have treated the context dependency and additionally that all of them have implicit – and 

with different names - the fragmentation between task oriented approaches and people 

oriented approaches. Appendix 3 provides a chronological summary of the different times 

leadership styles have been approached in literature, the year in which the theory was 

developed, the representative authors and the literature stream that it contributed to.  

 

3.5.4. Main elements of the different leadership styles  

Comparing one by one all the different styles proposed by the theories mentioned in 

Appendix 3 it is possible to find certain commonalities. In fact, excluding the dichotomy 

styles (i.e. task oriented - people oriented) as they are implied by all the other divisions, six 

different styles could be roughly grouped as follows:  
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 Emphasis on control: includes authority, compliance style (Managerial Grid theory), 

directive (Path-goal theory) and directing (Situational Approach). 

 Emphasis on results: includes transactional style (Visionary school), achievement 

oriented (Path goal theory), pacesetting (Emotional intelligence school), goal-oriented 

(Competency school). 

 Emphasis on support of the individual: includes democratic (Frame, 1987), country-

club management (Managerial Grid theory), supportive (Path goal theory), supportive 

(Situational Approach) and democratic (Emotional intelligence school). 

 Emphasis on collaboration and team: includes coaching (Situational Approach and 

Emotional intelligence) and involving (Competency school). 

 Emphasis on inspiration: includes transformational style (Visionary school), visionary 

(Emotional intelligence school), delegating (situational approach) and engaging 

(Competency school). 

 Emphasis on laissez-faire: includes all management styles that were defined by their 

authors as anti-leadership styles such as impoverished management (Managerial Grid 

theory), middle-of-the-road management (Managerial Grid theory), bureaucratic 

(Frame, 1987), commanding (Emotional intelligence school) and laissez-faire style 

(Frame, 1987 and Visionary school). 

 

The existing overlap or similarity among the already existing styles is not easy to comprehend 

at once because despite the commonalities an immediate match among them is not possible 

due to the fact that each theory uses different elements to define what each style means. For 

example, some of the mentioned theories use a set of behaviors (style school, contingency 

school, situational approach, path-goal theory, visionary school); while others use 

competencies (competency school), parameters (Frame’s work 1987 on managing projects in 

organizations), characteristics (emotional intelligence school) or factors and strategies 

(visionary school); additionally the way of defining what each style means appears to be a 

choice of the authors and is not standardized by all authors in the same school.  

 

Taking into account that it is not possible to find a model that embraces all the styles 

identified previously by a rough grouping, choosing one model for the further steps of the 

research could have represented not considering an existing – an maybe useful- style. For this 

reason, an in-depth analysis was needed to understand and group the main elements of each 

style. In order to do so, twelve characteristics were identified that included and clustered the 

elements mentioned by each style, and each style was redefined in terms of those twelve 

characteristics. Before presenting the results of this analysis, it is relevant to mention what is 

understood by leadership characteristic. A characteristic is either a behavior, knowledge, skill 

or emotional attribute of the leader; and the set of characteristics combined originate a 

person’s particular leadership style. Therefore, different styles might have characteristics in 

common, but is the combination of leadership characteristic that derives in different styles, 

producing – according to theory- leaders with an appropriate style for the circumstances. This 

approach is similar to the one used by Turner & Müller (2005, 2006) and Müller & Turner 

(2007, 2010), although they chose the competence model developed by Dulewic & Higgs 

(2005) instead of the intrinsic characteristics of the leadership styles. 

 

Traditional control-order-transaction is the first defined characteristic that embraces 

elements mentioned by other styles as explained before such as organizing/structuring 

behavior, scheduling work activities, giving instructions, supervising, controlling, risk 



 25 

adverse behavior and even contaminating according to the supporters of the emotional 

intelligence school. The Focus on results characteristic includes elements such as result 

driven behavior, being determined, seeking continuous improvement, achieving, critical 

analysis and judgment, a strategic perspective, managing resources. The Rules setting 

characteristic embraces elements such as stating the goal, defining roles and responsibilities, 

making priorities clear, building trust, building respect. The team development characteristic 

includes building camaraderie, stimulating participation, being a team worker, involve 

employees in problem formulation and decision making process (but no decision taking), 

solve conflicts, promote harmony, encouraging the team. The idealized influence 

characteristic is the exact term defined by the visionary school and includes elements such as  

being role-models, setting the vision , believing in it, making it clear and shared, charisma, 

building trust, enable others to act, influence, being social architects. The inspirational 

motivation characteristic is considered also as proposed by the visionary school and includes 

inspiring, motivating, eagerness to help, encouraging, engaging in authentic celebrations. The 

self-awareness of the leader characteristic includes elements such as emotional resilience, 

self-awareness, creative development of self, conscientiousness and intuitiveness. The open-

mindness characteristic includes elements such as imagination, innovation and risk taking 

behaviors. The delegation – freedom characteristic embraces elements as involving followers 

in decision taking process, delegating, flexibility, motivating without the need of rewards, and 

refraining from intervening. The intellectual stimulation characteristic includes elements as 

praising, rewarding, constructive transactions and challenging the process. The individualized 

consideration characteristic embraces elements as engaging communication, empowering, 

sensitivity, developing, being empathetic, giving and asking for feedback, listening, 

counseling, management by exception, eagerness to help, being comforting, correcting 

behavior and valuing individuality. Finally, a non-leading behaviors characteristic refers to 

elements like being agreeable, uncontroversial, uninvolved, indifferent, apathetic, resigning, 

avoiding conflict, laissez faire behaviors. To see the analysis of the leadership styles see 

Appendix 4. 

 

3.5.5. What leadership is contingent to  

The evolution of the different leadership theories since the beginning of the 20th century 

reveals that at least five of the seven schools have suggested that diverse leadership styles are 

appropriate in specific contexts. Additionally, the same suggestion has been made in the 

Management and Project Management literature. However, the definition of context or 

situation has also varied in the different approaches as was implied in the section about the 

treatment of leadership styles.  In fact, within the theories that have been covered so far it has 

been mentioned already a context defined by the leader–member relations, task structure, and 

position power (Fiedler 1964, 1967; Fiedler & Garcia, 1987, all cited in Northouse, 2013; 

Müller & Turner, 2007, p. 22-23, 2010, p. 438 - 440; Kasapoğlu, 2013, p. 2-4; Turner & 

Müller, 2005, p. 50 – 55, 2006, p. 5 – 18); a context defined by the subordinate’s 

characteristics (focus of control, experience, perceived ability) and environment  

characteristics (task structure, formal authority system, work group ) (House, 1971; House & 

Mitchell, 1974; Blanchard et al., 1985, 1993; Hersey & Blanchard, 1977, 1993; all cited in 

Northouse, 2013; Müller & Turner, 2007, p. 22-23, 2010, p. 438 - 440; Kasapoğlu, 2013, p. 2-

4; Turner & Müller, 2005, p. 50 – 55, 2006, p. 5 – 18); a context defined by stage of 

development of the organization (Clarke & Pratt, 1985); a context defined by the phase of the 

project (Turner & Müller, 2006; Frame, 1987 cited in Turner & Müller, 2005, p. 50 – 55, 

2006, p. 5 – 18); a context defined by the management style and the organizational structure 
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(Covin & Slevin, 1988); a context defined by the environmental risk, leader's hierarchical 

level and gender (Bass, 1990, cited in Northouse, 2013, p.  185 – 215); a context defined by 

the culture and country (Littrell & Valentine, 2005; Fukushige & Spicer, 2011; Kabasakal & 

Bodur, 1998; House et al, 2004; GLOBE studies, 1991; all cited in Northouse, 2013; Müller 

& Turner, 2007, p. 22-23, 2010, p. 438 - 440; Kasapoğlu, 2013, p. 2-4; Turner & Müller, 

2005, p. 50 – 55, 2006, p. 5 – 18; Anantatmula, 2010, p. 9; Boykins et al. 2013, p.1; 

Mäkilouko, 2004, cited in Turner & Müller, 2005, p. 58); a context defined by the strategy of 

the parent organization; the project strategy; and the people involved (Turner, 1990, p. 13); a 

context defined by the situation of change (Wheatley, 2000; Jaworski, 2001; Senge, 1997; 

Higgs & Rowland, 2003 cited in Northouse, 2013; Müller & Turner, 2007, p. 22-23, 2010, p. 

438 - 440; Kasapoğlu, 2013, p. 2-4; Turner & Müller, 2005, p. 50 – 55, 2006, p. 5 – 18); a 

context defined by organizational factors such as strategy, culture, policies, practices and its 

ability to learn (Senge et al., 2000); a context defined by the type of change (Dulewicz & 

Higgs, 2003, 2005); a context depending on the type of project due to its complexity 

(Dulewicz & Higgs, 2003; Turner & Müller, 2006) or due to application area or strategic 

importance or the contract type (Turner & Müller, 2006). Appendix 5 is a chronological 

summary of the main examples of the different studies that have suggested leadership as 

dependent to certain circumstances. 

 

Considering this background, and the diverse and conflicting suggestions in literature on how 

to set boundaries to define a context, it is difficult to understand where leadership in social 

innovation projects should be located. For this reason, understanding what has been studied 

about leadership in neighboring contexts to social innovation might be useful to set a 

theoretical foundation to our study.  Both leadership in innovation and leadership in projects 

will be considered. 

 

3.6. Leadership in neighboring contexts 
 

3.6.1. Leadership in innovation 

According to several authors (Gumusluoğlu & Ilsev, 2009, p. 265; Jung et al., 2003, p. 525), 

leadership is the most relevant factor affecting innovation (or at least one of them) due to the 

influence of the leader driving the process in its efficiency, effectiveness and success. 

However, regardless if its importance, there is no consensus on how to lead innovation or a 

robust and broad body of knowledge about it (Vlok, 2012, p. 209).  

 

Despite the differences, there seems to be an agreement on four key aspects: The first one, is 

that in the “real world” there is a certain and particular kind of leadership that drives 

innovation (Oke et al., 2009, p. 64; Bossink, 2004, p. 212; Mumford et al., 2002, p. 705-706; 

Cummings & Oldham, 1997, cited in Mumford et al., 2002, p. 705; Bech, 2001, p. 96); the 

second one, that leadership can influence employees’ engagement with innovative ventures 

and that it is related to the success of such innovations (Mumford et al., 2002, p. 706; Apekey 

et al, 2011, p. 312; Halbesleben et al., 2003, p. 434; Nonaka & Kenney, 1991, cited in 

Bossink, 2004, p. 214; Jung et al., 2003, p. 532; Krause, 2004, p. 79 ; Bossink, 2007, p. 135); 

the third one, that leadership in innovation is context-specific (Mumford et al., 2002, p. 730-

740; Gumusluoğlu & Ilsev, 2009, p. 264; Vlok, 2012, p. 222; Oke et al., 2009, p. 65; Hunter 

et al., 2012, p. 427; Halbesleben et al., 2003, p. 447; Engelen et al., 2014, p. 124, p. 130) and 

finally, that leaders of innovation have contradicting requirements such as allowing freedom 

while maintaining clarity of vision, reducing ambiguity while allowing risk taking; 
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encouraging exploration while committing with deadlines and encouraging simultaneously 

individualism and collaboration (Hunter et al., 2012, p. 425; Mumford et al., 2002,p. 719,  p. 

724; Hunter & Cushenbery, 2011, cited in Hunter et al., 2012, p. 425). In fact, although these 

conflicting requirements might seem impossible to reconcile, leaders of innovation handle 

them by applying both work-leading tactics and people-leading tactics (Mumford et al., 2002, 

p. 719; Bech, 2001, p. 96). This is very similar to the fragmentation between task oriented 

approaches and people oriented approaches that has been present in most leadership theories 

that refer to styles as was mentioned in the sections before. 

 

There are two strongly supported approaches to the link between innovation and leadership in 

literature (Bossink, 2004, p. 212). The first one, is an approach that analyzes the relation 

between the leader and its followers; and suggests a transformational leadership as the best 

style to enhance innovation due to its inherent features of intellectual stimulation, motivation, 

articulation of a vision, high performance expectations, individualized support, emphasis of 

long-term over short-term, among others (Gumusluoğlu & Ilsev, 2009, p. 264, p. 267; 

Mumford et al., 2002, p. 713-717; Engelen et al., 2014, p. 124; Bossink, 2004, p. 212; Jung et 

al., 2003, p. 527-530;  Howell & Avolio, 1993, cited in  Jung et al., 2003, p. 529; Oke et al., 

2009, p. 65- 69). Authors in a similar path even suggest a combination of transactional and 

transformational leadership due to the differences in the process between the idea generation 

part and the implementation part (Oke et al., 2009, p. 65-69; Jung et al., 2003, p. 714, p. 724, 

p. 732). The second one is an approach that analyzes the relation between the leader and the 

organizations. Supporters of this view state that there are certain leadership roles that fit better 

with an innovative organization such as the instrumental, strategic, interactive or charismatic 

roles (Bossink, 2004, p. 211, p. 224; Bossinik, 2007). The leadership role model defines nine 

different roles; the instrumental role is characterized by structuring and controlling processes 

– similar to the initiating structure style (Nadler & Tushman, 1990; Eisenbach et al., 1999; all 

cited in Bossink, 2004, p. 211, p. 224; Bossinik, 2007); the strategic role uses the given 

authority to promote organizational innovation (Harmsen et al., 2000; Waters, 2000; all cited 

in Bossink, 2004, p. 211, p. 224; Bossinik, 2007 ); the interactive role is characterized by 

promoting participation, collaboration and by empowering followers – similar to the 

affiliative style (Burpitt & Bigoness, 1997; Eisenbach et al., 1999 all cited in Bossink, 2004, 

p. 211, p. 224; Bossinik, 2007) while the charismatic role is characterized by communicating 

the vision and inspiring – similar to the transformational style mentioned before (Nadler & 

Tushman, 1990; Stoker et al., 2001 all cited in Bossink, 2004, p. 211, p. 224; Bossinik, 2007).  

 

Additionally to these two approaches, there are also more comprehensive approaches in the 

literature that suggest taking into account the characteristics of the leader, its relationship with 

its team and its relationship with the organization such as the one proposed by Mumford et al. 

(2002, p. 737) that suggests what they call a integrative style that allows the leader to 

coordinate simultaneously people, expertise and relations. Other less supported approaches 

include the Influence-based leadership proposed by Krause (2004, p. 79. & p. 85) that 

suggests a participatory, delegative leadership that embraces innovative behaviors (idea 

generation, testing and implementation) and avoids innovation-blocking behaviors (such a 

stepping down and escaping); or the proposal of Hunter et al. (2012, p. 426) that suggests a 

leadership dyad on the higher level of the organization in order to have diversity of expertise 

to deal better with the contradictory demands innovation leaders face. 
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Because many of the problems that are approached through innovation are complex by nature, 

“business as usual” has difficulties to produce the needed solutions (Vlok, 2012, p. 210; 

Westal, 2007, p. 2). Consequently, some authors have studied leadership of innovation 

projects. Grosse (2007, p. 448 - 451), for example, states that a successful leader of 

innovation projects must be understood by the job duties, his decision-making authority, his 

attributes and his relationships; Vlok (2012, p. 220-222) defines a profile framework grouping 

all the characteristics of an innovation leader in four types of profiles.  However, most of the 

literature about it grounds in the literature of leadership in projects, which, for the purposes of 

this thesis demands an independent section. 

 

3.6.2. Leadership in projects 

Several authors have mentioned that organizations implement projects in order to gain 

competitive advantages and assure the survival of the firms (Jugdev & Müller, 2005, p. 20), 

others that projects are means for dealing with complexity and coping with contextual 

challenges (Munns & Bjeirm, 1996, p. 81; Cook-Davis, 2002, p. 189; Garesis, 1991, p. 71); 

others have even talked about the projectification of society (Haniff & Fernie, 2008,p. 1-2; 

Hällgren et al., 2012, p. 697; Gareis, 1991, p. 71-73; Midler, 1995, p. 363; Pinto & 

Kharbanda, 1996, p. 45). In fact, the value of projects has increased in such a way that many 

authors support the idea that projects are no longer operational but strategic tools that produce 

change in an organization, that improve its performance and that reconcile its short and long-

term objectives (Assudani & Kloppenborg, 2010, p. 67; Haniff & Fernie, 2008,p. 1-2; Jugdev 

& Müller, 2005, p. 28; Patanakul & Shenhar, 2012, p. 4-5; Shenhar et al., 1997, p. 11-14; 

Cooke-Davies, 2007, Morris & Pinto, 2007;  Ika, 2009; Zwikael & Smyrk, 2011; Shenhar et 

al., 2001). As stated in the introduction, the project manager must assure the fulfillment of the 

project’s objectives (PMI, 2013, p. 16) and therefore, their role is crucial for the performance 

of both the project and the organization. 

 

Although the reflection of the leadership theories in the Project Management literature was 

briefly covered in the initial sections, it is relevant to develop it further. Before 

complementing on what has been said on leadership in projects, an important distinction 

between leadership and management will be established to understand the focus of this study. 

This distinction is quite common in leadership studies (Alvesson & Sveningsson, 2003, p. 

1435) and has been covered by well-known authors in the Management, Leadership and 

Project Management literature. According to the first two disciplines managing involves 

activities such as planning, organizing, staffing, budgeting, controlling, implies a short-term 

view, maintaining the status quo, creating predictability and stability, handle tools, procedures 

and methodologies; leading, on the other hand, implies establishing a direction, aligning 

people, motivating and inspiring, a long-term view, producing change, promoting innovations 

and supporting the team (Ali, 2013; Kotter, 2008, 2009; Gray et al., 2008, p.315; Alvesson & 

Sveningsson, 2003, p. 1436). In Bennis & Nanus terms (1985, cited in Ali, 2013) managing is 

about “doing things right” while leading is “doing the right things”. According to the Project 

Management discipline managing is about maintaining the project in track and making 

appropriate trade-offs in terms of cost, time and scope of the project to achieve the best 

results; while leading is about motivating and aligning people towards a new direction as well 

dealing with uncertainty (Ali, 2013; Kotter, 2008, 2009; Gray et al., 2008, p.315; Alvesson & 

Sveningsson, 2003, p. 1436).  
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However, it is relevant to mention at this point that despite the differences, management and 

leadership are the components of the same job, (Ali, 2013, p. 40; Anantatmula, 2010, p. 14) 

and both are complementary and necessary for success (Kotter, 1990 cited in Ali, 2013, p. 

40). Therefore, even though managing and leading are different in essence, they are two sides 

of the same coin. In fact, understanding the difference is important to comprehend the 

emphasis of this thesis, but so is pointing out that the concepts cannot be completely 

fragmented. In fact, some of the leadership styles reviewed before and summarized in 

appendix 4 involve management activities such as the task oriented style, or the directive 

style. Consequently, despite the name of the job, the project manager has leadership aspects 

that cannot be completely fragmented from the management aspects, and studying these 

individuals, as stated in chapters one and two, is consistent with the objective of this study. 

 

Among projects, the role of project managers makes them responsible for the daily work of 

the team (Keegan & Den Hartog, 2004, p. 611; Sunindijo et al., 2007, p. 166).  Additionally, 

project managers frequently need to interact with people from different disciplines (more than 

half of their working time according to Strohmeier 1992 cited in Sunindijo et al., 2007) 

creating the need to build good relationships to ensure the implementation of their projects 

(Sunindijo et al., 2007, p.166, Anantatmula, 2010, p.14). As projects are considered strategic 

weapons to bring change to an organization (Patanakul & Shenhar, 2012, p. 17) leading 

becomes more important due to the relevance of convincing people about the need to change, 

aligning them to a new direction, and motivating them to work together to achieve the 

project’s objectives (Anantatmula, 2010, p.14 &19; Kotter, 1990). Because of this, although 

there are different reasons why the project managers need to exert leadership, a key one is its 

impact on the project performance (Müller & Turner, 2007, p.21; Müller et al., 2012, p.77; 

Skipper & Bell 2006 cited in Kasapoğlu, 2014, p. 2; Anantatmula, 2010, p. 13). Hence, it is 

more suitable to focus in the leading role of project managers than in other aspect but being 

cautious with the fact that leading and managing cannot be entirely disjointed. 

 

Projects are considered a specific context to study leadership. The main reason for this is that 

project managers work most of the time in matrix organizations and are responsible for the 

daily work of their team without a clear role and an unclear authority in the career path of the 

followers (Cleland, 1995, p. 85; Keegan & Den Hartog, 2004, p. 611). As a result, the 

relationship between the project team members (followers) and the project manager (leader) 

differs from the traditional leader–follower relationship in a functional hierarchy (Keegan & 

Den Hartog, 2004, p. 611), creating a particular and interesting setting to study leadership. As 

seen in appendix 2 and appendix 3, the project management literature has incorporated the 

key topics of the leadership theories in their base of knowledge. Some of the mentioned 

studies were developed regardless of the type of project; this is consistent to the idea that 

leadership roles and responsibilities of the project manager are common to all projects to a 

great extent (Anantatmula, 2010, p.14). However, other authors suggest there is no single-

leadership style that is appropriate for handling different types of projects, and leadership 

studies within projects should also be context specific. As was stated before, some authors 

define the context according to the culture or industry assuming that projects within the same 

industry or the same culture share a universal set of characteristics ignoring other factors that 

may impact on how the leadership is exerted (Shenhar, 2001, p. 395). Moreover, some 

authors have developed project classifications in order to provide a base for management and 

leadership studies such as those by Shenhar (2001) with technical uncertainty and project 

scope as parameters; and Crawford (2005, cited in Müller & Turner, 2010, p.440) proposing a 
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classification by application area, or complexity, or strategic importance or contract type. This 

last one has been used to study leadership within different project contexts. In fact, Müller & 

Turner (2006, p. 67-77; 2007, p. 25) suggest that leaders should apply transactional leadership 

for repositioning projects while a transformational style fits better for renewal projects; that 

leaders should exert transformational leadership in fixed price and measured contracts and 

that a technically competent and task focused leader is more appropriate for systems projects; 

and finally they suggest that leaders must be able to communicate and deal with stakeholders 

in change projects. In other study based on Crawford’s classification Müller & Turner (2010, 

p. 446) proposed that a transformational leadership style is preferred in complex projects and 

a transactional style in simple projects. 

 

In the reviewed project management literature, culture, industry, complexity, type of contract 

and strategic importance have been considered as contingency factors when studying 

leadership in projects. However, there are other factors that impact the leader and the 

leadership exerted such as the outcome and purpose. For example, if the main purpose of the 

project is to generate a large profit, then the leader should have strong analytical-numerical 

skills (Dulewic & Higgs, 2005, p.107, Grosse, 2004, p. 448); while if the main purpose of the 

project is to satisfy the employees the leader should possess sympathy and should be able to 

make compromises (Grosse, 2004, p. 448). Few authors have attempted to classify projects 

according to specific schemes in order to study leadership (Shenhar, 2001, p.394). 

Furthermore, the studies undertaken so far have ignored relevant aspects that are present in a 

social innovation project context such as the outcome and purpose that may influence how 

leadership is exerted. 

 

3.7. Some clues regarding the leader and the leadership style in social 

innovation projects 
 

Social innovation projects leaders share the challenges faced by leaders in projects such as 

being responsible of the daily work of the team without a formal authority (Cleland, 1995, p. 

85; Keegan & Den Hartog, 2004, p. 611), and those faced by leaders in innovation such as 

allowing freedom while maintaining clarity of vision, encouraging exploration while assuring 

commitment (Hunter et al., 2012, p. 425; Mumford et al., 2002,p. 719, p. 724). Those 

challenges from social innovation’s neighboring topics shape how leadership is exerted and 

literature in those two neighboring contexts mentions six of the thirty-one styles that have 

been explained before when addressing leadership in innovation or leadership in projects: 

laissez-faire, democratic, bureaucratic and autocratic, transformational and transactional 

leadership. Grouping these six styles the twelve characteristics identified from leadership 

literature are still present. However, since the challenges mentioned above are not the only 

challenges faced by social innovation project leaders, leadership in projects and leadership in 

innovation are not enough to understand it thoroughly. Even though it has not been 

formalized in literature, the existing definitions implicitly state some of the toughest 

challenges the leaders of social Innovation face and that could make their leadership style 

different to an innovation leader or a project leader: First, Social innovation projects imply 

having in mind not only a profit value proposition but a benefit for a significant segment of 

society or even society as a whole (Phills et al., 2008, p. 39; Murray et al., 2010, p. 3; Caulier-

Grice et al., 2012, p. 18; Grimm et al., 2013, p. 437); second, they imply high levels of 

awareness of social needs that is not a characteristic present in all leaders and that in many 

cases, according to Mulgan (2006, p. 150) are originated from personal motivations; third, it 
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implies a balance between the implementation of sustainable business practices and tools, and 

a passion for creating positive social impacts and solving social problems (Plaskoff, 2012, p. 

434); forth, compared to traditional business, it implies a reduced access to public subsidy and 

private investment such as venture capital or incubators (Mulgan, 2006, p. 156); fifth, it 

usually involves a different and slower pattern of growth; (Mulgan, 2006, p. 158); sixth, it 

implies managing and assuring consistency of an amplified set of resources such as political 

support, voluntary labor and philanthropic commitment (Mulgan, 2006, p. 158); and finally, 

due to their nature social innovation projects imply managing a wider network of stakeholders 

such as the public sector, social enterprises, social movements, entrepreneurs and the private 

sector (Murray et al, 2010, p. 7) which increases its complexity. 
 

Furthermore, some authors have already drawn conclusions about leadership in social 

innovation projects that we can consider as a point of departure. For instance, according to 

Lisetchia & Brancu (2014, p. 89) managers of social innovation endeavors require engaging 

citizens as co-creators, and turn ideas into new models at the level of cities, regions, states, 

intergovernmental organizations and global markets. In addition, Mulgan et al. (2007, p. 44, 

p. 6, p. 14, p. 6) have stated that some of the critical factors for the implementation of social 

innovation include strong leaders who encourage and reward visibly innovation and who can 

straddle different fields; furthermore, the same authors have identified that the ability to 

communicate complex ideas to make things happen is a common characteristic of social 

innovators. However they also recognize that more work is needed in order to understand how 

social innovation can be reinforced.   

 

Based on this framework, foundations were set to collect empirical evidence and most 

importantly a significant amount of questions to be solved. 

 

3.8. Putting the theoretical framework together 
 

Social innovation is an important alternative to put end to the antagonism between the social 

and the economic dimensions. Social innovation is implemented through projects in what is 

called in this thesis social innovation projects. These, as any other projects have a project 

manager that exerts leadership to make sure that the project meets the objectives. Leaders of 

this type of projects share some of the challenges present in projects such as not having 

hierarchical authority and in innovation such as promoting creativity while maintaining 

deadlines and vision. In addition, social innovation project leaders have to balance the 

economic and social dimensions that are apparently contradictory (Lisetchia & Brancu, 2014, 

p. 89), they need to have in mind the society as a whole, and due to their scope they should 

manage a wider network of stakeholders which increases complexity. Therefore, social 

innovation projects constitute a particular and attractive context to study leadership that is not 

completely covered by all the current literature about leadership or leadership in projects or 

leadership in innovation. However, from the reviewed literature two ideas were supported and 

became the foundation of this thesis: leadership is context specific and a common angle to 

approach leadership is through leadership styles that are described in numerous ways. 

Therefore, starting from the existing leadership styles a framework of twelve characteristics 

was developed embracing all the knowledge, skills, behavior, or emotional attributes of the 

leader and that was the minimal element that served as a base for the empirical study. It is 

assumed that the combination of perceived characteristics will create the leadership style of 

the leader of financially sustainable social innovation projects.  
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4. Research design 
 

4.1. Overview 
 

The research design choice was done taking into account the research question and the 

purpose of the study as suggested by research methodology literature (Saunders et. al., 2009, 

p. 118, p. 141; Bryman & Bell, 2011, p.41; Yin, 2009, p. 26; Ghauri, 2004, p. 111; Greener, 

2008, p. 38; Taylor & Bogdan, 1998, p. 89). According to Edmondson & McManus (2007, p. 

1156), methodological fit is a fundamental element to assure high quality of field research. 

Methodological fit, as the authors describe it, refers to internal consistency among elements of 

a research project: these are the research question, the incorporation of prior theory, the 

research design, and the theoretical contribution. This will be recalled again in chapter six, but 

it is important to mention at this point that the choices taken at this stage will have 

consequences in this thesis’ results, contribution and credibility. Hence, as the research 

question of this thesis is open-ended and doesn’t suggest any proposition or hypothesis; and 

because qualitative data will be collected in order to provide a better understanding (as 

explained in chapter two); the research design had to allow learning with an open mind, had 

to be adaptable to the collection of empirical material and needed to allow the authors of this 

thesis to suggest theoretical insights (Edmondson & McManus, 2007, p. 1162).  

 

4.2. Research Design 
 

As the objective of this thesis is to gain better understanding about leadership in social 

innovation projects, the research design sought for insights to analyze the social phenomenon 

in a new light. This is accomplished by an exploratory study (Saunders et al., 2009, p. 139-

140; Edmondson & McManus, 2007, p. 1156). Additionally, when research questions concern 

the ‘What’ of a phenomenon (such as the research question of this thesis) an exploratory 

research design is favored (Ghauri, 2004, p. 111) as well as when not enough prior studies 

have been undertaken (Sekaran, 2003, p. 119) allowing flexibility (Ghauri, 1983, cited in 

Ghauri, 2004, p. 114; Saunders et al. 2009, p. 140; Bryman & Bell, 2011, p. 393). 

An exploratory study was chosen to give a first understanding and to set the grounding for 

further investigation (Zikmund, et al., 2012, p. 16; Edmondson & McManus, 2007, p. 1172).  

 

Furthermore, according to Yin (2009, p. 8) the degree of control of the researchers over the 

situation and the temporal emphasis of the study should be also considered for the research 

design. Taking into account that in this thesis there was no control over the studied events, 

and that the intention was to understand the phenomenon in a single point of time (present) a 

cross-sectional research seemed more appropriate allowing to analyze commonalities among 

the perceptions of different people (various leaders) in order to provide understanding of a 

topic (Saunders et al., 2009, p. 155; Bryman & Bell, 2011, p. 53) instead of observing the 

evolution over time, being aligned with the constructivism stance in which leadership is 

perceived as a process that is constructed by both the leader and the followers.  

 

Likewise, it was decided that the empirical material would be collected from more than one 

case as it allowed perceiving some of the differences between them and the leaders of 

traditional projects (information that was available in literature and was explored in the 

theoretical framework) which would not have been possible when analyzing a single case. 

Cross-sectional research design is criticized as it implies taking the subject of study outside of 
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their natural working environment (Bryman & Bell, 2011, p.54-56; Saunders et al., 2009, p. 

155). However, this potential drawback did not jeopardize the possibility of answering the 

research question or fulfilling the objective. 

 

4.3. Research Method 
 

As the research was open to changes in the process, an appropriate method for this thesis 

needed to have a learning orientation (Edmondson & McManus, 2007, p. 1162). Therefore, 

quantitative approaches were discarded  (i.e. questionnaires). From the qualitative approaches 

to collect empirical material from a primary source, observation, focus groups and qualitative 

interviews were considered. The later were selected as the best fit for the situation as they are, 

according to literature (Taylor & Bogdan, 1998, p. 88; May, 2011, p. 132-133; Tracy & 

Robles, 2010, p. 180; Bryman & Bell, 2011, p. 465-466; Saunders et al., 2009, p. 324; Lewis, 

2003, p. 57; Miller & Glassner, 2006, p. 126; Holstein & Gubrium, 2006, p. 140), verbal 

portraits of how people act and they imply a mutual construction of meaning between the 

person interviewed and the interviewer; in which the latter is not an impersonal collector of 

empirical material but rather part of the method itself (Taylor & Bogdan, 1998, p. 88; 

Holstein & Gubrium, 2006, p. 141; May, 2011, p. 159; Heyl, 2001, p. 379), allowing access 

to a rich source of knowledge of people’s understanding of their own realities and of their 

version about the social phenomena under study (Somekh & Lewin, 2005, p. 82, p. 91; May, 

2011, p. 132; Tracy & Robles, 2010, p. 180; Bryman & Bell, 2011, p. 467-473; Tracy & 

Robles, 2010, p. 180; Miller & Glassner, 2006, p. 126; Holstein & Gubrium, 2006, p. 140). 

Qualitative interviews are conversations with a purpose (Bryman & Bell, 2011, p. 205, p.465; 

Saunders et al., 2009, p. 318; Taylor & Bogdan, 1998, p. 88; Somekh & Lewin, 2005, p. 82; 

Holstein & Gubrium, 2006, p. 141) and as such they are interactive, dynamic and flexible 

(Taylor & Bogdan, 1998, p. 88; Saunders et al., 2009, p. 324; Bryman & Bell, 2011, p. 205, p. 

465-467) which reinforces the learning and exploring nature of the chosen method, 

maintaining the alignment with the ontological and epistemological stances, as well as with 

the research design choices.  

 

Taking into account that the research approach was described as mainly inductive but with a 

theoretical framework as a point of departure, semi-structured interviews were selected 

because they allowed certain flexibility but still permitted following a path shaped by both the 

interviewer and the interviewed, instead of having a pre-determined agenda as in a structured 

interview; or having insights that may be novel but detached from theory as in unstructured 

interviews. Furthermore, semi-structured interviews bring benefits for the quality of the 

empirical material collected such as: asking for clarification and establishing a dialogue with 

the respondent to obtain deeper answers; and for the analyzing the material such as: 

categorizing in a thematic way, and comparing answers about the same theme among 

respondents (Somekh & Lewin, 2005, p. 82 – 83; May, 2011, p. 134-135, p. 151; Saunders et 

al., 2009, p. 320-324; Bryman & Bell, 2011, p. 205, p. 467; Tracy & Robles, 2010, p. 179-

180). 

 

Semi-structured interviews have potential drawbacks. However, being aware of the possible 

weaknesses can guide the researchers to take actions to reduce their negative effect. In the 

case of this research, most of the suggestions found in handbooks and articles of research 

methodology were followed. For instance, the first drawback is related to the gap between 

what people say they do and what people actually do (Taylor & Bogdan, 1998, p. 92, p. 98; 
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Somekh & Lewin, 2005, p. 82; Bryman & Bell, 2011, p. 227; Eisenhardt & Graebner, 2007, 

p. 28; Yin, 2009, p. 132; Somekh & Lewin, 2005, p. 82, p. 91; May, 2011, p. 157). In order to 

deal with this shortcomings, the purpose of the study was explained in several occasions 

making sure the respondents knew their answers could be anonymized if so were their wishes, 

giving them confidence and building trust to get honest and better answers.  

 

The second one is related to the fact that respondents will shape their answers based on their 

own perceptions of the interview (Taylor & Bogdan, 1998, p. 98; Tracy & Robles, 2010, p. 

178; Pomerantz & Zemel, 2003, p. 219; Saunders et al., 2009, p. 326; Bryman & Bell, 2011, 

p. 211; Miller & Glassner, 2006, p. 128). In order to overcome this, the authors aimed to build 

a professional image explaining that they are Master students of Strategic Project 

Management at Umeå University and that the research was a Master thesis supervised and 

guided by the same institution.  

 

The third one is that semi-structured interviews require a high level of understanding of the 

social phenomenon from the interviewer and that even with that knowledge the interviewer 

can misinterpret the answers (May, 2011, p. 135; Somekh & Lewin, 2005, p. 92; Taylor & 

Bogdan, 1998, p. 105). In order to deal with this, the authors tried to generate affinity and 

connection with the potential respondents, establishing a relation with them beforehand 

(almost a month and a half before the actual interview), getting to know about their jobs and 

their projects, and giving constant assurance about the use of the information.  

 

The last relevant source of criticism is that, although enabling a conversation is one of its 

benefits, it differs from conversation because they imply a degree of prescription: this is a pre-

arranged date and time, organizing and directing behaviors from part of the interviewer and a 

constant paraphrasing (Tracy & Robles, 2010, p. 179 -196; May, 2011, p. 157; Taylor & 

Bogdan, 1998, p. 99). In order to diminish the impact of this situation, the interviewers gave 

liberty to the respondents to choose the times that would suit them best, and tried to maintain 

the interview as less structured as possible to give it a conversational feel. For instance, the 

interview did not have a sequential order of questioning; in fact, during the interviews the 

questions were asked in different order to link the next question to the answers that the 

respondent had given, with the goal to mimic conversation.  

 

This combination of drawback elements implies receiving a partial view of the situation and a 

restriction in the responses due to the possible implications for them or for the respondents’ 

institutions (Tracy & Robles, 2010, p. 196; Pomerantz & Zemel, 2003, p. 219; Saunders et al., 

2009, p. 326; Eisenhardt & Graebner, 2007, p. 28; Miller & Glassner, 2006, p. 131); however, 

as actions were taken to overcome all of them, carrying out semi-structured interviews was 

considered the best choice as it allowed the needed flexibility and simultaneously a degree of 

structure to assure a robust and deep analysis, and the understanding of the commonalities 

among the respondents. 
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4.4. Collection of empirical material 
 

4.4.1. Potential respondents  

As covered in chapter two, the leaders of social innovation projects were chosen as both the 

subject of study and also the key informants of the leadership process. In order to identify 

potential respondents a combination of tactics was used as suggested by Taylor & Bogdan 

(1998, p. 93). First, potential projects were found in documents of institutions closely related 

to the practice of social innovation and used for the literature review such as the European 

Commission, the Young Foundation, the Centre for social innovation, and the UK’s Cabinet 

Office of the third sector. For this study the respondents were chosen if they enabled the 

authors to answer the research question and to accomplish the research’s objective. This 

situation is closely related to the term purposively sampling that according to Creswell (2007, 

p. 125 - 126) and Teddlie & Yu (2007, p. 80) is used in qualitative research. This way of 

selecting respondents is also closely related to theoretical sampling (a concept widely used in 

the Grounded Theory that has a qualitative approach) as each case was selected due to the 

potential to help the researchers in generating insights on the topic (Taylor & Bogdan, 1998, 

p. 92). The second tactic was posting the need of collaborators in Social Innovation groups in 

business-oriented networks in LinkedIn such as Social Entrepreneurs and the Third Sector
5
 

and Social innovation Europe
6
; and contacting umbrella institutions to ask them for their 

support in connecting the researchers with leaders of Social Innovation projects such as 

EMES – the European research network around “third sector” issues
7
 and the European 

Commission's Directorate-General for Enterprise and Industry
8
 (and their “Social Innovation 

Europe” Network initiative). This is closely related to the term self-selection sampling used in 

quantitative approaches to select samples when respondents identify their desire of being part 

of the research (Saunders et al., 2009, p. 241). These choices regarding the selection of 

potential respondents ensured enough diversity of respondents in order to make the 

comparisons or contrasts (in this case looking for similarities) among the leaders that cross 

sectional study implies. It is relevant to mention that self-selecting is usually related to social 

desirability bias which implies that individuals who self-select themselves have more positive 

attitudes towards the phenomenon understudy: in this case a positive attitude towerds social 

innovation projects and a likelihood of desiring to be perceived as leaders with good 

characteristics, directly influencing the quality of data collected. In order to minimize the 

negative effects of this bias the number of self-selected participants were less than the ones 

chosen with other sampling methods. 

 

Both tactics pointed out to several projects and also to integrating projects that aim to 

elaborate diagnostics of different projects in Europe around the topic of study and that 

provided individual projects’ contact information such as: WILCO - Welfare Innovation at 

Local level in favor of Cohesion
9
 and BENISI - Building a European Network of Incubators 

for Social Innovation
10

. The results of this search pointed out seventy seven projects in 

WILCO; two hundred and forty four projects in BENISI; and twenty-one project leaders that 

                                                 
5
 https://www.linkedin.com/groups/Social-Entrepreneurs-Third-Sector-65951/about 

6
 https://www.linkedin.com/company/social-innovation-europe 

7
 EMES is sponsored by the European Union and was named after its first research program on "the emergence 

of social enterprises in Europe”. http://www.socialeconomy.eu.org/spip.php?rubrique541 
8
 https://webgate.ec.europa.eu/socialinnovationeurope/ 

9
 http://www.wilcoproject.eu/ 

10
 http://www.benisi.eu/about-benisi 

https://www.linkedin.com/groups/Social-Entrepreneurs-Third-Sector-65951/about
https://www.linkedin.com/company/social-innovation-europe
http://www.socialeconomy.eu.org/spip.php?rubrique541
https://webgate.ec.europa.eu/socialinnovationeurope/
http://www.wilcoproject.eu/
http://www.benisi.eu/about-benisi
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responded to our request for support in LinkedIn (the self-selection sampling tactic mentioned 

before); providing a total of three hundred and forty two potential respondents. Table 1 in 

page 38 provides a brief summary of the amount of projects in the selection process. 

 

4.4.2. Selection criteria for projects  

In order to select the specific projects that could be included in the thesis the following 

selection criteria was established: First, although in the theoretical framework it was 

mentioned that social innovation projects can be found in a diversity of sectors and as 

endeavors of traditional businesses, the thesis focused on projects undertaken by 

organizations which main aim was to solve a social problem. This choice was taken 

because it was thought that due to the collaborative nature of social innovation, organizations 

working full-time on it could be more open to help and also because it would imply less 

bureaucracy and a faster process to gain access. It is important to mention that this choice 

implies excluding projects designed and implemented by big corporations, which might have 

given different or contrasting insights in terms of leadership styles of its leaders, but those are 

suggested for further development of the topic.  

 

Second, the projects had to be financially sustainable. In the theoretical framework it was 

pointed out that social innovation projects can be for profit and non-for profit. However, to 

better align the topic to both the interests of the researchers and to their subject of study only 

economically viable projects were considered. This does not mean that projects don’t receive 

funding from donors or that the organization undertaking the project cannot be registered as 

charities, for example. It just means that the financial model of the project does not rely a 

hundred percent in donations and that it has other sources of income that allows the project to 

survive year after year. Financially sustainable does not necessarily imply profitable, but it 

underlines a profitability aim and economic viability. This choice implies that purely 

philanthropic initiatives are excluded, omitting projects in which possibly different leadership 

styles could have been found, but those are as well suggested for further development of the 

topic.  

 

Third, the projects had to be based in the UK in order to avoid cultural behaviors that could 

distort the findings. The UK was chosen because a notoriously big percentage of the examples 

found in literature were originated in this country, as well as the organizations consulted to 

construct the theoretical framework (i.e the Young Foundation, and the UK’s Cabinet Office 

of the third sector). The implications of this choice are mainly in neglecting its potential 

transfer the results directly to other nations. However, as stated before, the researchers are 

interested in finding commonalities among practitioners to increase the understanding, which 

is not jeopardized by this choice. 

 

The results of applying the criteria to the initial group of three hundred and forty two potential 

projects, reduced the list to eight projects found in WILCO; twenty-seven projects in BENISI; 

and seven project leaders that responded to our request for support (self-selection sampling 

tactic mentioned before); giving a total of forty two potential respondents that fulfill the 

criteria. However, after trying to contact the individual projects in WILCO and BENISI, eight 

and two projects respectively were discarded because no contact was found. At the end, 

twenty five projects were contacted and ten responses were received (this included two 

projects that refused to collaborate due to time-constraints; and eight that were willing to 

help).  At the end, fifteen projects (eight projects found in BENISI and seven found in 



 37 

LinkedIn) were willing to participate in the study. See table 1 in page 38 for a brief summary 

of the amount of projects in the selection process. 

 

 

4.4.3. Selection criteria for individuals  

Additional to strict criteria for the selection of the projects, the selection of respondents was 

also defined by a set of predetermined criteria. As explained in chapter two, the leader of 

social innovation projects was chosen as subject of study and key informant of the leadership 

process. This implies, off course, that the respondent had to be the person in charge of the 

selected project and in a leading position in a project. As will be explained in chapter five, 

the authors had an organization in which two persons in leading positions were willing to 

participate in the research (the managing director and the leader of the international 

development project). Nevertheless, even in that case both respondents were in charge of a 

project (or a project within a project). In order to establish contact with the leaders of the 

projects two tactics were used: when self-selected the post requesting collaboration asked 

already for the leaders of the projects and therefore, they were the ones that contacted the 

researchers; in the case of the projects found in BENISI, the authors were referred to the 

leaders of the projects after sending an initial email with the explanation of the research 

purpose and the need to interview the project leader. 

 

4.4.4. Amount of informants  

With these criteria in mind, and taking into account that the amount of informants is more 

related to the need of information to fulfill the study’s purpose than to a predetermined plan 

(Kvale, 1996, p. 101-103) and with the size of the research project and its purpose (Charmaz, 

2006, p. 114) ten organizations were taken into account for the study that resulted in eleven 

interviews. This implied not interviewing four of the self-selected respondents found in 

LinkedIn as the authors considered that in the eleventh interview the process could be 

stopped.  

 

A situation close to “saturation” was used as a theoretical driver to determine the point in 

which interviewing process could be stopped. This concept refers to the moment in which a 

range of ideas have been pointed out by respondents and no new insights has been heard for a 

while (Krueger & Casey, 2000, Glaser & Strauss, 1967; Strauss & Corbin, 1998, all cited in 

Teddlie & Yu, 2007, p. 88; Teddlie & Yu, 2007, p. 88), which impacts the credibility of the 

study (Charmaz, 2006, p. 114). There was consciousness of the fact that some interviews 

could be more useful and revealing than others and that, in the long term and after the 

processing and analysis stages, every interview would add to the interpretation of the 

phenomena. After all, the researchers were aware that no interview could provide more than a 

restricted and partial insight into to the overall process (Gerson & Horowitz, 2002, p. 100; 

May, 2011, p. 136). The final list of projects and their description is available in chapter five 

(section 5.1). 

 

4.4.5. Process of collection 

In this thesis, a better chance to understand the respondents was assured by a methodic 

construction of the theoretical framework and by an empirical collection process that 

comprises six stages. 
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4.4.5.1. Selection of projects and respondents  

The selection criteria were described before. However, it is relevant to mention the 

implications of the criteria in terms of projects that were discarded when applying them. 

Table 1 summarizes this situation.  

 

For instance, from BENISI that was the biggest source of projects, from two hundred and 

forty four projects, only twenty seven fulfilled the criteria for the selection of projects. From 

those, two were discarded because no contact information was found, and therefore contact 

was attempted with the remaining twenty five. From those, ten responses were received and 

eight projects agreed to collaborate. For the respondents that self-selected themselves no 

information is recorded regarding how many projects were contacted and responded, as in 

those cases it was the participants who contacted the researchers. 

 

type of "sampling" Source 
Potential 

Respondents 
(Projects) 

Potential 
projects that 

fulfill the 
criteria 

Discarded 
projects 

(no contact 
info.) 

Contacted 
Projects 

Projects 
that 

responded 

Accepted 
to 

participate 

purposively/theoretical WILCO 77 8 8 0 0 0 

purposively/theoretical BENISI 244 27 2 25 10 8 

self-selection  LinkedIn 21 7 0 N/A N/A 7 

    342 42 10 25 10 15 

Table 1 - Summary of the selection of projects 
 

 

4.4.5.2. Introduction letter  

After that, the second stage was to send an introduction letter to the selected respondents 

explaining in detail the purpose of the study and the use of the information obtained from 

them and the contact options –phone call, video call. This was sent in order to clarify 

expectations and solve any concern for confidentiality as suggested by research methodology 

literature (Miller & Glassner, 2006, p. 131; May, 2011, p. 141; Saunders et al., 2009, p. 173 - 

186; Bryman & Bell, 2011, p. 472-473; Taylor & Bogdan, 1998, p. 95-99). Phone or Skype 

calls were the only options considered due to the physical distance between the authors and 

the respondents; this implies that non-verbal behavior was missed which might affect the 

interpretation; however, several techniques were used to clarify what the respondents meant at 

each time as will be explained in the last step of the process.   

 

4.4.5.3. Interview Guide  

The third stage was to create an interview guide (see Appendix 6) in order to define certain 

“categories of inquiry” (Maykut & Morehouse, 1999, cited in Somekh & Lewin, 2005, p. 84) 

that allowed the researchers to have a list of general areas to cover during the interview 

(Bryman & Bell, 2011, p. 475; Somekh & Lewin, 2005, p. 85). The interview guide was used 

just as a reminder and as a collection of ideas to ask about. It was developed based on the 

theoretical framework around the definition of leadership, the framework of the twelve 

leadership characteristics and the challenges social innovation projects face (for being a 

project, for being an innovation and for the contradicting nature of their purpose). Asking 

about the challenges and what the leaders do to deal with them was considered an important 

source of possible characteristics that would differentiate this type of projects from any other 
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one, especially because the literature of Social Innovation is very emphatic on introducing 

challenges as a way to define and differentiate this field.  

 

The interview guide was designed to include different types of questions (introductory, fitting 

with existing theory, open questions, extended questions); as well as different aids for the 

interviewers such as a set of semi-defined questions that could be asked as such or re-phrased 

depending on the answers that the respondents had given before; some information that could 

be added if the respondent needed clarification (to make sure that at the moment of clarifying 

a question the interviewers did not lead to an expected answer) and the purpose of the 

question to keep in mind when deciding how to make the question and how to link it with the 

previous answers. In order to understand if the leaders perceived they had an specific 

characteristic (for example from the ones defined in the twelve leadership characteristics 

framework), the questions were asked in an open way, asking the leaders how they behaved in 

certain situations in which that characteristic could be mentioned: for instance, one of the 

semi-defined questions to find out about the characteristic team development implied asking 

the leaders to describe their relationship with the team. It was expected that in the answer the 

leaders revealed if they stimulated participation, if they referred to themselves as another team 

member, if they involved their team members in the decision making process, and so on; 

giving clear hints about to what extent they exerted that characteristic. 

 

After defining the first version of the interview guide, three pilot interviews were conducted 

in order to test it and to allow the interviewers to familiarize with the questioning process
11

; 

the trials allowed to evidence the need of practice to avoid leading questions or double 

questions, and that even though semi-structured interviews do not have a strict order, the 

order of open and close questions mattered as it was best to “start simple and build crescendo” 

(Somekh & Lewin, 2005, p. 84) as suggested in literature (Somekh & Lewin, 2005, p. 84-85; 

Saunders et al., 2009, p. 337-338; Bryman & Bell, 2011, p. 479).  

 

4.4.5.4. Preparation  

The fourth stage in the process was a preparation phase that involved getting to know about 

the project from secondary sources such as the project’s webpage and material shared by 

respondents (when available); this stage included as well establishing correspondence with 

the respondents in order to build trust, generating rapport and maintaining them informed of 

the overall process (Miller & Glassner, 2006, p. 131; May, 2011, p. 141; Saunders et al., 

2009, p. 173 - 186; Bryman & Bell, 2011, p. 473; Taylor & Bogdan, 1998, p. 95-99).  

 

4.4.5.5. Reminder of the rights  

The fifth stage was done few days before the interview in which respondents were reminded 

of their rights (see Appendix 7) as interviewees. This was done for ethical reasons but also to 

assure a good and comfortable atmosphere so that the respondents knew they could talk freely 

(Somekh & Lewin, 2005, p. 84-85; Taylor & Bogdan, 1998, p. 99).  

 

 

 

 

 

                                                 
11

 The pilots were done with friends with different backgrounds to assure the interview guide would fit diverse 

profiles.  
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4.4.5.6. Interviewing 

Finally, during the sixth and last stage, the interviews, the authors tried to maintain a relaxed 

and conversational environment, allowing the respondents to extend in the topics they 

considered important, being careful not to push an agenda but making sure the boundaries 

were kept within the subject of study, asking for clarifications when needed, rephrasing 

responses to make sure the content was properly understood (Taylor & Bogdan, 1998, p. 99-

101, p. 106; Saunders et al., 2009, p. 338-340; Bryman & Bell, 2011, p. 205; Kvale, 1996, p. 

131 - 135) and using recommended practices such as sequential interviewing (asking the 

respondent to recall in chronological order) in order to listen how the interviewer perceived 

the phenomenon  and what other connected topics were relevant in their answers (May, 2011, 

p. 146). As stated before, the respondents were allowed to choose the appointment time and 

were told how long the interview would last to assure they had enough time and felt 

comfortable in the process. 

 

As qualitative interviews imply a co-construction of meaning that is based on the relationship 

between the interviewee and the interviewer (Taylor & Bogdan, 1998, p. 88; Holstein & 

Gubrium, 2006, p. 141; May, 2011, p. 135, p. 159; Heyl, 2001, p. 379; Tracy & Robles, 2010, 

p. 178); to have a successful conversation interviewers have to maintain distant to reduce the 

effects of meddling their own subjective opinions on the matter; but at the same time they 

have to generate enough rapport with the respondents in order to get better information (Heyl, 

2001, p. 379; May, 2011, p. 140-141; Miller & Glassner, 2006, p. 128; Taylor & Bogdan, 

1998, p. 110-111).  In order to have a fluent conversation and to understand the responses, a 

level of knowledge about the subject of study and about the respondent was needed from part 

of the interviewers (May, 2011, p. 135, p. 140-141; Somekh & Lewin, 2005, p. 92; Taylor & 

Bogdan, 1998, p. 105) to assure that the respondent could answer in its own terms and frames 

of reference (May, 2011, p. 140-141). This understanding included the language element, 

which, shapes meaning and is relevant in qualitative research (Miller & Glassner, 2006, p. 

129; May, 2011, p. 151). 

 

It was decided that all interviews would be held in a language all respondents use in their 

daily lives and in which the researchers are confident in (English), that both authors would 

be present in all interviews as it would imply merging two perspectives, a richer questioning 

and higher quality of the empirical material collected (Somekh & Lewin, 2005, p. 88; 

Bechhofer et al., 1984, cited in Bryman & Bell, 2011, p. 474). Additionally, all of the 

respondents agreed to the recording of the interviews which increased the accuracy of the 

empirical evidence, reducing bias, and allowing more opportunities for reflection about the 

answers in a later stage  (Somekh & Lewin, 2005, p. 87; May, 2011, p. 151; Saunders et al., 

2009, p. 341; Bryman & Bell, 2011, p. 482-487; Taylor & Bogdan, 1998, p. 112-113). 

However, it is necessary to be aware that this choice may create a feeling of discomfort from 

the respondents that might be more careful when answering the questions (Taylor & Bogdan, 

1998, p. 112-113; May, 2011, p. 151; Somekh & Lewin, 2005, p. 87;Saunders et al., 2009, p. 

341; Bryman & Bell, 2011, p. 481). Therefore, this was minimized by developing a relation 

with the respondents before the interview, because the purpose of the research was purely 

academic and also because advancements in technology make the recording less perceivable 

to the respondents. It is important to mention at this point that the pilot interviews replicated 

the whole process from stage four to stage sixth; meaning that the pilots gave suggestions to 

improve the interview guide, the preparation stage, the document reminding the respondents 

of their rights and the actual interview; as well as to test the recording devices and all other 
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technicalities. For information about each interview regarding its duration, channel, overall 

impression of the researchers, and other details see Appendix 8. 

 

Almost at the end of the interviewing process the researchers received an additional response 

from one project leader that had been contacted and found in the WILCO database (Alberto 

Massetti Zannini). Although the process was too advanced to integrate a new perspective, the 

authors interviewed him to discuss and receive feedback about the findings and conclusions. 

Alberto Massetti-Zannini is the development director at Impact-Hub Kings Cross
12

 and also 

the founder of the same project in Milan (Italy), and his feedback allowed the authors to 

understand to what extent the findings could be transferred or applied to social innovation 

projects in other national contexts; as well as to get insights from an insider about the causes 

of some of our findings. In order to distinguish the insights of this interviewee and the other 

participants, the details of this conversation are not included in Appendix 8. 

 

4.5. Processing and Analysis of empirical material 
 

4.5.1. Processing the empirical material  

In order to process the empirical material the eleven interviews were transcribed as soon as 

the interview finished because it allowed recalling it and avoiding overloads as suggested by 

Saunders et al. (2009, p. 485). This decision to transcribe interviews implies a long process 

(May, 2001, p. 151, Somekh & Lewin, 2005, p. 89) that generates large and cumbersome 

information according to Bryman & Bell (2011, p. 572) and it has been even described as an 

“attractive nuisance” by Miles (1979, cited in Bryman & Bell, 2011, p. 572). However, this 

process allowed the researchers to familiarize with the material before the analysis as well as 

to focus during the interviews not only in what the respondents were saying but also in the 

way they said it and their experiences (Silverman, 2006, p. 114, Saunders et al., 2009, p. 485) 

providing details that otherwise wouldn’t have been captured during the interview and that 

enriched the analysis process.  

 

4.5.2. Categorization and analysis  

The interpretation and analysis of the empirical material was developed in three main phases: 

1) Organizing the empirical material; 2) Comparing the empirical material with the theoretical 

framework and 3) closing the analysis. Each phase consists of different steps that will be 

explained below and that will maintain their names until the end of this thesis. The relevant 

results for each step will be presented in chapter five except for the first phase (Organizing 

empirical material) in which just the results of the final steps (Challenges faced by the leaders 

of social innovation projects as developed in interviews and Characteristics that shape the 

leadership style of the leader of social innovation projects as developed in the interviews) will 

be presented and explained since the other steps will be developed in the present chapter. 

 

4.5.2.1. Organizing empirical material  

All the transcriptions were compiled in a single file to start the categorization of the 

information in order to clarify the different topics originated from the empirical data 

(Somekh, & Lewin, 2005, p 101). The categorization was developed according to certain pre-

established categories taken from the theoretical framework that the authors believed were 

                                                 
12

 Impact Hub King's Cross is a co-working space for social entrepreneurs based in London. 
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useful to answer the research question and that generated an original template. It is important 

to mention that in this chapter several challenges and leadership characteristics will be 

mentioned in different templates but that the explanation of the meaning of each one of them 

will be done in chapter five using the empirical material and theoretical references to do it. 

 

 Original template 

In step one an original template was created using the twelve pre-defined leadership 

characteristics that shape the leaders’ style and the seven challenges that leaders of social 

innovation projects face. As explained before, categorizing the challenges was only done as a 

middle-step in order to find characteristics of the leader that exist as a response to these 

challenges. In the original template (See table 2) the characteristics are identified with coders 

that indicate the step’s initial letter O-original and the category number, for example the OC1 

indicates that it is the original template, category one; and the challenges are identified with 

codes that indicate the step’s initial letter (O in this case) and category letter for example the 

OCA indicates that it is the Original template, category A.  

 

 
Characteristics Original template 

OC1 Traditional control - order – transaction 

OC2 Focus on results 

OC3 Rules setting 

OC4 Team development 

OC5 Idealized influence 

OC6 Inspirational motivation 

OC7 Self-awareness of the leader 

OC8 Open-mindness of the leader 

OC9 Delegation – Freedom 

OC10 Intellectual stimulation 

OC11 Individualized consideration 

OC12 Non-leading behaviors 

    

 
Challenges Original template 

OCA No formal authority 

OCB Constant Innovation + Clear vision 

OCC Exploration + commitment 

OCD Social purpose + Profit 

OCE Funding issues 

OCF Slow Growth 

OCG Stakeholders, Networks, manage + human resources 

Table 2 - Original template 

 

 

 

 Categorization into the original template 

In step two, the eleven interviews were compiled in a single file in which the categories taken 
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from the original template were identified and highlighted using a color code in order to sort 

and categorize the empirical material. However, during this process many other 

commonalities were found among the respondents, which drove to the creation of a broader 

template. 

 

 Broader template 

When doing the categorization in the original template, new categories were identified across 

the different interviews since respondents proposed new and different characteristics and new 

challenges than those from the theoretical framework. In fact, the authors were aware that 

new categories may emerge from the empirical data and some categories could be deleted as 

well. According to Saunders et al. (2009, p. 505) this process is called template analysis, 

which is a strategy that combines, inductive and deductive approaches to qualitative analysis 

because categories or codes are predetermined (such as the twelve leadership characteristics) 

then edited, or added while the data is collected or analyzed iteratively. This chosen analysis 

strategy was aligned to the qualitative research strategy because according to Taylor & Bogda 

(1998, p. 141) in qualitative studies the collection and analysis of empirical material go hand-

by-hand being a cyclical process. Therefore, in step three a broader template was created 

taking the original template and including the new empirical categories. Table 3 displays the 

broader template in which the new empirical category codes are marked with a red shade; the 

characteristics are identified with codes that indicate the step’s initial letter (B-Broader) and 

the category number, for example the BC1 indicates that it is the category one as defined in 

the broader template, category one; and the challenges are identified with codes that indicate 

the step’s initial letter (B) and category letter for example the BCA indicates that it is the 

broader template, category A. 

 

 
Characteristic Broader template 

BC1 Traditional control - order – transaction 

BC2 Focus on results 

BC3 Rules setting 

BC4 Team development 

BC5 Idealized influence 

BC6 Inspirational motivation 

BC7 Self-awareness of the leader 

BC8 Open-mindness of the leader 

BC9 Delegation – Freedom 

BC0 Intellectual stimulation 

BC11 Individualized consideration 

BC12 Non-leading behaviors 

BC13 Ability to co-create 

BC14 Ability to apply own skills to solve a social need 

BC15 Adaptability/flexibility 

BC16 Motivated by emotional reward 

BC17 Awareness social need- personal motive 

BC18 Ability to use business tools and understand social need 
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BC19 Ability to show evidence of social impact 

BC20 Ability to raise awareness for their cause 

BC21 Capacity to explain business model 

BC22 Ability to build and maintain relationships 

   

 
Challenge Broader template 

BCA No formal authority 

BCB Constant Innovation + Clear vision 

BCC Exploration + commitment 

BCD Social purpose + Profit 

BCE Funding issues 

BCF Slow Growth 

BCG Stakeholders, Networks, manage + human resources 

BCH Autonomy vs partnerships 

BCI Barriers to enter the market 

BCJ Start-up environment 

 

 
Literature 

 
Empirical 

Table 3 - Broader template 

 

 Broader template overview 

In the step four an overview of the twenty-two characteristics (See table 4) and the ten 

challenges (See table 5) is provided across the eleven interviews in order to have the big 

picture of the interviews in terms of which characteristics and challenges were mentioned by 

each respondent. This broader template overview was used in the next step to create a 

simplified template. 

 
 

Table 4 - Characteristics identified in the answers of the interviewees 
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Table 5 - Challenges mentioned by the respondents 

 

 Simplified template 

In order to simplify the broader template described in step four, two actions were taken in step 

five: 1) categories (both challenges and characteristics) that in the answers of the respondents 

referred to similar topics were grouped and 2) categories that were not identified in the 

responses of at least half of the interviewees were deleted as it was considered that an element 

mentioned by less than half of the respondents did not represent a commonality. Table 6 

shows the broader template and the simplified template that contains the twelve 

characteristics and the six challenges found as commonalities among the respondents after the 

simplification. In this table the characteristics are identified with codes that indicate the step’s 

initial letter B (broader) or S (simplified) and the category number, for example the SC1 

indicates that it is the simplified template, category one; and challenges are identified with 

codes that indicate the step’s initial letter B (broader) or S (simplified) and a category letter 

for example the SCA indicates that it is the simplified template, category A.  

 

 
Characteristic Broader template 

 
Characteristics Simplified template 

BC1 Traditional control - order – transaction   

DELETED BC2 Focus on results   

BC3 Rules setting   

BC4 Team development 
SC1 Ability to build and maintain relationship  

BC22 Ability to build and maintain relationships 

BC5 Idealized influence SC2 Idealized influence 

BC6 Inspirational motivation   DELETED 

BC7 Self-awareness of the leader 
SC3 Self-awareness of the leader 

BC14 Ability to apply own skills to solve a social need 

BC8 Open-mindness of the leader 
SC4 Flexibility 

BC15 Adaptability/flexibility 

BC9 Delegation – Freedom SC5 Delegation – Freedom 

BC0 Intellectual stimulation SC6 Intellectual stimulation 

BC11 Individualized consideration SC7 Individualized consideration 

BC12 Non-leading behaviors   
DELETED 

BC13 Ability to co-create   

BC16 Motivated by emotional reward SC8 Motivated by Emotional Reward 
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BC17 Awareness social need- personal motive SC9 Awareness social need- personal motive 

BC18 
Ability to use business tools and understand social 
need 

SC10 
Ability to use business tools and understand social 
need 

BC19 Ability to show evidence of social impact SC11 Ability to show evidence of social impact 

BC20 Ability to raise awareness for their cause 
SC12 

Ability to raise awareness of their cause and 
explain their business model BC21 Capacity to explain business model 

    

 
Challenges Broader template 

 
Challenges Simplified template 

BCA No formal authority SCA No formal authority 

BCB Constant Innovation + Clear vision 
SCB Allowing innovation while maintaining the vision 

BCC Exploration + commitment 

BCD Social purpose + Profit SCC Pursuing a social purpose while generating income 

BCE Funding issues 
SCD Barriers to enter the market 

BCI Barriers to enter the market 

BCJ Start-up environment 
SCE Start-up environment 

BCF Slow Growth 

BCG 
Stakeholders, Networks, manage + human 
resources SCF 

Manage a wide network of stakeholders while 
maintaining autonomy 

BCH Autonomy vs partnerships 

 

 
  Literature   Empirical 

 

Table 6 - From Broader template to Simplified template 
 

 Challenges faced by the leaders of social innovation projects as 

developed in interviews 

The results of step six will be presented in chapter five. This step involved a detailed analysis 

of the six challenges found in common among the respondents (and presented in the 

simplified template) as those that leaders from social innovation projects face. Additionally, 

the analysis introduces the implications in terms of characteristics of the leader as suggested 

by the interviewees’ answers when asked how they overcome these challenges.  

 

 Characteristics that shape the leadership style of the leader of social 

innovation projects as developed in the interviews 

The result of step seven is the definition and explanation of the characteristics that shape the 

leadership style of leaders of financially sustainable social innovation projects. These 

characteristics are a combination of the ones the leaders exert as a response to the challenges 

together with those additional that were perceived by the leaders.  

 

4.5.2.2. Comparing the empirical material with the theoretical 

framework   

The empirical findings in terms of characteristics were contrasted with the leadership 

characteristics found in theory in order to increase the understanding of leadership in social 

innovation projects; and to define what are the perceived characteristics that shape the 
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leadership style of a leader of financially sustainable social innovation projects. 

 

 Empirical findings vs twelve characteristics framework 

Step eight is a comparison between the empirical findings and the twelve leadership 

characteristics framework that was developed in the literature review as a result of embracing 

all the knowledge, skills, behavior, or emotional attributes described by the different 

leadership styles found in theory. As stated before, these characteristics are the minimal 

element of analysis of this study and the basis for the exploration of the empirical material. 

 

 Empirical findings vs clues regarding the leadership style in social 

innovation projects 

Step nine is a comparison between the empirical findings and the characteristics that were 

suggested in the theoretical framework as possible implications for the leadership of social 

innovation projects due to the challenges they face (identified because of their unique nature 

and the challenges identified in neighboring contexts such as leadership in projects and 

leadership in innovation).   

 

4.5.2.3. Leadership style of financially sustainable social innovation 

projects’ leaders  

Step ten is a recapitulation of the characteristics that shape the leadership style of leaders of 

financially sustainable social innovation projects after the several cycles of the analysis 

process categorizing and grouping the information in several templates; and combining both 

inductive and deductive reasoning. The results of step ten are the closure of the analysis 

process of this thesis and are very closely related to the research question, sub-questions and 

objective. 

 

4.6. Ethical Considerations 
 

Ethical issues have to be considered during the research process since they arise at a variety of 

stages such as the data collection, the analysis, the report and the diffusion of the information 

(Bryman & Bell, 2011, p. 122, Sekaran, 2003, p. 18, Saunders et al., 2009, p. 168, 188).  

Thus, it is important that the current thesis follows ethical guidelines for social science 

research. The ethical issues were considered regarding two domains:  First, an appropriate 

behavior regarding the rights of participants or people involved that could be expressed as a 

code of conduct when developing the research (Saunders et al., 2009, p. 183-184, Sekaran, 

2003, p. 17) and second, the use of literature to write the thesis.  

 

Regarding the behavior with the participants, before the interviews took place, the 

interviewees received an email with an overview of the research project; with a summary of 

how the thesis understood their project or organization in order to get their confirmation about 

its accuracy; and a description of the rights they had as interviewees including the request for 

some permissions (see Appendix 7). Additionally, the video or phone call interview started 

with a recapitulation of their rights and a confirmation of the permissions to assure clarity. 

The email expressed explicitly the description of the research and reinforced the participation 

was voluntary which means that without providing any explanation they could decide not to 

answer a question; or they could withdraw from the study at any time to ensure the thesis 

complied with the “informant consent”. Furthermore, in the email they were asked to express 

if they wanted to be anonymized (but they all preferred to use their real names) and also if 
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they allowed us to use the real name of their projects, as it would increase credibility and 

impact of the study and they happily agreed. Additionally, they were asked for permission to 

record the interview in order to assure an accurate analysis starting from their answers and 

they also accepted. Finally, the transcripts were sent to the respondents in order to assure they 

agreed with the interpretations of the researchers. With all these actions the thesis complies 

with the four ethical categories- harm to participants, lack of informed consent, invasion of 

privacy and deception stated by Diener & Crandall (1978, cited in Bryman & Bell 2011, p. 

128).  

 

Concerning the sources used to write the thesis such as academic journal articles, academic 

commentaries, textbooks, web pages and reports, they were all acknowledged by ensuring the 

proper referencing and citation using the guidelines of the Umeå School of Business in order 

to avoid any plagiarism.  
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5. Analysis and discussion of empirical material 
 

5.1. Presentation of participant projects and leaders 
 

Ten projects that met the selection criteria were included in the research. The following 

section provides a brief description of each one of them:  

 

 Two Fingers Brewing Co: The project is the operation and commercialization of a 

brewery that “gives back to the men that drink their beer” by raising awareness for their 

cause and using all their profits to charities to help fight the prostate cancer.  

 Visbuzz: The project commercializes a tablet computer that provides a simple one-touch 

option to make and receive video calls for people who are not able to use computers. The 

project allows fulfilling the emotional needs and enables digital inclusion for the isolated 

and lonely people.  

 Patient opinion: The project planned, implemented and operates an independent 

feedback platform (web and phone) that allows users (patients from health care 

organizations) to write their own stories, as well as allowing health care organizations to 

hear their feedback in order to increase the quality of the service.  

 Sticky board: The project designed, launched and operates a single space noticeboard 

that allows the building of sites and platforms for local organizations in order to help 

people connect with their community discovering what is going on around them and 

allowing them to start feeling part of their neighborhoods.  

 Homeless world cup Foundation: The project is based on a network of seventy 

international partner organizations that arrange an annual football tournament of homeless 

people. The organizations unite teams from countries all around the globe in order to 

improve the lives of homeless people by providing access to professional services they 

need such as education, employment, health or legal advice.  

 Ruby Moon: The project allows the online sell of swimsuits designed by the founder. All 

profits are donated to a micro-loan (lendwithcare.org) to help women entrepreneurs in the 

developing world in the launch of small businesses in order to reduce poverty and 

empower women through employment and the generation of income. 

 Signpost Recovery: The operation of the project implies a doorstep access 

community addictions-service that has expanded their portfolio to include family support, 

custody arrest referral, and a change fund that aims to control, reduce or cease alcohol and 

drugs use to reduce risks to health and well-being.   

 Agoriad: it is a company that supports disadvantaged and disabled people, offering 

employment and training possibilities. The project implies providing recruitment, 

placement and training services that seek the best opportunities for the target group and 

match these with appropriate skill development. The placements are usually in contracts 

for the government, or in one of the companies run by Agoriad (three Cafes, and a water 

plant), as well as in outside companies with whom the project has partnerships. The 

government contracts, the water plant and the Cafes are also means of generating direct 

income. 

 NOSCA:  it is a company that delivers childcare and early education across three centers 

for children and families living in Caithness, Highland. The project provides underpinning 

services and products that meet the need for affordable, accessible, high quality childcare 

and early education. 
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 On purpose: An organization that recruits and works with some of the UK’s best 

professionals at an early point in their career to grow the next generation of social 

enterprise leaders who will promote the power of business for doing good and assure an 

evolution of the field in the long-term. The selected associates participate in a full-time 

leadership program  that combines paid work placements with weekly training, coaching 

and mentoring. 

 

Table 7 introduces the formal leader that was interviewed in each project. In the case of the 

Homeless World cup two persons were interviewed as they both offered collaboration; met 

the criteria and are leaders from two different fields in the organization and Table 8 presents a 

summary of the basic information regarding project size, project industry, organization type 

and social cause of each of the ten projects selected and For more information about each 

interview regarding its duration, channel, overall impression of the researchers, and other 

details see Appendix 8.  

 
Interviewee Position Company – Project 

Matt Sadler Co-Founder Two Fingers Brewing 

Harriett Harman Chief Engagement Officer  Visbuzz 

James Munro CEO Patient opinion 

Thomas Sweetman Cofounder - Managing Director  Sticky board 

Zakia Moulaoui International Partner Development Homeless world cup 

Mel Young President & Co-Founder Homeless world cup 

Jo Godden Founder - Managing Director  Ruby Moon 

Norrie Moane lead officer  Signpost 

Brace Griffiths Director Agoriad 

Rachel Cox Managing Director NOSCA 

Tom Rippin CEO On Purpose 

Table 7 - Formal leader interviewed 

 

 
Company - 

Project 
# 

employees 
Industry Social purpose Type  

1 Two Fingers Brewing 7 Brewing Tackle prostate Cancer social enterprise - Nonprofit 

2 Visbuzz 3 Technology Reduce Loneliness Public Company 

3 Patient opinion 15 Technology Improve the health services  Nonprofit 

4 Sticky board 4 Technology Strengthen Communities social enterprise 

5 
Homeless world cup 

Foundation 
3 Sports Reduce Homeless Nonprofit - Foundation 

6 Ruby Moon 2 Fashion  
Reduce poverty and 
empower women  

Social enterprise registered as 
community interest company  

7 Signpost 42 Health 
Reduce community 
addictions 

 company limited by guarantee 
(Nonprofit), charity and a social 
enterprise. 

8 Agoriad 42 
Placement / 

Services 
Empower disabled people 

charity (subsidiaries are social 
enterprises) 

9 NOSCA 36 Childcare Early education low cost 
social enterprise a company 
registered by guarantee but is also 
a registered charity too.  

10 On Purpose 5 Placement  
Bring talent to Social 
Innovation 

company limited by guarantee 
(non-profit) 

Table 8 – Basic information of projects selected 

https://www.linkedin.com/vsearch/p?title=Chief+Engagement+Officer&trk=prof-exp-title
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5.2. Organizing the empirical material 
 

5.2.1. Challenges faced by the leaders of social innovation projects as 

developed in interviews 

This section presents the results of the step six of the analysis process and it contains the 

challenges found in common among the respondents (and presented in the simplified 

template). To facilitate the reading the challenges will maintain the codes introduced in 

chapter four. Additionally, the analysis introduces the implications in terms of characteristics 

of the leader as suggested by the interviewees’ answers when asked how they overcome these 

challenges.  

 

SCA) No formal authority:  

The leaders mentioned that in their experience there are not very hierarchical structures within 

the financially sustainable social innovation projects they lead; in the contrary, they 

mentioned a kind of equalitarian and flat structure in which every person contributes from 

their own skills (Matt Sadler; James Munro, Thomas Sweetman; Tom Rippin). As James 

Munro stated: “It is an informal organization (…) we always wanted it like that so that’s how 

we do it, it’s always been run a bit like fashionable among academics it is a lot flatter 

hierarchy”. Additionally, the organizations were described more as partnerships in which the 

leader has not formal authority (Matt Sadler; James Munro; Thomas Sweetman; Tom Rippin). 

As was reinforced by Thomas Sweetman: “the organization (…) became less hierarchical 

and became much more of a partnership (…) if I would have to describe it right now it’s a 

partnership between people, between kind of the core team (…) we also became a lot more 

focused on (…) our particular strengths”. According to the interviewees, they respond to this 

challenge by having the ability to build and maintain relationships among the team (Thomas 

Sweetman; Rachel Cox; Tom Rippin).  

 

SCB) Allowing innovation while maintaining the vision:  

The respondents mentioned that as leaders they are constantly facing the need to balance on 

one hand, the need of welcoming and fostering the generation of new ideas and on the other 

hand, making sure that the new ideas are aligned to the project vision and mission (Matt 

Sadler; Harriet Harman; James Munro; Thomas Sweetman; Norrie Moane; Rachel Cox; Tom 

Rippin); as explained by Harriet Harman:“People are generating ideas at different levels. 

Most of the ideas that people are generating are about improving the effectiveness or the 

efficiency of that particular part of the organization. (…) We typically have a debate; you 

have to test that idea (...) How close is it to our core mission?”. The participants indicated 

that in order to be successful when balancing the constant innovation and the vision they have 

characteristics closely related to idealized influence (Matt Sadler; Harriet Harman; Brace 

Griffiths; Rachel Cox; Tom Rippin) and being open to new ideas (Rachel Cox; Harriett 

Harman; Matt Sadler; Norrie Moane). 

 

SCC) Pursuing a social purpose while generating income:  

Another challenge faced by the respondents is that they aim to deliver a social benefit for 

society as whole (Harriet Harman) but at the same time they need to be financially 

competitive to survive among other companies (Matt Sadler). This means that they juggle 

with economical return and social impact because their goal is to solve a social problem in a 

way that is economically viable (Thomas Sweetman; Jo Godden). In addition, social 

innovation projects need to be impactful but they cannot do it without money as clarified by 
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Mel Young: “they have to go together (social benefit and profit). It is very important. You 

can have an organization which is very strong in social activity, but if it is not sustainable (...) 

and the other extreme is that you have a very rich organization that has forgotten what its 

purpose is. So you have to get a balance between getting the right funding mechanisms”.  

 

Social innovation projects need to be financially sustainable in order to be able to operate and 

have the expected impact on the social need they aim to solve (James Munro; Thomas 

Sweetman; Norrie Moane; Thomas Griffiths; Rachel Cox). As it was clarified by James 

Munro when he stated that: “our major goal is that we can continue to operate so we have to 

be financially sustainable and beyond that the only thing we are really aiming for is that we 

continue to grow and have more impact on health systems and a lot of more service users to 

share their stories”. 

 

Additionally, even when social innovation projects have the right business model, leaders are 

forced to continuously make tradeoffs when dealing with economic and social targets (Tom 

Rippin; Brace Griffiths). As Brace Griffiths explained: “We’ve had some opportunities which 

would bring us cash but won’t necessarily help our clients so we don’t bid on them. I’m not 

sure if it is a wise decision business-sense but we are at the board keen to keep doing what we 

are set-up to do, so we have those debates when things come forward, (…) we don’t take a 

step which isn’t right”. This implies that leaders use their business tools in order to remain 

competitive without forgetting the social need (Tom Rippin; Brace Griffiths; Norrie Moane; 

Rachel Cox); as Tom Rippin added: “You have to understand the commercial way of how the 

organization works but you also have to understand the problem that you’re trying to solve”. 

This implication will be developed in the characteristic SC10-Ability to use business tools 

and understand social need.  

 

SCD) Barriers to enter the market:  

This challenge refers to barriers to enter and survive in the market (mentioned by Matt Sadler; 

Harriet Harman; James Munro; Thomas Sweetman). From the interviews, two main barriers 

were identified: As a first barrier, leaders from financially sustainable social innovation 

projects have to compete with products and services provided by companies that have a 

financial aim (Matt Sadler; Harriet Harman) and with initiatives that don’t have delivering a 

social impact as a goal (James Munro). As Matt Sadler exposed: “the big thing for us is that 

you need to be able to compete toe to toe with commercial projects basically but have an 

extra social benefit on top”. This has an impact on the leader’s characteristics as they are 

forced to create strategies and set the vision for the project (Matt Sadler; Harriett Harman; 

Brace Griffiths; Rachel Cox; Tom Rippin) by using their business tools to keep ahead of the 

market (Brace Griffiths). These responses to the challenge are closely related to the 

characteristics of idealized influence and ability to use business tools and understand social 

needs, respectively.  

 

The second barrier is related to getting the funding to operate. The respondents expressed how 

this type of projects often struggle to find funding (Harriet Harman; James Munro; Thomas 

Sweetman; Mel Young; Brace Griffithns; Rachel Cox; Tom Rippin), as well as how they 

struggle to generate income either through government funding contracts or through their own 

activities, in order to find reserves of cash so they can invest in their own projects (Brace 

Griffiths). Some respondents pointed out that sometimes the difficulty to find funding is 

reinforced because sponsors don’t understand how the business models work, and therefore 
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they need the ability to raise awareness for their cause and explain their business model 

(Zakia Moulaoui). In addition, they mentioned that when projects receive money from the 

government they can face a reduction of the budget every year, which forces them to be more 

innovative, and to use their business skills and tools to find new solutions and search for 

alternatives (Rachel Cox). As a final difficulty, they mentioned that because investors are not 

aware that financially sustainable social innovation projects can and are expected to 

simultaneously make money and solve a social issue, the leader needs to show evidence of the 

social impact as a response to this challenge (Tom Rippin). 

  

SCE) Start-up environment:  

As most of the leaders have been present from the start of the implementation of the projects 

they explained that their projects at the beginning operated like start-ups. This challenge 

implies that the project may not be completely defined when it started (James Munro; Zakia 

Moulaoui; Mel Young; Harriett Harman; Matt Sadler) and an overload of roles and 

responsibilities in few persons (Norrie Moane; James Munro; Tom Rippin; Mel Young; 

Rachel Cox; Thomas Sweetman) . Mel Young explained this is common when passing from 

the idea to implementation. As James Munro pointed out: “The aims were not very well 

defined at the beginning, we just wanted to make it possible for people to put their experience 

with healthcare online. (…) We were not sure how to do it so, honestly, it has been evolving 

ever since”. The implementation and operation implies a constant changing, a continuous 

development (James Munro; Thomas Sweetman; Mel Young; Norrie Moane), and a learning 

process (Zakia Moulaoui; Mel Young; Rachel Cox). In fact, according to the respondents it 

took a long time before the project became financially sustainable and produced benefits 

(James Munro; Rachel Cox; Thomas Sweetman; Tom Rippin). As James Munro suggested: “I 

think there are big challenges to produce any change (…) how long it takes for you to become 

interested in what you’re doing and to trust:…it seems to take very very long”. 

  

In some occasions the leaders defined that they perceive themselves as entrepreneurs (Mel 

Young; Norrie Moane) in the sense that they are always looking for opportunities of 

innovation and for taking risks (Mel Young; Norrie Moane; Rachel Cox; James Munro) and 

they are prepared to tolerate high uncertainty (James Munro; Thomas Sweetman; Tom 

Rippin) which is closely related to what will be defined as the characteristic of SC4 - 

flexibility.  

 

 

SCF) Manage a wide network of stakeholders while maintaining autonomy:  

A common challenge that was mentioned by all the interviewees is the need for social 

innovation projects’ leaders to work with a core team and a network of people around them. 

As Jo Godden noted: “the role of the partners is also crucial. It is really difficult if you are by 

yourself, it is really lonely”. The respondents pointed out they work within a diverse team of 

people (Matt Sadler; Norrie Moane; Rachel Cox), working in alliance with a group of partners 

with different agendas and expertise in various fields that provide support, investment, 

services or advice and allow the project to develop (Matt Sadler; Harriett Harman; James 

Munro; Thomas Sweetman; Zakia Moulaoui; Mel Young; Brace Griffiths; Rachel Cox; Tom 

Rippin) in order to deliver a bigger social impact (Mel Young; Norrie Moane). However, they 

need to be extremely cautious with the agreements they make and the partners they choose 

because they could imply the loss of certain autonomy (James Munro; Thomas Sweetman). 

As James Munro explained when recalling what would have happened if they had joined the 
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health care system: “If you become part of the health care system then you have a lot of 

constraints and I think we wanted freedom”. This challenge implies from the leader 

characteristics such as team development and the ability to build and maintain relationships 

with their partners. Hence, as financially sustainable social innovation projects imply a wide 

range of stakeholders, leaders deal with different people that they have to involve. As Tom 

Rippin indicated: “I think you may have to be able to take a wider view and deal with a wider 

range of stakeholders than in a commercial setting. More different types of people that you 

have to engage and persuade”.  

 

5.2.2. Characteristics that shape the leadership style of the leader of 

social innovation projects as developed in the interviews  

This section presents the results of the step seven of the analysis process and it contains the 

characteristics found in common among the respondents (and presented in the simplified 

template). To facilitate the reading the characteristics will maintain the codes introduced in 

chapter four.  

 

 

SC1) Ability to build and maintain relationships:  

This characteristic refers to the ability to create and preserve relationships both within the 

project team and with the external partners or actors in the project (those that are affected by 

or that affect the project), embracing all the project stakeholders. This characteristic is the 

result of merging two of the characteristics in the broader template: team development 

(defined in the literature review and found in the respondents) and the ability to build and 

maintain relationships (mentioned by most of the respondents). The first one refers to the 

ability to build camaraderie, involving employees, promoting harmony, encouraging the team 

and being a team worker; the second one refers to generating and keeping constructive 

relationships which involves understanding the persons involved, diplomacy and negotiation 

skills.  

 

According to most of the interviewed, team development is a characteristic they perceive in 

themselves. This is related to their ability to create an atmosphere of respect in which people 

work on their own strengths and cooperate to each other; an open-doors culture (Thomas 

Sweetman; Rachel Cox; Tom Rippin) that promotes the communication with all the staff to 

make sure they know what is happening  (Brace Griffiths; Rachel Cox). As Rachel Cox 

claimed: “We are a transparent organization. We share information with the staff. We like 

them to be fully involved with everything that is going on in the company” or as Thomas 

Sweetman stated: “I definitely think that you have to have good relationships with the people 

that you are working with. They are those that do it on their own, I was one of them briefly, 

and that’s very brave, but as soon as you can, get yourself some help!!”. 

 

This is also related to providing team members the opportunity for discussion related to the 

business direction and to generate new ideas (James Munro; Zakia Moulaoui; Rachel Cox); 

involving followers in the decision making process and making sure that everyone 

understands the decision that will be taken (Matt Sadler; James Munro; Rachel Cox). This 

characteristic was so evolved in the interviewed leaders that they mentioned they felt moving 

forward and growing as a team (Matt Sadler; James Munro; Thomas Sweetman). As Matt 

Sadler described evidencing his perception of himself as a team worker: “Exactly, I feel a real 

personal responsibility in terms of having gotten us this far and in terms of keeping us going 
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as far as we can go”. Additionally, they make their teams know that they are the right people 

to drive the project (Matt Sadler; Mel Young) and they are interested in developing their skills 

(Harriett Harman; Norrie Moane).  

 

According to the respondents, building and maintaining relationships is crucial to their 

projects due to the considerably big amount of stakeholders they deal with (Matt Sadler; 

James Munro; Zakia Moulaoui; Norrie Moane; Brace Griffiths; Rachel Cox; Tom Rippin). As 

James Munro argued: “I think the only thing you probably need is a community of people 

around you. You need to be able to make connections with people because I don’t think you 

can do it on your own. You cannot do it in a small team unless you are widely connected with 

a lot of other people because you probably need supporters within the (…) formal system”. 

This implies certain behaviors from the leader such as diplomacy (Zakia Moulaoui), clear 

communication, building trust (Norrie Moane; Matt Sadler; Zakia Moulaoui; Mel Young; 

Rachel Cox) and recognizing the contribution of each partner (Brace Griffiths; Matt Sadler). 

As Matt Sadler explained: “Partnership is about customer relationships and is being in touch 

with people letting them know how it's going. Being grateful to them and then we always take 

care of mentioning our partners on press releases and things like that so that they feel like 

they are getting something out of it”. Additionally this implies from the leader collaboration 

in both a strategic level and on an operational level (Brace Griffiths) and being careful on who 

you choose as partner (Jo Godden; James Munro; Thomas Sweetman).  

 

This characteristic comes with some advantages such as attracting volunteers interested on 

helping out by their engagement with the cause (Thomas Sweetman; Zakia Moulaoui); having 

a constant flow of ideas with the staff and the partners (Rachel Cox; Griffiths); sharing skills 

(Rachel Cox), and such a close-relationship that leaders are open to co-creation as Mel Young 

pointed out: “the upside is that if it works (having a big network) then you have built 

something with a hugely strong foundation because it is built on trust and built on the 

relationship between the people. Sometimes when people are looking at the organization say 

it is like a family and you know strong families are kind of almost unbreakable”.  

 

 

SC2) Idealized influence:  

This characteristic was derived from the literature review and was present in some of the 

respondents. It implies the leader’s ability to behave as a role-model, building trust, 

influencing others and setting the vision, believing in it, making it clear and shared. This was 

evident in the respondents’ answers as they mentioned they have a strong relationship with 

the followers based on trust (Norrie Moane; Brace Griffiths) in which everyone has an 

opinion and everyone shares their views (James Munro). In fact, in one of the stories of the 

respondents (Tom Rippin) it was evident he is seen by his followers as a role model as he 

regularly gets asked how to get as far as he has gotten. 

 

Additionally, they mentioned they set the vision and the direction of the project creating 

strategies by looking into the future and identifying the internal gaps that the company has 

(Matt Sadler; Harriett Harman; Brace Griffiths; Rachel Cox; Tom Rippin). As Brace Griffiths 

indicated: “My role is looking at this strategy for the business. Where are we going? what is 

the economic climate? how do we work with the economic life to make sure the company is 

sustainable?, (…) we can develop new products and services and we can be profitable. So it 

is providing that direction to the company and senior management”.  
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Furthermore, the respondents strongly believe in the vision and know where they are going 

(Harriett Harman; Jo Godden; Brace Griffiths; James Munro). As noted by James Munro: 

“You have to have a strong belief in the goal; in the direction that you are traveling in order 

to keep moving forwards. You have to have quite a strong belief in it, you have to have kind of 

a big picture of what you’re trying to get to”. Besides, the vision is shared with the team in 

order to assure everyone is working towards a common goal (Matt Sadler; Harriett Harman; 

James Munro; Mel Young). As Mel Young claimed: “It is important to communicate well 

and I think that being able to articulate a clear vision that other people can join into is key to 

be an effective leader of Social Innovation Projects”.  

 

SC3) Self-awareness of the leader:  

This characteristic is the combination of self-awareness of the leader (found in the literature 

review and present in the answers of the respondents) and the ability to apply own skills to 

solve a social need (mentioned by the interviewees). The first one refers to emotional 

resilience, self-conscientiousness and intuitiveness; and the second one refers to being able to 

assess which of their competences or skills could be of use when tackling a social issue; 

which is, to a certain extent, an application of the self-awareness, and justifies the merge into 

one characteristic.  

 

According to the respondents they are open to themselves in order to know their own skills, to 

know what they are able to do and what the need to improve (Thomas Sweetman; Matt 

Sadler). As Thomas Sweetman explained: “I think the key to all of it is self-awareness and 

applying that self-awareness to what you really want to do; to where you feel you can make 

the best contribution. I think the first thing is to be open to yourself about what your desires 

are, and what strengths you have, and what the actual opportunities are for you in your 

current circumstances: what are the ones that you can take advantage of?, or do you need to 

do some work to create new opportunities that you can take advantage of?”  

 

Additionally, the leaders are aware they cannot do it on their own; that they need to be widely 

connected to other people (James Munro; Brace Griffiths) and they build and implement their 

social innovation projects based on their own existing skill-set (Matt Sadler; Mel Young; Jo 

Godden; Brace Griffiths). As Jo Godden stated: “I wanted to do something good when I got 

out of that particular world and I wanted to combine my skill set when doing some good”. In 

fact, Matt Sadler reinforced: “I’ve always believed very strongly that you should just try to 

use the skills you got to make a positive difference in the world”. For instance, in the cases 

where the leaders had their job in a financially sustainable social innovation project as a 

second job, many would have a similar role in their day-job allowing them to give a social 

purpose to what they do best (this is the case of Matt Sadler and Brace Griffiths). 

 

SC4) Flexibility:  

Flexibility is a characteristic that combines open-mindness of the leader (found in the 

theoretical framework and in the respondents) and the skill to adapt and be flexible 

(mentioned by the respondents). The first part includes innovative, risk taking, creative, open-

minded behaviors; while the second one implies the ability to adapt to a changing 

environment and to tolerate continuous changes, high risk and uncertainty. These two 

characteristics were merged because the respondents would usually refer to both of them 
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together and because open-mindness after all requires flexibility from the leader regarding his 

own thoughts. 

 

This was evident in the responses of the interviewees as some leaders mentioned they are 

open to new ideas and provide a culture that supports them throughout the project from 

inception to delivery (Rachel Cox; Harriett Harman; Matt Sadler; Norrie Moane). They also 

mentioned that in some cases the project was not very clear at the beginning (James Munro; 

Mel Young); that the implementation implied a constant evolution, a lack of rigid plans 

(James Munro; Thomas Sweetman; Mel Young; Moane) and in some cases a re-definition on 

the way (James Munro; Norrie Moane; Thomas Sweetman; Mel Young). As Norrie Moane 

suggested: “we realize that in an age in which you have to keep changing to keep relevant… 

If you want to keep being the best at what we do then we need to keep up to date and we need 

to change our plans”.  The respondents also emphasized it is a learning process (Zakia 

Moulaoui; Mel Young; Rachel Cox) within an environment of high risk and uncertainty 

(James Munro; Thomas Sweetman; Tom Rippin) as Thomas Sweetman pointed out: “You 

tend to have a lot more change on a regular basis than any other occupation in that regard, 

so I think things do change, but I think that’s why having a strong team really helps you”. 

James Munro supported this idea when saying: “Most the people that I know, they want to 

improve things within their own but they don’t want to innovate. And I think to run a social 

innovation project is a very risky thing so you have to be prepared to tolerate the high risk 

and uncertainty”. 

 

SC5) Delegation – Freedom:  

According to the information collected in the interviews, leaders of social innovation projects 

empower people and promote ownership of the project among the followers (Rachel Cox; 

Norrie Moane); providing freedom to take some decisions (Matt Sadler) and allowing 

followers to work independently (Tom Rippin). Furthermore, leaders are conscious that in 

order to deliver the expected impact being able to delegate and share the workload is key (Mel 

Young; Thomas Sweetman; Harriett Harman; Rachel Cox). For instance, Harriet Harman 

explained that: “to deliver the project we kind of divided and conquer in order to make sure 

we are doing what we should be doing” and Mel Young suggested: “To be an effective leader 

of social innovation projects you have to delegate; you have to attract people around you.”. 

Furthermore, respondents revealed they are aware that, as leaders, they cannot be everywhere 

(Norrie Moane). 

 

SC6) Intellectual stimulation:  

This characteristic refers to creating constructive transactions, rewarding and praising the 

work done by the team members and challenging both them and the process. This 

characteristic was evidenced in the responses of the participants as they constantly mentioned 

their engagement with developing their followers professionally (Norrie Moane; Brace 

Griffiths; Jo Godden; Thomas Sweetman), with giving them access to learning opportunities 

(Jo Godden; Norrie Moane) and other recognitions to validate their work and show the 

relevance of the role they have (Norrie Moane; Jo Godden; Thomas Sweetman). As Norrie 

Moane said:“it’s having that sort of sparkling people (…) they are kind of solution focused, 

they are recognizing problems, they come for your support but they have got an idea in place 

and they just need that reassurance to their brilliancy and maybe even give them some 

resources so they can do it”. Some of the other recognitions could be monetary bonuses 
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(Norrie Moane), time-off if targets were achieved before time (Thomas Sweetman); or 

favorable references for the job well-done (Jo Godden).  

 

SC7) Individualized consideration:  

This characteristic refers to the ability of valuing individuality, engaging communication with 

the followers; helping, coaching, empowering others, developing others; as well as providing 

and being open to feedback. This was evidenced in the leaders when they mentioned how they 

follow-up and organize individual meetings (Harriett Harman; Jo Godden), how they promote 

followers to feel involved, well informed (Norrie Moane; Rachel Cox) and encouraged to be 

themselves (Rachel Cox). In fact, they are open to feedback from followers and they consider 

themselves as approachable (Zakia Moulaoui; Norrie Moane; Rachel Cox; Thomas 

Sweetman). As Norrie Moane stressed: “I like the communication, as I said, to come from 

both ways so we have the ability of team developing so if you see something that you come 

across and we can do differently then you let us know (…) we’re trying to establish this open 

communication and make a more custom environment”.  

  

Furthermore, the leaders make sure people are supported (Norrie Moane; Rachel Cox; Tom 

Rippin) and that the mistakes are seen as improvement opportunities (Harriett Harman; 

Rachel Cox; Tom Rippin). As Rachel Cox supported: “It is about the relationship. It is not 

about who is right and who is wrong”. The leaders also mentioned that they constantly made 

followers understand how they fit in the project as a whole (Harriett Harman; Tom Rippin) 

and adjusted gradually the roles so they fit better with the person’s skill-set (Thomas 

Sweetman) while developing them and allowing them to grow (Harriett Harman; Norrie 

Moane; Brace Griffiths). In fact, some leaders even mentioned they had more of a mentor role 

(Norrie Moane) and some of them referred to their followers in the interview by their first 

name (such as: James Munro, Rachel Cox; Thomas Sweetman; Harriett Harman; Tom Rippin; 

Jo Godden). 

 

SC8) Motivated by Emotional Reward:  

This is a characteristic derived by the empirical material and is the only characteristic that all 

the respondents, without any exception, mentioned during the interview. Some of them 

mentioned a motivation by something different than money (Jo Godden; Zakia Moulaoui; 

Mel Young; Matt Sadler; Harriett Harman; Brace Griffiths; Rachel Cox). As Rachel Cox 

claimed: “I think the motivation is different, because you obviously, are not motivated 

financially but motivated by a social need (…) you have a conscience about the problem as 

well as how wonderful it is when you start seeing the rewards in social innovation, which are 

different as well”. Also, Mel Young stated: “we don’t want to make huge profits. Our profits 

are about change and then all we actually require is people to change their lives, so our long 

term aim is not to exist”. 

 

The leaders all mentioned an emotional reward in the sense that the support from people and 

the passion for what they are doing encourages them and the followers to continue (Matt 

Sadler; Harriett Harman; Thomas Sweetman; James Munro; Zakia Moulaoui; Mel Young; Jo 

Godden; Norrie Moane; Brace Griffiths; Rachel Cox; Tom Rippin). As James Munro 

explained: “One of the things that keeps encouraging us, that gives us energy to continue is 

when we get that support of people within the formal healthcare system when they say “you 

know we really like it, it’s helping us” (…) they are getting benefits, they can see the value, it 

must have some value, so it’s worth continuing”. In fact, most of them mentioned they feel 
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they are doing something positive for the world (Matt Sadler; Harriett Harman; James Munro; 

Zakia Moulaoui; Mel Young; Jo Godden); increasing their levels of satisfaction. As Matt 

Sadler expressed: “we feel like we're making a real difference. So yeah, it is exciting!”. 

 

SC9) Awareness of social need- personal motive:  

This characteristic was a result of the collection of empirical material. It was noticeable that 

all the interviewed leaders of financially sustainable social innovation projects had a strong 

social awareness; and that some of them showed evidence of this from their early career (such 

as: James Munro; Mel Young; Harriett Harman). As Mel Young indicated: “I always have 

been someone that really dislikes inequality. And so when I was a younger student you know I 

was involved in campaigns (...) I think also in Scotland where I am from there is a kind of 

core value which is around fair, fairness and that world within another world that is called 

community”. According to the respondents this social awareness is gained through personal 

experiences or situations from people that are close to them (such as: Matt Sadler; Thomas 

Sweetman; Zakia Moulaoui; Jo Godden; Brace Griffiths and Tom Rippin). For instance, Jo 

Godden explained: “basically in the back of my life all that time I was unhappy of what I saw 

around me in terms of working conditions in that industry. And even though I was supposedly 

working in the “stage of the art” facilities the people working in manufacturing they had no 

life you know it is not a pleasant experience. So I wanted to do something good when I got out 

of that particular world, and I wanted to combine my skill set when doing some good”. 

 

SC10) Ability to use business tools and understand social need:  

The leaders of social innovation projects revealed they have a lot of passion for what they do, 

they love their jobs and they believe in the outcome they are working towards (Harriett 

Harman; Thomas Sweetman; Mel Young; Rachel Cox). As Mel Young reported: “people are 

passionate about what they do (leading social innovation) (…) somebody from the big 

companies may work hours and hours and take the entire work home with them (…) someone 

from the social sector may do the same number of hours, etc. But the difference is that the 

outcome is very very important so it may be about tackling some health problems or 

environmental problems or tackling homelessness or poverty”. 

 

This passion makes them even more aware of the social need and triggers in them a need to 

understand it. In fact, the respondents mentioned they need to understand both the commercial 

model (how the organization/project works) but also the social problem that the project is 

trying to solve because they are still businesses that need to be effective and make enough 

money to maintain their operation (Tom Rippin; Brace Griffiths; Norrie Moane; Rachel Cox). 

As Brace Griffiths argued: “I mean, once we are trying to do good things for people we are 

still a business. We have to behave like a business and by all means we have to keep ahead of 

the market, we can’t keep ahead of the market but keep in touch with the market and with 

what is going on”. This implies that the leader has to be able to understand the problem and 

direct its activities as a business as well (Brace Griffiths) in order to have both a social 

innovation project that the community values; and that has a market. For instance, Agoriad 

has two subsidiary companies in order to treat them differently in terms of accounting and 

taxation as part of the strategy to make the project financially viable. 

 

SC11) Ability to show evidence of social impact:  

This characteristic was also found due to the empirical material collected. The leaders 

mentioned often that being able to gather and present evidence of the social impact was a 
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constant need and an activity they had to be able to do (Thomas Sweetman; Mel Young; 

Godden; Norrie Moane; Tom Rippin); either to fulfill regulations due to their type of 

enterprise (Jo Godden) or to attract investment (Norrie Moane; Thomas Sweetman; Tom 

Rippin). They also mentioned it as something complex and demanding because social impact 

indicators are not very clear or well known. As Tom Rippin explained: “Other things that are 

potentially difficult I think are being able to measure your impact. So obviously, if you are a 

traditional company, you just have to measure your traditional financial bottom line. If you 

are social innovation you have to measure your social impact and your financial impact and 

that makes it much more complicated but also more difficult because it is not known how to 

measure your social impact very well”. 

 

SC12) Ability to raise awareness of their cause and explain their business model: 

This is a characteristic that combines two topics mentioned by the respondents and that were 

initially thought as different: the abilities of raising awareness for their cause and explaining 

their business model. However, after analyzing the results of the categorization of the 

interviews into the broader template it was evident that the topics were closely related and 

that the respondents would tend to mention them together (implicitly or explicitly).  

 

Regarding the first one, in contrast to a traditional project, financially sustainable social 

innovation projects require from the leaders the ability to raise awareness for their cause as a 

whole and not just about their business (Matt Sadler; Harriett Harman; James Munro; Zakia 

Moulaoui; Jo Godden; Brace Griffiths; Tom Rippin). This can happen because the social 

problem is not well known (Harriett Harman; Jo Godden) or because there are certain 

stereotypes that would block the development of the project (Zakia Moulaoui; Mel Young; 

Brace Griffiths). As Brace Griffiths suggested: “there is a lot of prejudice and 

misunderstanding about people with learning difficulties. Some people think that they are 

stupid and they can’t do anything, and most of them are pretty good people who are very 

loyal and committed and, if you design the right job for them, they will do it every day”. This 

has implications to the leaders as they have to develop this ability and also engage on 

activities such as being extremely active in social media and as attending to the right events to 

lobby for their cause or their business model (Matt Sadler; Harriett Harman).  

 

Regarding the second one, the respondents mentioned they needed the ability to explain what 

they are doing and how it generates a positive social impact (Zakia Moulaoui; Brace Griffiths; 

Harriett Harman; Matt Sadler; Mel Young; Norrie Moane; Tom Rippin); and in addition, an 

ability to sell it to each stakeholder as something that will bring benefits for them as well 

(Harriett Harman; Matt Sadler; Norrie Moane; Tom Rippin). As Norrie Moane explained: 

“We try to demonstrate to the public that for every pound spent in our achievement we are 

saving so much in costs of prisons, health, police. At the moment we can estimate that for 

every pound spent, Scotland saves four pounds in associated costs in terms of criminal 

justice, jails, police, the communities, child protection, social work; but we have to keep 

demonstrating that we are a good investment on behalf of the public, cause you can imagine 

public don’t see spending money in drugs and alcohol as a key priority”. This was also 

reinforced by Tom Rippin who said: “social enterprise in average will be operating in a 

space where there is a market failure so you have to explain to people why it is going to work 

(…) you have to persuade people that you can make some money or at least enough money to 

survive ultimately, but also that you will have a social impact”  
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5.3. Comparing the empirical material with the theoretical framework   
 

5.3.1. Empirical findings vs twelve characteristics framework  

This section is the result of the eighth step in the analysis process and it will compare the 

twelve leadership characteristics framework (with a mention to the main authors and styles 

that mention each characteristic) with those found in the answers of the respondents. It is 

important to mention that only the most relevant authors in literature will be mentioned but 

that a complete review can be found in chapter three and appendix 3. From the initial twelve 

characteristics only five were evidenced in the empirical material collected in this study. 

These are idealized influence, self-awareness of the leader, delegation – freedom, intellectual 

stimulation and individualized consideration. Additionally, two characteristics were revealed 

by the respondents but, as explained before, were grouped into broader categories; these are 

team development (included in the ability to build and maintain relationship) and open-

mindness of the leader (included in flexibility). These characteristics were found in different 

styles mentioned by several authors as indicated in the theoretical framework. For instance, 

idealized influence is a shared characteristic of the transformational style (defined by the 

visionary school and authors such as Bass, 1985 cited in Northouse, 2013 and in Müller & 

Turner, 2007); the visionary style (defined by the emotional intelligence school and authors 

such as Goleman, 1995 cited in Müller & Turner, 2007), the entrepreneurial style (defined by 

authors such as Covin & Slevin, 1988, p. 218-219, p. 223), the goal oriented style and the 

involving style (both defined by competency school, Dulewicz & Higgs, 2003, 2005); self-

awareness of the leader is a characteristic mentioned by the transformational style (defined by 

the visionary school and authors such as Bass, 1985 cited in Northouse, 2013 and in Müller & 

Turner, 2007), the democratic style (defined by emotional intelligence school and by authors 

such as Goleman, 1995 cited in Müller & Turner, 2007), and by all three styles defined by the 

competency school – goal-oriented, involving and engaging (defined by Dulewicz & Higgs, 

2003, 2005); delegation – freedom is a characteristic present in the delegating style (defined 

by the situational approach and authors such as Blanchard et al., 1985 cited in Northouse, 

2013 and in Müller & Turner, 2007); the coaching style (defined by the emotional intelligence 

school and authors such as Goleman, 1995 cited in Müller & Turner, 2007) and the engaging 

style (described by the competency school,  Dulewicz & Higgs, 2003, 2005); intellectual 

stimulation is a characteristic present in the supporting style (defined by the situational 

approach defined by authors such as Blanchard et al., 1985 cited in Northouse, 2013 and in 

Müller & Turner, 2007) and the transformational style (defined by the visionary school and 

authors such as Bass, 1985 cited in Northouse, 2013 and in Müller & Turner, 2007); and 

finally, individualized consideration is a characteristic found in the country-club management 

style (Blake & McCanse, 1991 cited in Northouse, 2013), the supportive style and the 

participative style (both defined by the path-goal theory in House, 1971 cited in Northouse, 

2013), the coaching and supporting style (both defined by the situational approach defined by 

authors such as Blanchard et al., 1985 cited in Northouse, 2013 and in Müller & Turner, 

2007),  the transactional and transformational styles (both defined by the visionary school and 

authors such as Bass, 1985 cited in Northouse, 2013 and in Müller & Turner, 2007); the 

visionary style, the coaching style, the affiliative style and the democratic style (all four 

mentioned by the emotional intelligence school by authors such as Goleman, 1995 1995 cited 

in Müller & Turner, 2007), and the engaging style (described by the competency school,  by 

Dulewicz & Higgs, 2003, 2005).  
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From the initial framework of twelve leadership characteristics there were three that were 

identified in the answers of very few respondents such as traditional control - order – 

transaction, focus on results and rules setting. This might be related to a personal conduct of 

the leader and it can be explained by the variety of sizes of the participant projects, as some 

interviewees made evident that a more stable stage of the project could require more structure 

(Tom Rippin; James Munro). Additionally, there were two leadership characteristics that were 

not revealed by any of the participants of the study, these are inspirational motivation and 

non-leading behaviors. The later, was thought could be related to having chosen the leaders as 

the informants of their own leadership characteristics, but the former required a deeper 

analysis. After a careful consideration and interpretation of all the empirical material collected 

two ideas supported the lack of answers regarding this characteristic: the first one, as 

inspirational motivation refers to inspiring, motivating and encouraging the followers, it was 

unlikely to find it as a characteristic perceived by the leader but rather as a characteristic that 

the follower would identify; the second one, modesty was identified by the researchers as a 

commonality of the respondents which might have stopped them from referring to themselves 

as highly influential to their followers. In fact, when they talked in general about what they do 

and if they thought anyone else could do it, half of the interviewees answered that anyone 

could do what they do if certain circumstances were present. 

 

Figure 2 is the graphical representation of the analysis of empirical material, contrasting the 

leadership characteristics found in the leadership theories with the characteristics actually 

identified in the responses of the interviewees. The characteristics that are framed by dotted 

lines indicate those that were merged with another characteristic. For example, OC4- Team 

development was merged into SC1- Ability to build and maintain relationship.  

 

 
Figure 2 - Theory vs findings (twelve leadership characteristics framework) 
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5.3.2. Empirical findings vs clues regarding the leadership style in social 

innovation projects 

 

This section is the result of the step nine in the analysis process. These characteristics were 

mentioned in the theoretical framework as a result of analyzing the nature of social innovation 

projects and the similarities and differences between leadership of social innovation projects 

and leadership on neighboring contexts such as leadership in projects and leadership in 

innovation. According to the suggestions found in theory, leaders of social innovation 

projects need high levels of awareness of social needs and in many cases, this is originated 

from a personal motivation (Mulgan, 2006, p. 150); this was evidenced in the interviews and 

defined as an awareness social need – personal motive. Additionally, as social innovation 

projects that aim to be profitable imply having in mind not only an economic value 

proposition but a benefit for a significant segment of society (Phills et al., 2008, p. 39; Murray 

et al., 2010, p. 3; Caulier-Grice et al., 2012, p. 18; Grimm et al., 2013, p. 437), leaders have to 

balance the implementation of sustainable business practices and tools, with their ability to 

understand complex social problems and their passion for creating positive social impacts 

(Plaskoff, 2012, p. 434); this was also found in the answers of the respondents and was 

defined as the characteristic of having an ability to use business tools and understand social 

need. Furthermore, literature suggested that leaders of social innovation projects had to be 

able to manage a wider network of stakeholders coming from sectors and fields with 

contrasting agendas, such as the public sector, the private sector and the third sector (Murray 

et al., 2010, p. 7); this was also revealed by the interviews and was defined as the ability to 

build and maintain relationships. The theoretical framework also suggested that leaders of 

social innovation projects required exerting and encouraging innovation (Mulgan et al., 2007, 

p. 44, p. 6, p. 14); which was one of the elements included in the characteristic of flexibility, 

specially related to the open-mindness of the leader. Finally, the literature suggested leaders 

of social innovation projects require the ability to communicate complex ideas (Mulgan et al., 

2007, p. 44, p. 6, p. 14); this characteristic is implicit in the characteristic of the ability to 

raise awareness of their cause and explain their business model.  

 

From the initial suggestions in the theoretical framework, literature also proposed that leaders 

of social innovation projects needed the ability to engage citizens as co-creators (Lisetchia & 

Brancu, 2014, p. 89). This was suggested by some of the interviewees but was just only 

mentioned explicitly by Mel Young, and therefore, it was not identified as a commonality 

among them.  

 

Figure 3 is the graphical representation of the analysis of empirical material, contrasting the 

leadership characteristics identified as a result of analyzing the nature of social innovation 

projects and the similarities and differences between leadership of social innovation projects 

and leadership on neighboring contexts (leadership in projects and leadership in innovation) 

with the characteristics actually identified in the interviews with the participants. The frame 

with dotted lines indicates that the meaning of those characteristics was adjusted slightly as a 

result of the interpretation of empirical material. For example, SC1- Ability to build and 

maintain relationships was not mentioned as such in the theoretical framework, but as the 

ability to manage a wider network of stakeholders; however, the answers of the respondents 

revealed that more than the ability to manage a wide network of stakeholders the relevant 

characteristic was the ability to build and maintain the relationships within these wide 

networks, in order to establish partnerships, and to bring benefits to the stakeholders involved. 



 64 

 

 
Figure 3 - Theory vs findings (theory derived from the nature of Social Innovation projects) 

  

 

5.4. Leadership style of social innovation project leaders 
 

Taking as point of departure the challenges indicated by the interviewees and the twelve 

characteristics framework provided by the theoretical framework, twelve characteristics were 

identified from the participants as those perceived by the leaders of financially sustainable 

social innovation projects. This implies a mixture of characteristics defined in the literature 

review, an adaptation of some others, and the appearance of new characteristics derived from 

the empirical material. The complete list of characteristics is: the ability to build and maintain 

relationships, idealized influence, self-awareness of the leader, flexibility, delegation – 

Freedom, intellectual stimulation, individualized consideration, motivated by emotional 

reward, an awareness social need – personal motive, the ability to use business tools and 

understand social need, the ability to show evidence of social impact, and the ability to raise 

awareness of their cause and explain their business model. These set of characteristics 

contain behavior, knowledge, skills or emotional attributes of the leader and combined give 

birth to a particular leadership style that is present in the leaders of this type of projects. 

 

Analyzing and contrasting the empirical findings with the existent literature reveals that the 

study had a robust theoretical foundation –as many of the previously defined characteristics 

were actually present and perceived by respondents - and simultaneously, that the empirical 

findings provide a better understanding of the characteristics that shape the leadership style of 

a social innovation projects’ leader as new characteristics were identified in the empirical 

material.  
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6. Conclusions and discussion 
 

Despite of the extensive leadership literature, and even though social innovation is a growing 

field of study, the leadership characteristics that shape the leadership style of financially 

sustainable social innovation projects had not been determined. Additionally, even with the 

existence of some studies about leadership in neighboring contexts, the fact that those have 

not considered the particular and defining features of social innovation projects such as its 

purpose (solution to a social problem), its scope (society as a whole), its outcomes 

(effectiveness of the solution compared to existing ones) and its challenges gave birth to this 

study’s research question and objective. 

 

6.1. Answering the research question  
 

This research has aimed to increase the understanding about leadership in social innovation 

projects through the exploration of the challenges that leaders of these projects face and 

through the analysis and description of the characteristics that shape the perceived leadership 

style of the formal leader (project manager) of financially sustainable social innovation 

projects. In order to do so, three sub-questions were defined in the introduction as it was 

considered that answering each of them would allow fulfilling this study’s objective. These 

sub-questions and their answers are: 

 

6.1.1. What set of unified characteristics could be used to re -define the 

existent leadership styles in literature?  

As explained in the theoretical framework, the concept of leadership styles has been present 

in almost all the theories developed after the 1950s (early schools). Additionally, the same 

literature review allowed the researchers to show that the extensive list of leadership models 

and schools that have proposed leadership styles have defined them using different elements 

that made difficult to understand the similarities and differences among them, such as: a set of 

behaviors (used by: style school, contingency school, situational approach, path-goal theory, 

visionary school); competencies (used by: competency school), characteristics (used by the 

emotional intelligence school) or factors and strategies (used by the visionary school).  

 

For this reason, one of the sub-objectives of this thesis was to define a set of unified 

characteristics that would allow the re-definition of the existent leadership styles and that 

could be used as the base of analysis of this study and the basis for the exploration of the 

empirical material. This set of unified characteristics was described and introduced in the 

theoretical framework (chapter three). The final result revealed a framework of twelve 

characteristics, that included and clustered the elements mentioned by each style as follow: 

Traditional control-order-transaction, Focus on results, Rules setting, team development, 

idealized influence, inspirational motivation, self-awareness of the leader, open-mindness, 

delegation – freedom, intellectual stimulation, individualized consideration and non-leading 

behaviors. These characteristics refer to the knowledge, skills, behavior, or emotional 

attributes of the leader. It was defined by this thesis that the combination of characteristics 

give birth to the leadership style, and therefore, these set of characteristics allowed the authors 

to redefine the existing leadership styles in terms of this framework (see Appendix 4). 
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6.1.2. What are the most common challenges faced by leaders of 

financially sustainable social innovation projects due to their 

particular nature?  

 

It was clearly stated in the introduction that, as neighboring contexts, some of the challenges 

of leadership of innovation and leadership of projects could be common to social innovation 

projects. For this reason, and taking into account that those challenges were considered an 

important source of possible characteristics that would differentiate the leadership of this type 

of projects from any other one, this thesis had as a second sub-objective to uncover some of 

those specific challenges that are faced by a leader of financially sustainable social innovation 

projects due to their particular nature. The findings of this thesis revealed six main common 

challenges that include: lack of formal authority, a challenge that is a shared challenge with 

leaders of projects; the need of allowing innovation while maintaining the vision which is a 

shared challenge with leaders of innovation. As well as pursuing a social purpose while 

generating income, the barriers to enter the market, the start-up environment and the need to 

manage a wide network of stakeholders while maintaining autonomy which were defined 

from the analysis of the empirical material. From these last four challenges, the last three 

although particular of financially sustainable social innovation projects could be transferable 

to other types of social innovation projects that are not financially sustainable as the leader 

most probably faces similar situations. These challenges were analyzed in detail in chapter 

five, and the response to them by the leaders is discussed in the following section. 

 

 

6.1.3. What are the common characteristics that leaders of financially 

sustainable social innovation projects have to overcome the 

previously identified challenges?  

 

Closely linked to the previous sub-question, this thesis also aimed to understand what are then 

the leadership characteristics that leaders of financially sustainable social innovation projects 

have, to overcome these challenges. The findings of this thesis revealed that the leaders of 

these projects perceive they have six   fundamental characteristics to deal with the challenges. 

These are: the ability to build and maintain relationships in order to manage a wide network 

of stakeholders while maintaining autonomy and as a response of not having formal authority; 

idealized influence to maintain the vision; flexibility to allow innovation and respond to the 

start-up environment; the ability to use business tools and understand social need to pursue a 

social purpose while generating income, the ability to raise awareness for their cause and 

explain their business model and the ability to show evidence of social impact both to 

overcome the barriers to enter the market. These characteristics were analyzed in detail in 

chapter five. 

 

The previously mentioned characteristics, in addition to the other characteristics found in 

common among the respondents allowed to respond this thesis’ research question: 
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6.1.4. What are the characteristics that shape the perceived leadership 

style of the formal leader (Project Manager) of financially sustainable 

social innovation projects? 

 

Taking as a point of departure the twelve characteristics framework provided by the literature 

review (answer to sub-question one), the analysis of the empirical material, the challenges 

indicated by the interviewees (answer to sub-question two), and the characteristics of the 

leaders in response to those challenges (answer to sub-question three), twelve leadership 

characteristics were identified from the answers of the participants as those perceived by the 

leaders of financially sustainable social innovation projects.  

 

This implies some of characteristics that include the re-definition of those existing in 

literature such as idealized influence, self-awareness of the leader, delegation – freedom, 

intellectual stimulation and individualized consideration and two characteristics that grouped 

into broader categories: team development and open-mindness that were included in the 

ability to build and maintain relationship and flexibility respectively. The last two are broader 

characteristics that comprise the elements for the leaders to overcome the challenges 

regarding managing a wide network of stakeholders while maintaining autonomy and the 

start-up environment that requires the flexibility, the risk taking behavior and the open 

mindness of the leader. All these characteristics evidence how the leaders manage the 

innovation and their teams in order to meet the project’s objectives. However, these 

characteristics are not sufficient to fully define the leaders of financially sustainable social 

innovation projects. 

 

As consequence, new characteristics from the empirical material emerged including that they 

are motivated by emotional reward, an awareness of social need – personal motive, the ability 

to use business tools and understand social need, the ability to show evidence of social 

impact, and the ability to raise awareness of their cause and explain their business model. 

Grouped together, this set of characteristics that had been overlooked until now highlight the 

presence of the social dimension in the mind of the leaders of financially sustainable social 

innovation projects who, as was revealed by the analysis presented in chapter five, work for 

something else that the financial reward, understand the social need and make their followers 

work towards solving a social problem which requires from them to be able to explain what is 

what they want to do with their endeavors. Hence, it is only the combination of both 

dimensions - managing the innovation and their teams and the social dimension - what allows 

the leaders of financially sustainable social innovation projects to be prosper in overcoming 

the paradox between the social and economic arenas. 
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6.2. Contributions  
 

6.2.1. Academic Contributions 

6.2.1.1. Three additional features to define context when studying 

leadership  

 

As it was developed in the theoretical framework and in the Appendix 5, this thesis has 

highlighted and adhered to the agreement among authors that state that leadership is 

contingent to the context. However, it has been revealed that there is a disagreement of what 

is considered a context and that different authors have approached the context from a different 

perspective. This thesis doesn’t aim to define what should be the decisive features of what a 

context is, is but it provides a chronological summary of what different authors have defined 

as a context (See Appendix 5) and it introduces the project’s purpose, scope and outcome as 

three additional features (that have been ignored in previous leadership literature) that are 

vital to have in mind when defining any context in which leadership could be studied. As it 

was evidenced this three features made social innovation projects a particular context in 

which novel and unique leadership characteristics were found to be relevant and different 

from those mentioned in the previous literature. 

 

6.2.1.2. Framework of leadership characteristics  

 

As explained before, due to the particular nature of social innovation projects, choosing one 

existing model of leadership styles for this research could have represented not considering an 

existing – an maybe useful- style; and because of this the study was performed in terms of 

characteristics. As was shown in chapter five, the results of the empirical analysis revealed the 

appearance of new characteristics derived from the empirical material that validates the 

assumption that the current literature was not enough. In fact, if this thesis had just considered 

the knowledge from leadership theories, and if instead of characteristics the study had been 

based on an existing model of leadership styles, the characteristics revealed by the empirical 

findings would have suggested similarities with one of the styles of the model proposed by 

the visionary school (Downton, 1973; Burns, 1978; Bass, 1985, 1990; Yammarino, 1993; 

Avolio, 1999; Bass and Avolio, 1990, 1994, 1996; Alimo-Metcalfe & Alban-Metcalfe, 2001; 

Antonakis, 2012; Kuhnert, 1994; Lowe et al., 1996; Bennis & Nanus, 1985; Kouzes & 

Posner, 1987, 2002;  Lee et al., 2010 all cited in Northouse, 2013, p.  185 – 215; and  Müller 

& Turner, 2007, p. 22-23, 2010, p. 438 - 440; and Kasapoğlu, 2013, p. 2-4; and Turner & 

Müller, 2005, p. 50 – 55, 2006, p. 5 – 18): the transformational style, without the presence of 

defining elements such as inspirational motivation and rule setting characteristics. However, 

this would have just discarded the transactional and laissez-faire leadership styles (that are 

part of the same model); and would have highlighted the presence of “new” characteristics 

that are not present in the definition of the transformational style. Nevertheless, basing the 

study in just one model would have implied ignoring that some of the characteristics that 

could have been mentioned as “new” are present in leadership styles developed by other 

models such as the emphasis on team development and open mindness of the participative 

style (defined in the path-goal theory by authors such as House, 1971; House & Mitchell, 

1974 all cited in Northouse, 2013, p. 137 - 158).   

 

For this reason, the choice to use characteristics as the base for the analysis and for the 

exploration of the empirical material appears to be advantageous and was part of the first sub-
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objective of defining a set of unified characteristics that could be used to re-define the existent 

leadership styles in literature. This, by itself, is an academic contribution of this thesis 

because it allows the comparison among different styles in order to understand the similarities 

and differences in terms of a unified language. Additionally, a further contribution could be 

the use of this framework of characteristics in other studies to define a particular leadership 

style in terms of these characteristics that embrace the knowledge, skills, behavior, or 

emotional attributes of the leader; or to use it as lenses to study leadership in a particular 

context.   

 

6.2.1.3. The nature of social innovation projects  

 

The introduction revealed that social innovation is a growing field of study with a wide 

vagueness of its scope and definition. In order to fulfill the objective and sub-objectives of 

this study, this thesis contributed with a definition of social innovation projects as well as 

with highlighting the close relationship between social innovation and the Project 

Management field. It is relevant to point out that the extensive Project Management literature 

reviewed has not covered yet innovative projects which main aim is the solution of a social 

problem. Therefore, a definition was developed based on the common characteristics that 

were highlighted from different authors regarding social innovation that include its novelty, 

its purpose, its scope and its outcome together with the definition of a project stated by PMI 

as explained in Chapter three. This definition refers directly to projects which main objective 

is to solve a social problem and not just having the social benefit as a secondary output of the 

project. This contribution, added to the existing knowledge in literature, could be the base of 

further developments as will be explained later in this chapter.   

 

Additionally, the thesis contributes with an exploration of the challenges faced by 

practitioners of financially sustainable social innovation projects that were not found explicit 

in the consulted literature used for the theoretical framework that include pursuing a social 

purpose while generating income, barriers to enter the market, the start-up environment and 

the need to manage a wide network of stakeholders while maintaining autonomy that might 

contribute to a unified definition of what social innovation is, as well as bring to light some 

evidence of how social innovation projects constitute a specific and interesting project-

context to examine leadership. 

 

6.2.1.4. Leadership of financially sustainable social innovation 

projects 

 

Exploring, describing and analyzing the characteristics that shape the perceived leadership 

style of the formal leader (project Manager) of financially sustainable social innovation 

projects increases the understanding about leadership in social innovation projects and may 

have an impact on the understanding of both context-specific leadership and social innovation 

projects. As social innovation literature has a need to understand common practices in order 

to have a solid base for its development (Mulgan, 2006, p. 159), understanding leadership in 

social innovation projects would benefit the theorizing of the field. Furthermore, as there is 

hardly something as relevant as understanding what elements of theory are mirrored in on-

going practice (Hällgren et al, 2012, p. 708), basing this study in a combination of both 

inductive and deductive reasoning gives a more robust grounding to the academic findings. 

This thesis then, contributes not only by constructing a definition of social innovation projects 
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but also by finding commonalities in the real world regarding the characteristics present in the 

leaders of financially sustainable social innovation projects. 

 

In addition, this thesis supports the agreement that different context require different 

leadership style. However, it has introduced three new features (project’s purpose, scope and 

outcome) to take into account to define the context when studying leadership. Furthermore, 

the leadership of financially sustainable social innovation projects has been described in terms 

of characteristics from previous literature and from empirical material, which together give 

birth to a particular leadership style and which can be summarized in basically two main 

dimensions of characteristics: the social sphere; and the one related to managing innovation 

and their teams. This results evidence that previous literature has ignored the social sphere 

and therefore when studying leadership in any other projects that involve a social impact it is 

reasonable to take as a departing point the twelve characteristics that this thesis proposes: the 

ability to build and maintain relationships, idealized influence, self-awareness of the leader, 

flexibility, delegation – Freedom, intellectual stimulation, individualized consideration, 

motivated by emotional reward, an awareness social need – personal motive, the ability to 

use business tools and understand social need, the ability to show evidence of social impact, 

and the ability to raise awareness of their cause and explain their business model. 

 

As a final contribution in this respect, this thesis has evidenced how taking the challenges 

faced by leaders as point of departure can be a rich point of departure to find particular 

characteristics of leaders in a specific context. This logic could be used to increase the 

understanding and explore leadership in a diverse number of understudied contexts. 

 

 

6.2.2. Practical Contributions  

6.2.2.1. For business schools and academic institutions  

 

Due to the fact that business value and social value are usually seen as antagonist concepts, 

most of the education curricula given in business schools and related academic institutions 

emphasizes in profitability, financial viability, and the possibility of an unlimited economic 

growth. In fact, in most programs the focus on the social sphere is very small. For this reason, 

the authors of this thesis believe that further developments of this study would contribute to 

the education in business schools, allowing a more comprehensive formation.  

 

Additionally, taking into account the previously mentioned growth of academic programs and 

courses about social innovation, an exploration, description and analysis of the characteristics 

perceived as present by current practitioners could guide the design and adjustment of 

academic syllabus, making sure the programs embrace the knowledge that seems to be fruitful 

in practice and that the curriculums are addressing the specific knowledge, skills, behaviors, 

and emotional attributes that these leaders require due to the particular nature of the projects 

they undertake and to the constant challenges faced by leaders of social innovation projects. 

 

6.2.2.2. For future practitioners of social innovation projects  

 

This thesis increases the understanding of leadership of social innovation projects and sheds 

light on the possible challenges that a person interested in the field could face, and also, on 

the characteristics that current leaders exert in order to overcome those challenges. This is a 
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practical contribution for upcoming leaders as it prepares them for the future, making them 

aware of what may come ahead but also giving them ideas on how to respond to such a 

complexity. In addition, the fact that the thesis’ authors (and that the participants) decided to 

maintain all the real names of the projects and leaders could give a practical point of departure 

and a small network of projects that could fulfil the curiosity of someone gaining interest in 

the field. 

 

 

 

6.2.2.3. For practitioners of social innovation projects  

 

A significant amount of the management practices of the future will have its roots in the 

concepts and ideas currently developed by today’s business school academics (Ghoshal, 2005, 

P. 75). After all, “there is nothing as practical as a good theory” (Lewin, 1945, p. 129). Since 

this thesis results provide a description of the challenges that leaders of financially sustainable 

social innovation projects face and a detailed guide of the necessary characteristics to 

overcome these specific challenges and to lead social innovation projects to completion; the 

authors strongly believe that the exploration of commonalities among current leaders and the 

share of knowledge with practitioners could have a positive impact on further development of 

the field mainly in two ways: 

 

 During the recruitment and selection process, the different organizations can make use 

of the characteristics in order to have a guide for better selection of the candidates that 

want to become Project Managers in practice for this kind of projects.  

 

 During the development process of current leaders (Project Managers) of financially 

sustainable social innovation projects, the organizations could make use of the 

characteristics in order to provide training to overcome the challenges faced and to 

deliver the project as expected. 

 

6.3. Implications for society 
 

Social issues such as education inequality, poverty, lack of access to basic hygiene, hunger, 

among many others constraint the development of society. As highlighted throughout this 

thesis, from a business perspective addressing these problems is usually considered part of a 

different arena, and consequently, most of the attention in the business and project 

management literature is in commercial or traditional for-profit settings (Do Ba & Tun Lin, 

2008). As was also stated before, there is an underlying antagonism between business value 

maximization and the societal value maximization (Jensen, 2002, p. 244), and therefore the 

social sphere is considered a secondary and foreign setting from a business perspective 

(Kanter, 1999, p. 124). However, academics studying the solution to social problems agree 

that it is not a problem of few investments but rather an issue of misdirected investments 

(Christensen et al., 2006, p. 94). This thesis has proposed that Social innovation projects, as 

defined by this study are a successful alternative to give a better direction to these 

investments. For this reason, rising awareness –and maybe even generating interest- of 

their existence among business and project management students and academics is a first 

contribution. After all, it is a field in need of educated and achieving professionals. 
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As a second implication, according to Mulgan (2006), despite the field’s popularity, social 

innovation remains understudied. In fact, the author highlights that although there is a 

plurality of case studies in different fields and sectors; and also academic programs and 

research around the topic, there has been very few research devoted to investigate common 

patterns. Furthermore, the author states that the absence of this research is holding back the 

application of social innovation in practice due to lack of knowledge or support. This is 

closely related to the conclusions drawn by the European Commission’s study of the topic 

(European Commission – Enterprise and industry, 2010) which showed that there are 

numerous initiatives in place in Europe but that a widespread adoption and support to them 

will not happen until they become visible to society. Therefore, analyzing commonalities 

among different social innovation projects is a meaningful contribution that provides hints 

on how to lead social innovation projects in order to obtain better results. This, as a 

consequence implies a positive impact on society: after all, this are initiatives that aim to 

solve issues that impact society as a whole. 

 

6.4. Further research  
 

As stated before, the authors of this thesis were constantly looking for methodological fit. 

This concept is described by Edmondson & McManus (2007, p. 1156) as an internal 

consistency among the elements of a research project that are the research question, the 

incorporation of prior theory, the research design, and the theoretical contribution.  Taking 

this into account, the conclusions of this thesis should be and are suggestions for theory and 

an invitation for further development on the different topics covered by the study. This is 

aligned with the choice of an exploratory study, as its purpose is to provide a first 

understanding of the field of study and to set the grounding for further investigation 

(Zikmund, et al., 2012, p. 16; Edmondson & McManus, 2007, p. 1172). 

 

For this reason, and considering the limitations of the study due to the methodological 

choices, this section points out to possible directions of further investigation although it is 

important to mention that the list does not pretend to be exhaustive. Further research could 

use the three new features (project’s purpose, scope and outcome) to define a context and to 

study leadership in specific contexts that were not studied by this thesis such as leadership in 

research and development; or leadership in a change process. Additionally, using the 

framework of the twelve leadership characteristics proposed by this thesis further research 

could study and re-define the leadership style of leaders in projects and leaders in innovation 

which was not in the scope of the current thesis.  

 

Due to the choices taken in the research process to delimitate the study, this thesis made 

emphasis on a specific kind of social innovation projects. Further research should examine 

topics excluded from this thesis such as what are the leadership characteristics of the formal 

leaders of social innovation projects that are undertaken by big corporations or by 

organizations which main aim is not to solve a social problem; as it is believed those could 

point out to a different criteria to manage trade-offs between the social benefit and 

profitability. Another relevant and contrasting option for future research would be 

understanding the leadership characteristics of the formal leaders of social innovation projects 

that are purely philanthropic initiatives (since they were also not considered by this research); 

as then the trade-offs would probably favor the social benefit. In addition, taking into account 

that just the leaders were interviewed to identify the characteristics of the formal leader of 
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financially sustainable social innovation projects, it would be relevant to include the followers 

in further research in order to evaluate how they perceive their leaders and contrast their 

perception with the current findings. Another option would be exploring leadership in social 

innovation projects in different national contexts (and cultures) different than the UK, as the 

authors believe cultural values could impact the results of this study. Regarding the nature of 

social innovation projects, research rooted in the project management knowledge would be 

useful and novel; and provide new and valuable insights for the development of the field. The 

authors of this thesis considered Social Innovation Projects are an attractive field in which not 

only leadership but also Project management tools and practices could and should be studied 

as they were not contemplated in this study.  

 

Finally, analyzing the challenges faced by leaders could be used as a point of departure to 

study leadership in other specific contexts, since it was shown that studying the response to 

those challenges drive to some of the characteristics that are present in the leaders.  

 

 

6.5.  Truth Criteria  
 

According to Miles & Huberman (1993, p. 277), carrying out the research well is not enough 

to obtain good conclusions; in order to get those it is necessary to introduce criteria to judge 

the quality of the results since qualitative studies take place in a real social world and have the 

potential to affect people’s lives.  However, there is no common agreement on what the 

criteria should be (Miles & Huberman, 1993, p. 277; Bryman & Bell, 2011, p. 43, 394). For 

instance, Saunders et al. (2003, p. 156) propose reliability and validity as criteria to reduce the 

possibility to obtain a wrong answer when doing a research; which is aligned with Bryman & 

Bell (2011, p. 394) who also state that reliability and validity are the most predominant 

criteria when assessing business and management research. However, Morse et al. (2002, p. 

14) and Bryman & Bell (2011, p. 394) highlight that reliability and validity criteria have their 

founding in quantitative research becoming inappropriate for qualitative research. As an 

alternative, Guba & Lincoln (cited in Bryman & Bell, 2011, p. 395, 398) suggest 

trustworthiness (which involves credibility, transferability, dependability and confirmability) 

and authenticity (which includes fairness and ontological, educative, catalytic and tactical 

authenticity). Whereas, Miles & Huberman (1994, p. 277) group and discuss traditional terms 

to assess trustworthiness and authenticity in five criteria: 1) Objectivity / Confirmability,  2) 

Reliability / Dependability / Auditability, 3) Internal validity / Credibility, 4) Authenticity, 

External validity / transferability, 5) Fittingness, Utilization / Application /Action orientation.  

 

The authors of this thesis adhered to these five criteria because, even though they are 

proposed within critical realism; they are proposed due to the unease about having a single 

absolute social reality; which is an idea shared by the researchers and that was explained in 

the chapter two. However, in order to avoid confusions for the reader the authors will select 

for each criterion a single name that is closer to its intent: 

 

 

6.5.1. Confirmability:  

In order to maintain a relative neutrality, Miles & Huberman (1994, p. 278) introduce this 

criteria that assures that the conclusions depend on the conditions of the research rather than 

on the researcher (Guba & Lincoln, 1981 in Miles & Huberman, 1984, p. 278). In the case of 
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this study, the authors stated explicitly their personal assumptions and preconceptions and 

how these may affect the overall results (chapter two), as well as a detailed description of the 

procedures and methods (chapter four) to make sure that the results follow a sequence that 

can be tracked back from the collection of empirical material, as well as its display and 

analysis. 

 

6.5.2. Dependability: 

In order to make sure that the process of the study is consistent (Miles & Huberman, 1994, p. 

278); the authors have adopted the practices suggested by Bryman & Bell (2011, p. 398) in 

which all the records from the different phases of the thesis are kept in an accessible manner, 

including the interviews records and transcriptions. Additionally, the supervisor was 

consulted during all the research process to make sure that proper procedures were followed. 

Furthermore, both authors were involved during the whole process to agree on the choices 

and the interpretations of the empirical material. However, the authors are aware that the 

results may not be reasonably stable over time, since freezing social settings is not possible 

(LeCompte & Goetz, cited in Bryman & Bell, 2011, p. 395).  

 

6.5.3. Credibility:  

In order to allow that the conclusions of this study have a larger importance (Miles & 

Huberman, 1994, p. 279); the authors aimed to provide a clear and detailed description of the 

ten projects that were selected for the study and for the findings in chapter five. Additionally, 

the characteristics that shape the leadership style of financially sustainable social innovation 

project leaders found in the empirical phase were found both congruent and connected to the 

hints provided by literature. Hence, even though the authors believe culture plays in important 

role in the behavior of the leaders and that cultural differences may influence the findings and 

inhibit the results of this thesis to be directly transferable to other countries; the authors 

believe that the conclusions of this study can be useful and relevant in other national contexts. 

Furthermore, receiving feedback and validations of the conclusions by a practitioner that has 

led social innovation projects in diverse countries -specially the UK and in Italy- (Alberto 

Massetti-Zannini as mentioned in section 4.4.5.6) allowed the authors to gain certainty 

regarding the applicability of the findings to social innovation projects in countries outside of 

the UK. Finally, the thesis provides suggestions for further development in chapter six in 

which the findings could be tested and validated further.  

 

6.5.4. Transferability:  

 In order to make the conclusions of the study have a larger importance (Miles & Huberman, 

1994, p. 279); the authors aimed to provide a clear and detailed description of the ten projects 

that were selected for the study and for the findings in chapter five. Additionally, the 

characteristics that shape the leadership style of financially sustainable social innovation 

project leaders found in the empirical phase are both congruent and connected to the hints 

provided by literature. Hence, even thought the authors believe culture plays in important role 

in the behavior of the leaders that may influence the findings, the results of this thesis cannot 

be directly transferable but can be useful and relevant in other national context. Finally, the 

thesis provides suggestions for further development in chapter six in which the findings could 

be tested and validated further.  
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6.5.5. Utilization:  

In order to assure that participants, researchers and readers benefit from the research (Miles & 

Huberman, 1994, p. 279); the authors aimed to increase the understanding of leadership in 

social innovation projects believing that would improve the understanding of both context-

specific leadership and social innovation projects. Additionally, the contributions of the thesis 

were expressed in chapter six making evident its possible application, giving academics a few 

guides for future research, and encouraging action in academics (regarding the content design 

of academic programs) in practitioners (regarding the selection and the development of 

Project Managers as well as providing hints to on how to lead social innovation projects to 

obtain better results) and in society (rising awareness about social innovation projects and 

providing hints on how to lead social innovation projects to obtain better results that would 

benefit the society as a whole). Moreover, the thesis will be published in DiVA system 

making it accessible for the general public as well as shared with the participants of the study 

making it available (and encouraging the distribution) to practitioners active in professional 

social networks (after all, it was one of the methods used to find them). 
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Appendices 
 
APPENDIX 1- Search topics, keywords and specifications 

 
This table summarizes the relevant information used as selection criteria to develop the initial 

search that permitted the development of the theoretical framework. The process is described 

in chapter two and the results are displayed in chapter three. It was done to keep a historical 

log that allows replicability and provides important information to justify findings such as 

literature gap or popularity.  

 

 The first column indicates the type of topic, this is the thesis topic, a framework topic (key 

topic that gives understanding of the thesis topic) and neighboring topic (a topic that 

provides insights that could be relevant to the proximity to the thesis topic); 

 The second column indicates the dates in which the search was done;  

 The third column shows the search topic,  

 The fourth column displays the keywords as entered in the databases, the field is shown in 

parenthesis in the cases when it was included.  

 The Fifth column shows the specifications of the search referent this is the limiters and 

expanders requested in the database.  

 The sixth column indicates the results displayed in EBSCO HOST for this specific search 

(books and articles). It is important to mention that not all the results of a keyword search 

imply relevance for the topic. For example, 20 results were found for the combination 

leadership AND social innovation AND projects, but after reading the abstract only 5 

really approached the topic (for instance the publications would actually have the three 

keywords but would talk about something else), while the other 15 were publications out 

of the scope of the thesis.  

 

Type 
Dates of 
search 

Search topic Keywords (field) 
Specifications 

(Boolean used) 
Results in 

EBSCO 

Thesis topic Sep-14 
Leadership in Social 

Innovation Projects 

social W1 innovation 
project*AND leadership 

Limiters: English 
Expanders: Apply 
related words 

2 

leadership AND social 
innovation AND projects 

Limiters: English 
Expanders: Apply 
related words 

49 

Framework topic Oct-14 Leadership Theories 
lead* theories (title) AND 
business (subject) OR 
projects (subject) 

Limiters: English, peer-
reviewed 
Expanders: None 

54.681 

Framework topic Oct-14 Social Innovation 
social W1 innovation 
(title) 

Limiters: English 
Expanders: none 

684 

Neighboring topic Oct-14 Leadership in innovation 
leader* (title) AND 
innovation (title) AND 
project* 

Limiters: English, peer-
reviewed 
Expanders: None 

34 

Neighboring topic Oct-14 Leadership in projects 

Project* (title) AND 
leader*(title) AND 
style(title) AND type 
(title) 

Limiters: English, peer-
reviewed 
Expanders: None 

2 

project (title)* AND 
leader(title)* AND 
style(title)  

Limiters: peer-
reviewed 
Expanders: None 

19 
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APPENDIX 2 - Leadership theories: chronological developments 
 

The table below summarizes the chronological development and the main ideas of each 

school, as well as the period in which it was developed, and the representative authors. This 

table was developed to compare and contrast the main theories developed as well as to show 

how the earlier theories shaped the basis for the current ones. Additionally, the information 

contained in the table allows us to conclude that the idea of leadership styles is present in 

almost all the theories even though they don’t define themselves in terms of styles (or they 

don’t belong all to the styles school); as well as to show that the idea that leadership is 

context-specific has also been present for several years. 

 

The first column indicates the literature that it contributed to. This is, either Leadership 

literature (LEAD), Business and management literature (BUS) or Project Management 

literature (PM). The second column indicates the time period in which it started being 

developed. The third column shows the name of the theory or model. The fourth column 

indicates the main ideas or the approach to leadership. The fifth column is a compilation of 

the most representative authors and years in which they published their work, and the last 

column gives some useful observations regarding the connection to the thesis’ topic or 

concepts that were considered, included or excluded from each theory or model. 

 

The table is clustered chronologically (Leadership and Business literature split in early and 

new schools). In addition, the last lines of the table reveal how these schools have been 

reflected in the project management literature. 

 

 

 

 
Literature Period Theory/Model Main ideas Representative authors Observations 

Ea
rl

y 
sc

h
o

o
ls

 

LEAD 1930s Trait School 

Effective leaders show 
common traits that are 
born with and cannot be 
developed or learned 

Stogdill, 1948, 1974; Mann, 
1959; Lord et al., 1986; 
Kirkpatrick & Locke, 1991; 
Zaccaro et al., 2004 

  

LEAD 1940s Skills School 
Effective leaders have skills 
and abilities that can be 
developed 

Katz, 1955; Mumford, et al. 
2000; Yammarino, 2000 

  

LEAD 1950s 
Behavioral/Style 
School 

Effective leaders adopt 
certain styles or behaviors 
that can be developed 

 Blake & Mouton, 1964, 1978, 
1985; Tannenbaum & 
Schmidt, 1958; Hersey and 
Blanchard, 1988; Hemphill & 
Coons, 1957; Bowers & 
Seashore, 1966; Stogdill, 1974 

First approach to 
styles. 

LEAD 1960s 
Contingency 
School 

Effective leaders adopt 
certain behaviors according 
to the situation 

Fiedler, 1964, 1967; Fiedler & 
Garcia, 1987; Fiedler 
&Chemers, 1974; House, 
1971; House & Mitchell, 1974; 
Robbins, 1997 

 Based on two 
mayor leadership 
styles. First 
explicit approach 
to context-
specific. 

LEAD 1970s 
Situational 
Approach 

Different situations 
demand different kinds of 
leadership 

Blanchard et al., 1993; 
Blanchard et al., 1985; Hersey 
& Blanchard, 1969, 1977, 
1988; 

  

N
ew

 S
ch

o
o
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LEAD 1980s Visionary School 
Defines two styles of 
leadership transactional 
and transformational. 

Downton, 1973; Burns, 1978; 
Bass, 1985, 1990; Yammarino, 
1993; Avolio, 1999; Bass and 
Avolio, 1990, 1994, 1996; 
Alimo-Metcalfe and Alban-
Metcalfe, 2001; Antonakis, 

 Charismatic 
leadership 
(House, 1976) is 
seen as 
transformational 
leadership. 
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2012; Kuhnert, 1994; Lowe et 
al, 1996; Bennis & Nanus, 
1985; Kouzes & Posner, 1987, 
2002;  Lee et al., 2010 

 
Presence of 
styles&context 

LEAD 2000s 
Emotional 
Intelligence 
School 

Intellect has a lower impact 
than emotional intelligence 
on performance 

Goleman, 1995; Goleman et 
al., 2002; Boyatzis &McKee, 
2002 

 Presence of 
styles&context 

LEAD 2000s 
Competency 
School 

Effective leaders have 
certain competencies 
(traits, behaviors and 
styles) that build different 
profiles. Certain profiles 
are more effective in 
certain situations. 

Dulewic & Higgs, 2005 
 Presence of 
styles&context 

R
ef

le
ct
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n
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f 

th
e

o
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 P
M

  

PM 1990s 
Contingency 
theory in PM 

Laissez-faire, democratic, 
autocratic, bureaucratic as 
styles depending on the 
project phase 

Frame, 1987. Based on Lewin 
(1930). 

 Presence of 
styles&context 

PM 1990s Traits of PM 

Seven traits of an effective 
project manager: problem 
solving ability; results 
orientation; energy and 
initiative; self-confidence; 
perspective; 
communication; 
negotiating ability. 

Turner, 1999   

PM 2000s 
Visionary school 
in PM 

Transformational 
leadership as a more 
appropriate style for 
project managers dealing 
with complex projects; 
while transactional in 
simple projects 

Keegan & Den Hartog,  2004; 
Dulewicz & Higgs, 2003. 

 Presence of 
styles&context 

PM 2000s 
Competency 
School in PM 

Effective leaders have 
certain competencies that 
build different profiles. 
Certain profiles are more 
effective for certain 
projects. 

Dulewicz & Higgs (2003); 
Dainty et al, 2000; Turner et 
al., 2009; Turner and Müller, 
2005, 2006; Müller & Turner, 
2007, 2010 

 Presence of 
styles&context 

 

Source: Based on Northouse, 2013; Müller & Turner, 2007, p. 22-23, 2010, p. 438 - 440; Kasapoğlu, 2013, p. 2-4; Turner & 
Müller, 2005, p. 50 – 55, 2006, p. 5 – 18. 
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APPENDIX 3 - Leadership theories: treatment of styles 
 

The table below provides a chronological summary of the different times leadership styles 

have been approached in literature, as well as the period in which it was developed, and the 

representative authors. The table serves as an easy reference material to guide the reader in 

order to rapidly identify which theories proposed each style and making the original 

references available in case there is a need to read further. 

 

The first column indicates the literature that it contributed to. This is either Leadership 

literature (LEAD), Business and management literature (BUS) or Project Management 

literature (PM). The second column indicates the year in which it started being developed. 

The third column shows the name of the theory or model. The fourth column indicates the 

names of the proposed styles. The fifth column is a compilation of the most representative 

authors and years in which they published their work, and the last column gives some useful 

observations regarding the theory or model. The table is clustered chronologically. 

 

 

Literature Year Theory/Model Proposed leadership styles Representative authors Observations 

LEAD 1957 

Ohio State studies: 
Leader Behavior 
Description 
Questionnaire – LBDQ 

Initiating structure, and 
consideration 

Hemphill & Coons, 1957 
Independent 
styles, a leader 
could use both. 
Based on two 
mayor styles 
concern for 
production and 
concern for 
people. 

LEAD 1963 
Ohio State studies: 
LBDQ-XII 

Initiating structure, and 
consideration 

Stogdill, 1963, 1974 

LEAD 1966 Michigan Studies 
Employee orientation and 
production orientation 

Bowers & Seashore, 1966 

LEAD 1964 
Managerial 
Grid 

Authority–compliance, country-
club management, 
impoverished management, 
middle-of-the-road 
management, and team 
management. 

Blake & McCanse, 1991; Blake & 
Mouton, 1964, 1978, 1985 

Based on 
two-mayor 
styles concern 
for production 
and concern for 
people. 

LEAD 1964 Contingency theory 
Task motivated or relationship 
motivated 

Fiedler, 1964, 1967; Fiedler & 
Garcia, 1987; Fiedler &Chemers, 
1974 

Based on two 
mayor styles 
concern for 
production and 
concern for 
people. 

LEAD 1971 Path-goal 
Directive, supportive, 
participative, and achievement-
oriented 

House, 1971; House & Mitchell, 
1974, 

  

LEAD 1977 Situational Approach 
Directive, coaching, supporting, 
delegating 

Blanchard et al., 1985, 1993; 
Hersey and Blanchard, 1977, 
1993 

  

LEAD 1978 Visionary school 
Transactional, transformational, 
laissez-faire 

Downton, 1973; Burns, 1978; 
Bass, 1985, 1990; Yammarino, 
1993; Avolio, 1999; Bass and 
Avolio, 1990, 1994, 1996; Alimo-
Metcalfe and Alban-Metcalfe, 
2001; Antonakis, 2012; Kuhnert, 
1994; Lowe et al, 1996; Bennis & 
Nanus, 1985; Kouzes & Posner, 
1987, 2002;  Lee et al., 2010 

Some authors 
proposed a 
continuum 
between the 
three styles 

BUS 1985 
Strategic leadership 
model 

Champion, tank commander, 
housekeeper, lemon-squeezer 

Clarke & Pratt, 1985 
Stage of 
development of 
the organization 
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PM 1987 
Managing Projects in 
Organizations 

Laissez-faire, democratic, 
autocratic, bureaucratic 

Frame, 1987 based on Lewin, 
1930 

  

BUS 1988 
Three dimensional 
leaders 

Innovator, implementer, pacifier Rodrigues, 1988 
Stage of 
development of 
the organization 

BUS 1989 Strategic management 
Consolidation, entrepreneurial, 
bureaucratic, dissolution 

Covin & Slevin, 1989 

2x2 matrix 
combination of 
management 
style and 
organizational 
structure 

LEAD 2002 
Emotional intelligence 
school 

Visionary, Democratic, 
Coaching, Pacesetting, 
Affiliative, Commanding. 

Goleman, 1995; Goleman et al., 
2002; Boyatzis &McKee, 2002 

  

LEAD 2003 Competency school 
Engaging, Involving, Goal-
oriented. 

Dulewicz & Higgs (2003)   

LEAD 2004 Visionary school 

Cohersive, authoritative (both 
transactional) ; Visionary, 
Democratic, Coaching, 
Pacesetting, Affiliative (the four 
transactional). 

Giritli & Topçu Oraz 2004; 
AMAP, 2012 

  

Source: based on Northouse, 2013; Müller & Turner, 2007, p. 22-23, 2010, p. 438 - 440; Kasapoğlu, 2013, p. 2-4; Turner & 

Müller, 2005, p. 50 – 55, 2006, p. 5 – 18. 
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APPENDIX 4 - Analysis of leadership styles 
 

The table below summarizes the findings revealed by translating the definition of each leadership style to the twelve characteristics 

explained in chapter three. This was done in order to define all the existing styles (excluding the dichotomy styles as they are implied by all 

the other divisions) in terms if a common set of characteristics allowing a fair comparison and contrast between them.   

 

The first column is the list of the twelve characteristics, and all the other columns represent each style grouped by the theory that embraces 

them. If the characteristic is present in the description of certain style it is determined by an “X” in the chart, and a turquoise shade. It is 

relevant to mention that some authors define their models according to the intensity in which certain characteristic is exerted. In order to 

maintain the consistency with the existent models, as the intention of this exercise is to truthfully translate and to adhere to the existent 

styles into a common language, in those cases a different color scale was used: in those particular styles an orange shade with an “H” 

indicates a characteristic that, according to literature, is highly exerted by leaders with that particular style; a dark-grey shade with an “M” 

denotes a characteristic that, according to the literature reviewed, is partially exerted by the leader with that particular leadership style; and 

a light-grey shade with an “L” indicates a characteristic that the authors purposely mention as something that the leaders with that style 

rarely or never do, implying usually a characteristic they are bad at. The extent in which the leader exerts each characteristic was found in 

the literature and didn’t have any adjustment for the aim of this thesis.  

 

H Characteristic highly exerted 

M Characteristic partially exerted 

L Characteristic lowly exerted  

X Characteristic present in the leader 

 

The thirty-one leadership styles (excluding the dichotomy styles as explained before) analyzed can be defined as follows in term of the 

twelve defined characteristics: 
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  managerial Grid Path-goal theory 

characteristic 
authority 

Compliance 
country-club 
management 

impoverished 
management 

middle-of-the-
road 

management 

team 
management 

Directive Supportive Participative 
Achievement 

oriented 

traditional control - order - 
transaction 

X     M   X       

focus on results X     M         X 

rules setting X X   M X X X   X 

team development   X   M X   X X   

idealized influence                   

Inspirational motivation                   

Self-awareness of the leader                   

Open-mindness of the leader         X     X   

Delegation - Freedom                   

Intellectual stimulation                   

individualized consideration   X     X   X X   

non-leading behaviors   X X X           
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  Situational Approach Visionary school Emotional intelligence 

characteristic Directing Coaching Supporting Delegating Transactional  Transformational 
Laissez 
Faire 

Visionary Coaching Affiliative Democratic Pacesetting Commanding 

traditional 
control - order - 
transaction 

X X X   X             X X 

focus on results         X             X   

rules setting X X X X X X     X     X   

team 
development 

  X X X           X X X   

idealized 
influence 

          X   X           

Inspirational 
motivation 

          X               

Self-awareness 
of the leader 

          X         X     

Open-mindness 
of the leader 

                          

Delegation - 
Freedom 

  X   X   X   X X         

Intellectual 
stimulation 

    X   X X               

individualized 
consideration 

  X X   X X   X X X X X   

non-leading 
behaviors 

            X           X 
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  Covin & Slevin (1988) 
image from Turner, 1999; but work by Frame, based on Lewin 

(1930) 
Competency school 

characteristic Entrepreneurial Conservative  
Laissez 
Faire 

Democratic Autocratic Bureaucratic 
Goal-

oriented 
Involving Engaging 

traditional control - order - 
transaction 

  X     H         

focus on results             H M M 

rules setting                   

team development     H H L L       

idealized influence X           H H M 

Inspirational motivation             M H H 

Self-awareness of the leader             H H H 

Open-mindness of the leader X                 

Delegation - Freedom     H L L L L M H 

Intellectual stimulation                   

individualized consideration             M M H 

non-leading behaviors     H             
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APPENDIX 5 - Leadership theories: treatment of contingency 
 

The table below provides a chronological summary of the main examples of the different 

studies that have suggested leadership as dependent to certain circumstances, and the 

situations those theories define. The table serves as an easy reference material to guide the 

reader in order to rapidly identify the different approaches to the topic available in literature. 

 

The first column indicates the literature that it contributed to. This is either Leadership 

literature (LEAD), Business and management literature (BUS) or Project Management 

literature (PM). The second column indicates the year in which it started being developed. 

The third indicates what defines the context according. The fourth column is a compilation of 

the most representative authors and years in which they published their work, and the last 

column shows the different contexts named by the authors, taking into account what they 

defined relevant to distinguish one situation from another.  For instance, the third line shows 

the context as defined by Clarke & Pratt (1985). According to the authors, the context 

depends on the stage of development of the organization, and taking that into account there 

are then four proposed contexts seeding, growth, mature and declining, that were also defined 

in chapter 3. 

 

 

Literature Year "context/situation" defined by Representative authors 
proposed 
contexts 

LEAD 1964 
Leader–member relations, task structure, and 
position power  

Fiedler’s (1964, 1967; Fiedler & 
Garcia, 1987). 

  

LEAD 1971 

Subordinate characteristics (focus of control, 
experience, perceived ability) , environment  
characteristics (task structure, formal authority 
system, work group ) 

House, 1971; House & Mitchell, 
1974; Blanchard et al., 1985, 1993; 
Hersey and Blanchard, 1977, 1993 

  

BUS 1985 Stage of development of the organization Clarke & Pratt, 1985 
Seedling, growth, 
mature, declining 

PM 1987 Phase of the project Frame, 1987 
Feasibility, Design, 
Execution, Close-out 

BUS 1988 Stage of development of the organization Rodriguez, 1988 

Problem solving 
stage, 
implementation 
stage, stable stage 

BUS 1989 
2x2 matrix combination of management style and 
organizational structure 

Slevin, 1989; Colvin&Slevin, 1988 

Mechanistic-
entrepreneurial, 
mechanistic-
conservative, 
organic-
entrepreneurial, 
organic-
conservative 

LEAD 1990 
Environmental risk, leader's hierarchical level and 
gender 

Bass, 1990 (Multifactor leadership 
questionnaire -MLQ) 

High risk, stable 
business, majority 
females, majority 
males, low-level 
leaders 

LEAD 1998 Leadership styles are contingent to the culture 

Littrell & Valentine, 2005; 
Fukushige & Spicer, 2011; 
Kabasakal & Bodur, 1998; House 
et al, 2004; GLOBE studies, 1991 

  

PM 1999 
The strategy of the parent organization; the project 
strategy; and the people involved 

Turner, 1999, p. 13   
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LEAD 1997 Situation of change 
Wheatley, 2000; Jaworski, 
2001; Senge, 1997; Higgs and 
Rowland, 2003 

Magnitude/scale of 
change; source of 
change; impact of 
change; timescales 
and speed of change 

LEAD 2000 Organizational factors Senge et al., 2000 

Organizational 
factors: strategy, 
culture, policies, 
practices and its 
ability to learn as an 
organization 

PM 2003 Type of change project Dulewicz & Higgs, 2003. 

Relatively stable, 
context-significant 
change, 
transformational 
change 

PM 2003 Type of project according to complexity Dulewicz & Higgs, 2003. 
Complex projects 
and simple projects 

PM 2005 
Leadership styles in projects are contingent to the 
culture 

Müller & Turner, 2005   

PM 2006 Type of project  Turner and Müller, 2006 

Project type 
depends on 
application area or 
complexity or life 
cycle stage or 
strategic 
importance or 
culture or contract 
type. But no a single 
one that embrace 
all the types. 

Source: Based on Northouse, 2013; Müller & Turner, 2007, p. 22-23, 2010, p. 438 - 440; Kasapoğlu, 2013, p. 2-4; Turner & Müller, 2005, 

p. 50 – 55, 2006, p. 5 – 18. 
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APPENDIX 6 - Interview guide 
 
The table below is the interview guide that was used to conduct all the semi-structured interviews and that was adjusted after the pilot 

interviews. This was used as memory aid for the interviewers in order to structure a list of topics to be covered during the interviews. 

The table has four columns; the first one refers to the type of question; the second one lists a set of questions that could be asked as 

such or re-phrased depending on the answers that the respondent has given before; the third column lists some information that could 

be added if the respondent needs clarification. This column was added in order to make sure that at the moment of clarifying a 

question the interviewers would not lead to an expected answer. The last column reveals the purpose of the question; this makes 

reference to the twelve leadership characteristics defined by this thesis as well as to the general purpose of the question. 

 

It is important to state at this point that the interview guide does not imply a sequential order of questioning. In fact, during the 

interviews the questions were asked in different order in order to link the next question to the answers that the respondent was giving, 

with the goal to mimic conversation. However, and as stated in chapter four, the interviewers tried to maintain a strict order in the type 

of questions making sure the open questions were left for the end when the respondent had built enough confidence and was ready to 

better elaborate its answers, as suggested by research methodology theory. 

 
Type of 

question 
Guidelines for the question How to extend it Purpose - Characteristics covered/what in theory could be found in the answer 

Introductory 

Could you give us some basic information 
about your background: education, degree, 
work experience, in which industries?  

N/A Ice breaker 

For how long have you been working in 
Social Innovation Projects? do you lead 
other projects at the same time? 

N/A obtaining basic data, understanding the respondent 

Can you tell us about your recent social 
innovation project …(duration, aim, 
benefits, team, where it came from? Is 
profitable or sustainable? 

N/A Setting the context for the interview related to one social innovation project 

Fitting in 
the existent 

theory 

What is your role as a project leader? 
Mission, Role & Responsibilities, 
Behaviors to exert leadership, 
conscious 

focus on 
results 

Self-
awareness 
of the 
leader 

        

When do your followers come to you to 
have your input?  

For example, they come to ask for new 
ideas or just come when something 
went wrong to ask for help or they 
come to tell the progress of the job or 
to ask for advice? 

Inspirational 
motivation 

focus on 
results 

rules setting 
idealized 
influence 

Inspirational 
motivation 

Self-
awareness of 
the leader 

How will you describe the relationship that 
you have with your team? 

If you could make an analogy of the 
relationship or put a name such to it. 
What it will be? 

team 
development 

idealized 
influence 

Inspirational 
motivation 
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Did you participate in the beginning of the 
project? If so, how was the project 
structured and the priorities defined? 

For example, how did you created the 
goal of the project, the project's 
structure and governance, how did you 
decided who would take care of what. 

rules setting           

How do you get the work done in a project? 

When you know that there is certain 
amount of work how do you proceed 
to make sure that it is completed? how 
do you assign or define who and how 
things are done? 

traditional 
control - 
order – 
transaction 

focus on 
results 

rules setting 
Delegation 
- Freedom 

Intellectual 
stimulation 

individualized 
consideration 

How do you make sure the team reaches 
the goal?  

During and after the process of 
completing the work how do you make 
sure the goal will be met? 

traditional 
control - 
order – 
transaction 

Inspirational 
motivation 

        

How do you reward people when they 
achieve their goals? 

When the work is done in the expected 
manner who do you act to your 
followers (Feedback, rewards, 
nothing?) 

Inspirational 
motivation 

Intellectual 
stimulation 

        

What would usually do when  you or any 
team member don't meet the goals? 

When the work is not done as need it  
who do you  act to your followers 
(Feedback, rewards, nothing?) 

individualized 
consideration 

          

How do you make and take strategic 
decisions regarding the project? 

When you need to take a decision or 
make a decision how is the process or 
the activities that you follow to do it, 
how is involved in this?, when do you 
do it? 

team 
development 

Delegation - 
Freedom 

Intellectual 
stimulation 

      

Does your team  come with new ideas? 
How do you think you influence in this 
process? 
What is your reaction when the team 
delivers something completely different to 
what you had in mind? 

Do you enable creative work in your 
team?, is it common that your 
followers have new ideas? Do you think 
that the new ideas are because of your 
facilitation or because of themselves?  

Open-
mindness of 
the leader 

          

How do you manage the authority in the 
team?  
Is it any hierarchical power? Or there is 
something else that legitimizes your role as 
leader? 

Who you will say gets authority in the 
team and in terms of what 
characteristics they gain authority? 

idealized 
influence 

          

Open 
Questions 

What do you think about this affirmation: 
"everyone has the capacity to be a leader of 
social innovation projects" 

For example, is it related to the 
persons' background, to a special 
event? Could the bus driver be a social 
innovation project leader? What 
elements of your past experiences or 
upbringing allow you to exert your 
role? 

The aim of the question is to identify if they believe the leader is born or is formed; to 
understand if they believe it requires experience, knowledge, skills, know-how, capacities, 
abilities, etc. and which of them they required What do you consider is necessary to be an 

effective social innovation leader? 
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What are the key challenges of leading a 
social innovation project? 

What is the most challenging aspects of 
your job? What difficulties has your 
project found in the way? 

The aim of the question is to try to identify possible things that might not be included in 
current leadership theories, as well as verifying if what we thought could be different is 
perceived as such by the leaders. 
They could probably talk about: 
- not hierarchical power and make the things done 
- Creativity vs meeting deadlines and keeping goals 
- Cooperation – co-creation (flat structure but being leader) 

How does trying to overcome them affect in 
your leadership? 

What do you think is different between 
leading a traditional project and a social 
innovation project? 

For example, if you have lead 
traditional projects before, what do 
you find different? Or if not, from your 
experience what do you think it might 
be particular of a social innovation 
project context 

Extended 
questions 

How to balance profit/auto-sustainability 
and benefits for society? 

For example, how do you make trade-
offs among these two concepts? How 
do you prioritize what gets more 
attention? 

The aim is to get more insights in case there is still time of the information at the beginning 
could be complemented.  

How did you find this "social need" your 
project aims to solve? what made you 
aware of it? 

  

Do you think social innovation projects 
struggle more than a traditional project to 
get funding? 

  

How to keep everyone happy or how to do 
trade-offs  among the persons and different 
institutions involved? 
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APPENDIX 7 - Communication with the respondents  

 
(Reminder of their rights) 
As stated in chapter four, the following email was sent to all the participants the day before the 

agreed interview. Its objective was to remind the respondents of the objective of the study, 

remind them of their rights and request the permission to use the name of the project, their name 

and to record the interview.  
 

Dear [project Leader], 

 

As part of our Research process, and before doing the interview we would like to send you: 

1) An overview of our research;  

2) An overview of how we understand [your project] in order to get your confirmation about its 

accuracy or to include any changes you suggest (it was built using the information in  [sources];  

3) A short summary of the rights that you have as an interviewee and some details that require 

your permission.  

Additionally we would like to confirm the agreed time and way of contact:  We will be calling 

tomorrow, [date – time] , to  [defined contact method]. 

  

1) Overview of the research  

We are Strategic Project Management master students at Umeå University (Sweden) and we are 

currently working in our thesis which purpose is to increase the understanding of leadership in 

social innovation projects by exploring the characteristics that shape the leadership style of its 

formal leader of financially sustainable social innovation projects. We believe, that studying 

leadership in social innovation projects might increase the understanding of both context-specific 

leadership and social innovation projects and simultaneously, it will generate practical 

contributions such as highlighting common patterns revealed by current practitioners; 

emphasizing on characteristics a leader of these type of projects should have in order to guide the 

selection of leaders and finding some of the possible building blocks for future curriculum of 

Social Innovation programmes. Because of this, your contribution is the heart of our study. The 

information we are looking for is your perceptions about the topic, what you do as a leader and 

the challenges that you face when leading this type of projects. If you will like to have access to 

the interview-guide beforehand please let us know and we will off course send it to you. 

Additionally, if there is any documentation that you think valuable and are able to share with us 

we would highly appreciate it. 

 

 2) An overview of your project [description, social impact and innovative character] 

  

3) Your rights and some additional information:  

 The interview will be held by [phone or skype] as you suggested 

 The participation is voluntary which means that without providing any explanation you 

can decide not to answer a question if you feel like it; or that you can even withdraw from 

the study at any time.  

Due to the novelty of the social innovation topic in the academic world, we would like to ask for 

your permission in order to allow us to maintain the name of [your project] in our research since 

we consider that with real cases, the credibility and impact of our study will be higher. 
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Even if we use real or fake project names, the information that we gather from you as a leader 

will be anonymous and confidential if you desire it to be. Furthermore, if that is your wish, the 

collected material would be anonymized when entered into the computer and the analysis would 

be conducted at an aggregate level. Our School’s Academic Ethics Guide guarantees this. 

Finally, in order to assure that we perform an accurate analysis starting from your answers, we 

would like to ask for your permission to record the interview. 

  

Once again, thank you very much for your time and collaboration.  

Before the interview we will ask if you agree with all the terms. If you have any questions before 

that, do not hesitate to contact us.  

 

Best regards, 

  

Natalia Ruiz & Laura Ruiz 

e-mail: naru0005@student.umu.se; lavi0005@student.umu.se 

phone number: (+46) 073 081 42 85; (+46) 073 081 02 53.  
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APPENDIX 8 - Interviews Information  
 

The table below provides more detailed information of each interview. The complete chart has twelve columns that contain the 

information that corresponds to each one of the eleven interviews regarding the interviewee name, project, the date in which the 

interview was carried out, the channel, if technical issues were present or not and the general comments.  

 

 

# 1 2 3 4 5 6 

Name Matt Sadler Harriett Harman James Munro Thomas Sweetman Zakia Moulaoui Mel Young 

Project / 
Company 

Two Fingers Brewing 
visbuzz - Video Calling 

Made Simple 
Patient opinion Sticky board Homeless world cup Homeless world cup 

Date 06-Nov 07-Nov 10-Nov 11-Nov 11-Nov 11-Nov 

Channel skype Skype Skype skype skype skype 

Duration  36 min 32 min 43 min 32 min 32 min 47 min 

Technical 
issues 

Interruption in the middle 
of the call for 30 min but he 

called back 
NO At the beginning NO NO NO 

Comments 

Good interview in general: 
- a lot of passion for what 
they do.   
- Highlights the importance 
of doing everything else 
than any other business.  
- He was a little bit tired 
when talking about social 
innovation questions at the 
end of the interview.  
- Referring all the time to 
his own project  

Good interview :  
- She pointed a lot 
challenges in social 
innovation and 
characteristics of the 
leaders highlighting 
(Personal motivations, 
Passion, Vision, Awareness)  
- Small team (She was the 
boss of just one person 
therefore not no too much 
information about her 
leadership related to 
persons 

Good interview:  
- Pointed out that it is 
required a lot of 
connections, flexibility, 
overall vision but not strict 
goals and a lot of 
motivation.  
- main challenges:  
awareness, being 
sustainable, Competitors 
with profit companies 

Very good interview:  
- he was very engage in the 
interview 
- he was involved from the 
beginning of the project. He 
has clear vision of the social 
purpose.  
- He mentioned challenges 
for being social innovators, 
funding but at the same 
time he mention the start-
ups challenges.  
They work in a small thing 
but have relations with big 
network.  

Good insights:  
-  Long and anecdotic 
answers that sometimes 
went out of scope 
- Highlight personal 
motivations and emotional 
rewards to work in this kind 
of organizations.  
- She mentioned about 
working with many cultures 
and many other 
organization 
-  Flat structure 

Excellent interview:  
- a lot of Experience related 
to social innovation 
projects before the 
homeless world cup 
- Focus on the social impact 
that they have as 
organization. 
- Evidences of  
Entrepreneurial leadership.  
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# 7 8 9 10 11 

Name Jo Godden Norrie Moane Brace Griffiths Rachel Cox Tom Rippin 

Project / 
Company 

Ruby Moon Signpost Agoriad NOSCA On Purpose  

Date 12-Nov 12-Nov 14-Nov 18-Nov 27-Nov 

Channel skype PHONE PHONE skype skype 

Duration  32 min 47 min 41 min 37 min 29 min 

Technical 
issues 

NO NO NO NO NO 

Comments 

Good insights:  
- she worked in traditional 
organizations before 
- Short answers but concrete 
- Very Small company  
- highlight that Social Innovation 
has a  blurry definition and how 
this affected her in a negative 
way 
-  information about measures 
they need to have to evidence 
the social impact 

Good insights:  
- Academic background. Focus on 
entrepreneurial leadership. 
-  long and complete questions 
referring in some cases to theory  
 - It is the biggest project and the 
leader with most people in 
charge.  
- He talked a lot about people 

Excellent interview:  
- he has a business background 
therefore the answers had 
business perspective 
- he does his job as a volunteer 
job.  
- He is the strategist of the 
organization 
- He is very humble explaining 
that what he does is something 
that anyone could do having the 
passion 

Good Insights:  
- She has Social perspective. 
-  She is studying social 
enterprise.  
- Short answers but precise.  

Excellent Interview: 
- Business background 

- Short but precise 
- this interview enable us to test 

some findings in previous 
interviews  

-Provide a social innovation 
project definition that matches 
with the definition adopted by 

the thesis.  
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