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Abstract 

 

I draw upon relational leadership perspectives to address practices of leadership in social 

enterprises targeted at persons with disability. These organizations work towards a dual 

mission, both to create job security for people with psychical and/or mental disability, and 

then achieving this by doing business in a competitive marketplace, through earned income 

strategies. In this grounded theory, I find that the social enterprises are working with an 

organisational structure embedded in processes of leadership of their dual missions, through 

practices such as aligning their strategies, and working with high degrees of social 

interactions, flexibility, and democracy and inclusion. However, the social enterprises are 

also dependent on partners from both private and public business spheres to achieve their 

dual missions. Compelled by this dependence, the social enterprises undertake leadership 

across organisational borders, that act as sponsorship of their social goals, through practices 

of getting politically engaged and acting as role models. Through these processes, I argue 

that the social enterprises function as adaptive spaces for social emergence, where the 

leadership that occurs from their work with their beneficiaries, is bridged with the rigid and 

bureaucratic systems of the for-profit businesses and governmental institutions.  
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Key Terminology  
Below are key terms for reference throughout this thesis. Please note that some terms have 

been rephrased/renamed, either through a translation, or to give meaning and context. This 

has been done, as details or aspects of the terms in Danish would either lose their meaning 

or be misunderstood, if translated directly. 

Beneficiaries: People with disabilities, employed in the social enterprises. 

Care institution/care 
institutionalisation:

Derived the Danish word “institution” which carries a slightly different meaning in certain 
contexts than English version. Renamed to 'Care institutions', refering to the institutional offers 
from the Danish state, that care for elderly, children, handicapped. 

Ordinary 
staff/employees:

People without disabilities, employed in the social enterprises. 'Ordinary' is used due it being 
the closest translation of 'ordinære' - which the majority of participants uses when refering to 
non-diabled staff

Resource/work 
ability assessment:

A process of clarification of beneficiaries’ ability to fulfil demands of jobs - connected to 
unemployment processes and structures in the Danish state. Often arranged or conducted by 
job centres, or the social enterprises. 

Secondary actor: Derived from the Danish term “anden aktør”. This refers to a private business that takes over 
the job centres’ efforts to get an unemployed person into employment. In the context of this 
thesis, the organisations function as secondary-actors because they take over the responsibility 
and effort to get the beneficiaries into employment – either in their own organisation, or 
partner-organisations.

Social Enterprise 
(SE):

A business with primarily social objectives whose surpluses are principally reinvested for that 
purpose in the business or in the community, rather than being driven by the need to maximise 
profit for shareholders and owners. 

‘Specially Adapted 
Youth-education’ 
(SAY):

Derived from the Danish term ‘Særligt tilrettelagt ungdomsuddannelse’ (STU). Refers to a three-
year education specially adapted for young people with disabilities who cannot take an ordinary 
youth education. 
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1 Introduction 

 

In recent years, Social Enterprises (SE) have received ever more attention from all sides, and are 

increasingly recognised as effective alternatives to traditional public and non-profit organizations 

in addressing complex social problems. What has become clear, it that their aptitudes are rather 

unique and valuable, as they combine the abilities of private businesses to engage on market 

terms and produce sellable products, while pursuing social missions (Doherty et al., 2009; Young, 

2012). Globally, funds, foundations, and even governments are devoting massive resources into 

social start-ups, social innovation, social entrepreneurs, and social enterprises. This trend is 

evident in Denmark too, where the potential of SEs is similarly recognised. While such types of 

organisations have been explored in several contexts in literature, there is a significant hole in 

research on the role leadership plays in these types of organisations. As Harry Truman is quoted 

for saying, “in periods where there is no leadership, society stands still”. Leadership drives changes, 

and understanding how the SEs conduct leadership might enable better programmes for start-

ups and business development; might improve the leaders of SEs’ understanding of how to 

improve their own organisational processes; and might ultimately play a part in the development 

of standards and measurements of success in these types of organisations. Thus, the leadership 

of SEs ought to be further addressed. This thesis seeks to play a part to rectify this, as it will 

explore how leadership research can enlighten the dual missions of social enterprises, directing 

its gaze towards the Danish SEs. 

 

1.1 Research Area 

Danish SEs mainly specialize in the capabilities, previously primarily found in publicly-run 

organisations, to engage with groups who would normally be excluded from the labour market 

(Thuesen et al., 2013). These peopl require a comprehensive effort to integrate into jobs, as it is 

necessary to build the social capital, in terms of trust, social networks, and belief in one’s own 
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abilities. Therefore, these individuals they might have been excluded from employment for most 

of their lives. Thus, the potential of organisations with the expertise and abilities to re-integrate 

such individuals is thus substantial, and holds the capacity to induce significant public savings. In 

this thesis, the focus will therefore be on Danish social enterprises working with integrating 

disabled people into employment, thereby transferring them from an income based on primarily 

governmental support, to that of productive activities.  

In this process, I take a relational leadership perspective, which will allow for a holistic and 

process-oriented, rather than leader-centred, approach, where the focus is on collective actions, 

participation, and the potentials of interactions between agents. Thus, the focus will be on the 

leadership that takes place in relations, rather than as a result of a single person’s actions. I will 

take a grounded theory approach, due to its applicability as an exploratory research method in 

an underdeveloped research area. Despite an increase in the theorizing on social innovation and 

SEs, limited work has been done on leadership dynamics in SEs, and virtually none from a 

relational leadership perspective. Therefore, the grounded theory approach allows me to 

develop a theory for how SEs conduct leadership, with a strong basis in the empirical data. This 

allows for a deep investigation, where concepts and idea can be discovered along the way. This 

theory will be built with a basis in the qualitative data, collected through interviews and 

observations, on 4 cases, and one supplementary case. These cases differ in their industries, age, 

and size. This leads me to my research question: 

 

1.2 Research Question 

The research question of this thesis is: 

How do social enterprises conduct leadership? 

This overall question constitutes the primary point of investigation, as it is a focus point that has 

been largely overlooked in literature thus far. However, in order to tackle this big and complex 

issue, it will be explored through the following sub-questions: 
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What structural contexts of leadership can be observed in the social enterprises? 

What leadership practices can be observed within these contexts, and how are they impacting 

the social goals of the social enterprises? 

How does this compare to what the relational leadership literature would predict? 

The theoretical framework that will be built through the exploration of these questions is 

illustrated in table 1-1. 

 

1.3 Structure of Thesis 

This first chapter has introduced the research topic, -area, and -questions. I have briefly outlined 

the need for research on leadership in social enterprises, and presented the questions that will 

guide this thesis. I intend on exploring these questions through the following: 

Table 1-1 Theoretical framework 
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In the second chapter of this thesis, the focus is on building a theoretical understanding of the 

research area of this thesis. I will outline and explore the phenomena of social enterprises and 

leadership in current literature through a review of existing models and frameworks. This is done 

to allow for an assessment of the elements of leadership in SEs that exists in the current body of 

literature, with those that emerge in the theory building of this thesis. I will here define SEs as 

businesses with dual strategies, with explicit social goals to create market disequilibria to change 

markets for the benefit of society, that they obtain through business-inspired means; discuss 

leadership in a SE context; present and discuss the relational leadership model, complexity 

leadership theory; and finally outline the theoretical concept of ‘relational leadership of dual 

strategies’. This second chapter thus serves to frame the research questions that have been 

introduced in this introductory chapter, and allow for a discussion of how the theoretical model 

that will be built here relates to existing research. 

In the third chapter, the focus shifts to the way I will explore these research questions, as I 

present the methodological approach of this thesis. I here outline the critical realism paradigm 

and discuss its relevance; introduce the grounded theory approach as an applicable research 

method; and explore the research methods of data collection and analysis. I conclude by 

discussing the validity, reliability, and generalisability of the findings of this research. This chapter 

thus serves to present and argue for the methodological choices made in this thesis, and outline 

the approach to data and how it has been processed to lead to the theoretical framework. 

In the fourth chapter, I will introduce the cases that are explored here, as well as their context. I 

will outline the Danish institutional context of SEs, and present an overview of the SEs this thesis 

is working with. 

In the fifth chapter, I analyse my data and turn to explore the theoretical concept ‘leadership of 

dual strategies’. Here, the theoretical framework of structural contexts and leadership practices 

will be outlined and explored. Three structural contexts will be identified: the administrative, the 

facilitating, and the partnerships. This will give way to eight leadership practices, that are 

effecting: the strategic direction of the SEs; the alignment of dual missions; the structures for 
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social goals, and ultimately the sponsorship of social goals in cross-organisational contexts. Here, 

the questions: What structural contexts of leadership can be observed in the social enterprises? 

And: What leadership practices can be observed within these contexts, and how are they 

impacting the social goals of the social enterprises? Will be explored. 

In the sixth chapter, I discuss these findings in relation to the theory that has been presented in 

the literature review. Thus, the final question of How does this compare to what the relational 

leadership literature would predict? Is explored here. This will lead to an exploration of SEs as 

adaptive spaces for social emergence, where they through their leadership practices are enabling 

social emergence, by bridging their own dual missions and aims for disequilibria with their dual 

operational systems. 

In the final chapter, I conclude on my research, and provide a consideration of the limitations of 

this research, and possible future research developments.  
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2 Literature Review  

 

In the aim of exploring practices of leadership in Social Enterprises (SEs), and support the 

argument that they function as adaptive spaces for social emergence, it is first necessary to 

review two core areas of literature: Leadership and Social Enterprises (SEs). The aim of this 

chapter is to outline a deep investigation of how leadership and SEs have been modelled in the 

literature, and to discuss how an exploration of leadership in SEs might benefit from a relational 

leadership approach. This allows me to build a theoretical basis, against which the grounded 

theory that is built in this thesis can be contrasted. Furthermore, it allows me to explore what 

taking a relational perspective on leadership entails, through the review of relational leadership 

theories.  

First, to build a solid base for the remainder of this thesis, I provide a definition of SEs. This serves 

to establish the core properties of SEs, that are defined through the SEs’ dual missions - one that 

aims both for social goals, and profit-making. Second, I provide a brief overview of the history of 

leadership literature. As leadership is part of a massive research area, and leadership theories 

are both abundant and varied, it is not my aim to present a complete review of every trend and 

every theory of leadership. Rather, it is to create an understanding that in turn helps to validate 

the choice of a relational perspective on leadership. This understanding is applied in the third 

section, which consists of a review of the current approaches to leadership in SEs, as well as a 

discussion the need for a relational leadership paradigm in SEs. In the succeeding section, I 

introduce the relational leadership model, ‘complexity leadership theory’, that will concretize the 

relational paradigm. The review of this will thus illuminate the application of the relational 

perspective, which will be useful in the analysis. Finally, this will then lead to an exploration of 

this thesis’ theoretical approach to leadership in SEs, and the research questions of such.  
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2.1 Defining Social Enterprises 

Social Enterprises (SEs) and social entrepreneurship in general have been framed by a number of 

scholars (Dees, 1998; Dart, 2004) as strategic responses to challenges in society, of both 

environmental and social nature. These responses are seen as increasingly important and 

influential in the societal management of key social needs (Mort and Weerawardena, 2003; Dees 

and Anderson, 2006; Murray et al., 2010). While such organisations with social purposes is not a 

new phenomenon, the term ‘Social Enterprise’ (SE) has only fully emerged in the literature since 

the 1990s (Kerlin, 2006; Defourny and Nyssens, 2008; Gidron and Hasenfeld, 2012). The 

theoretical field on SEs is still developing, and over the past twenty years, it has seen a dramatic 

increase in interest. However, there is yet to be developed a common framework of SEs. Authors 

have identified several reasons for this. Haugh (2005) describes that the interest in the field is 

policy-driven rather than research-led. This is supported by Alter (2007), who focuses on the fact 

that social enterprises defy neat typologies and labelled boxes. They are widely diverse by nature, 

transcend the traditional non-profit sectors and span across several sectors. In extension to this, 

terms such as ‘hybrid organizations’, ‘social businesses’, ‘not-for-profit organisations’ all cover 

similar organisations as SEs, making the literal field disordered and lacking clear boundaries. As 

such, SEs mean different things to different people. This applies not just for scholars, but for 

practitioners as well, reflected in that a wide array of organisations is labelled, or label 

themselves, as SEs. SEs therefore come in multiple organizational forms, and have evolved from 

non-profit, cooperatives, for-profit businesses, and more (Defourny and Nyssens, 2010, 2012; 

Teasdale, 2011). As a result, there is no single theoretical format that captures social enterprises 

in their entity. Indeed, an extensive review of the literature on SEs has found the only defining 

characteristics central to each of these definitions were the “primacy of social aims and the 

centrality of trading” (Peattie and Morley, 2008, p. 95).  

Some authors attend that it is useful to discuss ‘ideal types’ of SEs rather than define them in 

clear-cut terms (Defourny and Nyssens, 2008). Such scholars argue for features such as: complex 

mixtures of goals; the mobilization of different types of market and non-market resources to 

sustain social missions; and their embeddedness in political contexts to be the defining 
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characteristics of SEs (Defourny and Nyssens, 2006). These defining characteristics do indeed 

apply to the cases in this thesis, and do enlighten key features of SEs in general. Yet, I argue that 

it is useful to apply a more precise definition that, while it might exclude certain aspects of some 

SEs, serves to differentiate the SEs in this thesis from other types of organizations. This will enrich 

the understanding of how their organisational and strategic features influence the leadership 

practices that can be observed. Therefore, I find it is necessary to provide a singular definition 

that will serve as an anchor for the remainder of this thesis. 

In this thesis, I utilize the definition of SEs, as organizations that: “pursue an explicit social mission 

by applying business-inspired earned-income strategies with the express goal of creating market 

disequilibria, eventually leading to a transformation in these markets for the benefit of society” 

(Hockerts, 2015, p. 84) as the basis for my research. This take on SEs is broader than other 

definitions that, in example, put more heavy emphasis on aspects such as democratic governance 

and limits to profit making. While I recognise that the definition applied here is not exhaustive, 

it underscores those vital aspects of the SEs that will provide the baseline for the remainder of 

this thesis, as it emphasizes the defining characteristics of SEs: They apply “methods of the private 

sector to achieve the types of primary social aims associated with the public and voluntary sectors” 

(Peattie and Morley, 2008, p. 97). ‘Earned income’ strategies thus refer to productive activities 

that allow the organisations to create income, which in turn fuels their social missions. What can 

be taken from this, is that they are organisations that exist on a spectrum between private and 

public sectors and with characteristics that reflect both (Dees, 1998; Defourny and Nyssens, 

2006). Consequently, what differentiates SEs from conventional for-profit businesses, and non-

profit organisations, is that they work in a type of dualism. They need to both attend to their 

profitable production activities, while ensuring that they can meet their social goals. Thus, this 

definition provides a key element of the theoretical concept that will be explored in this thesis: 

the SEs’ dual strategies. With this framework of SEs established, I now turn to the leadership 

literature for a brief overview. 
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2.2 Main Trends in Leadership Literature 

In their book, Jackson and Parry (2011, p. 12) claim that “leadership is a phenomenon that 

everyone has an opinion on but few of us seem to agree exactly on what is”. As this indicates, 

leadership is not easily defined, and the perspectives on what it entails are as many as there are 

leadership scholars. In traditional leadership literature, it is possible to divide the literature into 

two distinctive levels of leadership: the leader and the follower (Graen and Uhl-Bien, 1995). 

However, recently a third perspective has emerged, which offers a focus on the relation between 

the two. In the SE context, there are significant benefits to be gained from this more relational 

perspective, as will be explored. First however, it is necessary to outline the development of 

leadership literature, to establish how this relational perspective differs.  

 

2.2.1 Leader-Centred Perspectives 

Under the leader-centred perspective, leadership is broadly understood as “the process of 

influencing the activities of an organized group in its efforts towards goal setting and goal 

achievement” (Stogdill, 1974, p. 3). In this, it is argued to be an interpersonal process between 

an individual (the leader) and a group (the followers), with a success criterion - achievement of 

goals.  

The early models of leadership theories are dominated by two key issues: leader identity, and 

leader behavior. Leader identity refers to traits – such as height, attractiveness, confidence, and 

charisma as defining characteristics for leadership abilities. In other words, this perspective sees 

leadership as something you are born with (Ekvall and Arvonen, 1991; Jackson and Parry, 2011; 

Khan, Nawaz and Khan, 2016). The major issue with this model of leadership is that it is assumed 

that a set of criteria would mean that good leaders and bad leaders can easily be distinguished 

from one another. This assumption did not hold up to reality, and leadership theories therefore 

evolved into a less simplistic and more modern behavior perspective, where leaders can improve 

their leadership by behaving in the right way (Avolio, Sosik and Jung, 2003; Jackson and Parry, 

2011). However, this approach is still entitative, as the style and behavior of the leader is valued 
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as effective vs not effective. It is assumed that there is one right way of leading (Northouse, 

2013), but that a leader can become increasingly good at it. 

The over-simplification of reality has reduced the applicability and attractivity of the theories of 

leader identity and behavior. A period of heavy critique of leadership research therefore followed 

these early perspectives of leadership, where the question of whether leadership research even 

carried importance any more was raised. It was argued that scholars continuously did trivial and 

unrealistic research, which did not reflect the complex and complicated reality in organizations 

(Hunt, 1999).  

In response to this, leadership research changed perspective and evolved into what is deemed 

‘new leadership’ in the 1980s. While it is not, as such, new any longer, it remains a core building 

block for most contemporary leadership researchers, and constitutes what most practitioners 

think of when they hear the word ‘leadership’ (Jackson and Parry, 2011). Under this perspective, 

leaders are conceptualized as someone who defines organizational reality by articulating and 

realizing a vision by formulating strategies. Leaders are increasingly seen as sense-makers (Weick, 

1995), and described as ‘managers of meaning’ (Smircich and Morgan, 1982). The view on 

leadership thus became more nuanced, in contrast to the earlier identity/behavior perspectives. 

Transformational leadership has largely dominated the ‘new leadership’ scene of leadership 

research. It is a perspective that implies a transformation of the subordinates’ attitudes, 

motivations and ultimately behavior (Jackson and Parry, 2011). Transactional leadership is a key 

aspect of transformational leadership – it is the type of leadership that allows for such 

transformation to take place. Transactional leadership involves an exchange, where the leader 

gives the subordinate rewards in return for performance or compliance (ibid). This transaction 

lies in the notion that an employee will not get fired or get a raise, depending on their 

performance. Transformational leadership then refers to the leader moving the subordinate 

further than to the extent of self-interest, through their influence. Aspects of transformational 

leadership might include mentoring or coaching followers, creating an ethical environment and 

induce high moral, appeal to ideals, or promote freedom, and so on (Bass and Stogdill, 1990). 
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The ideal approach to leadership is then one where both types are present, striking a suitable 

balance (Yukl, 2002). As such, transactional leadership ensures that the followers’ and the 

organisation’s goals are in sync, creating a mutually beneficial relationship, while 

transformational leadership then strengthens that relationship through trust and motivation.  

One limitation of ‘new leadership’ is that it tends to focus on top managers exclusively, and thus 

risks missing the leadership that takes place in rather than of organizations (Jackson and Parry, 

2011). Transformational leadership thus continues the notion from the early models of 

leadership, where the focus is still on what individual leaders do, and how they can influence 

their followers to achieve their goals. This reflects the tendency in leadership literature, which 

has been dominated by a, perhaps excessive,  interest in the leader (Jackson and Parry, 2011). 

 

2.2.2 Follower-Centred Perspectives 

Even though leadership is defined as a process involving both leaders and followers, followers 

have been widely ignored and disregarded in leadership literature. However, scholars are starting 

to recognize the importance of followers in leadership (see in example Meindl, 1995; Shamir et 

al., 2007; Bligh, 2011). The literature on followers challenges the conventional notions of what it 

means to lead, and what it means to follow. As such, Rost (1993) advocates a definition of 

leadership that is more oriented towards the co-production of leadership between leaders and 

followers, and defines leadership as “an influence process among leaders and followers who 

intend real changes that reflect their mutual purposes” (Rost, 1993, p. 102). This definition clearly 

differs from the leader-centred definition, in that leadership is no longer understood as a leader 

‘forcing’ his will on the followers and making them abide to his bidding. Rather, it involves shared 

responsibility in the results of the co-production that is leadership (Rost, 1993; Jackson and Parry, 

2011). Also, it is not only the leader who can influence how the leadership processes are shaped.  

One of the most prominent follower-centred theories is relational leadership. While the idea that 

relationships are important in leadership has been around since some of the earliest leadership 

theories, a new discourse on these relations has developed recently. This sees leadership and 
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organizations as human social constructions (Hosking, 2007), where leadership is assumed to 

come from the rich connections and interdependencies of organizations and their members (Uhl-

Bien, 2006). In other words, organizations are relational networks, where leadership is a context-

dependent, subjective process. This take on leadership, while it does not reject the earlier 

perspectives, shifts focus from individuals to relations. The empirical focus therefore moves from 

individuals’ actions, to social processes and interactions, and on relations between dyads, triads, 

in groups, networks, or organizations. The relational perspective thus opens for a broader view 

on leadership. Rather than only focusing on the leader and subordinate, it is possible to see 

leadership wherever it occurs - leadership is not restricted by formal roles or hierarchies, but 

collective social practices (Uhl-Bien, 2006; Hosking, 2007). I now turn to discuss how this 

perspective might be valuable for this thesis, and for exploring leadership in SEs. 

 

2.3 Social Enterprises in the Leadership Literature 

SEs are largely overseen in leadership literature, and what research there is, reflects a leader-

centred perspective focusing primarily on social entrepreneurs. First, the focus has been on traits 

that has led social entrepreneurs to create SEs (Prabhu, 1999; Bornstein, 2007; Zahra, Gedajlovic 

and Neubaum, 2009). This has often taken an individualistic and ‘heroic’ perspective, where the 

entrepreneur is considered the primary source of social change. Literature on social 

entrepreneurs thus emphasises the character, profile and behavior of the individuals who create 

social ventures and enterprises (Mair and Marti, 2006). In this, it adopts what has been deemed 

a Schumpeterian concept of the role of the entrepreneur: She/he is a changemaker, and shares 

the classic entrepreneurial traits, but has a social mission rather than a profit-oriented one 

(Petrella and Richez-Battesti, 2014). Leadership under this perspective is described as a way of 

realizing the vision of the social entrepreneur – hereunder the role of passion as a way of gaining 

trust and momentum for the social mission (Thorgren and Omorede, 2015). In a more 

organizational context, leadership of SEs is described as less transactional and more 

transformational. Here, leaders are thought to have a style that is more ‘collaborative’, in 
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contrast to the ‘command and control’ style of traditional firms (Boyd et al., 2009). Scholars have 

also approached the issue from an ethical perspective, and outlined ‘ethical leadership’, 

hereunder morality and altruism, as having greater importance for social enterprises and public 

managers than for the private sector (Heres and Lasthuizen, 2012). What is clear is that all these 

perspectives reflect a focus on individuals, and their role in leadership.  

However, there is value in applying a relational leadership paradigm to the SEs. First, such a 

perspective allows for a more holistic organisational perspective on the dual mission and how 

this plays into leadership processes. It is not surprising that the entrepreneur and his/her actions 

have gotten so much attention thus far, as many SEs are indeed driven by passionate 

personalities, whose leadership is both inspiring and interesting. However, the social action and 

goals that is the primary focus point in most SEs are not achieved by this one person alone. The 

traditional leader-centred perspectives might therefore not a suitable for exploring the 

leadership of social changes and effects beyond the organisations themselves. Thus, the 

definitive features of the SEs, their social goals, remain largely overlooked as key factors in 

existing leadership literature. While I fully recognise that the prevailing perspectives do offer 

valuable insights into what drives and motivates the visionaries who create these ventures, as 

well as the actions of the individual leaders in the context of social goals and aims, I argue that 

they only offer one perspective of the full picture of leadership in SEs.  

What these perspectives are missing, are the processes taking place as SEs work towards the 

result of creating market disequilibria for the benefit of society. To achieve this, they need to 

influence, and/or engage with, external agents, organisations, and so on. These facets of the 

social goals of SEs are collective, collaborative, and shared. However, such aspects defy the logics 

of traditional models of leadership, that maintain an empirical focus on the individual. I therefore 

argue that to explore leadership of SEs and their dual missions through the conventional and 

traditional leadership paradigms, the role of leadership in such processes remain unexplored. 

Thus, relational leadership perspectives might offer an enriching and holistic perspective on 

leadership in SEs, and could therefore be argued to be a valuable supplementary paradigm. Thus, 

the theoretical concept of the SEs’ dual strategies can now be further expanded on, and summed 
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up as ‘relational leadership of dual strategies’. To explore this concept further, I now move on to 

review two relational leadership models. These give way for further understanding of how 

relational leadership perspectives can be applied in SEs. 

 

2.4 Complexity Leadership Theory 

In recent years, scholars have argued that leadership research needs to adapt to the societal and 

economic developments, characterized by a shift from the industrial era to a knowledge era. This 

new era is driven by technological revolutions and globalization, which means that organizations 

are challenged by continuous demands for innovation and knowledge, to survive and thrive in 

the future (Bettis and Hitt, 1995). Organizations are becoming increasingly complex in the wake 

of this challenge, and have adopted ‘network-like formations’ with loose and informal relations 

(Uhl-Bien and Marion, 2009). To account for this changing organizational landscape, leadership 

research needs to embrace the complex and adaptive needs that organizations face (Lichtenstein 

et al., 2006). Complexity Leadership Theory (CLT) argues that the traditional, hierarchal approach 

to leadership is ill-fitting to describe these relations, as they defy the logic of control and planning 

that is assumed to be central to leadership in this new complex context. CLT proposes an 

alternative, relational, approach to leadership, that builds on complexity theory. It is thus a 

framework that illuminates how taking a relational perspective compels us to reconsider how to 

think of organisations and leadership. This section will elaborate on the assumptions and 

propositions of CLT. 

 

2.4.1 Leadership in Complexity 

Complexity theory can be broadly summarized as the study of the dynamics of the diverse 

linkages and interactions among people, technology, and systems over time. It sees 

organizational systems as sets of agents, processes, and mechanisms, that generate novel 

emergent goals out of the interaction of the agents (Complexity Science - Background and 
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Concepts, 2017). Rooted in complexity theory, CLT explores how to practice leadership in a 

complex context. CLT builds on the idea of Complex Adaptive Systems (CASs). CASs reflect an 

agents-based line of thinking, and are defined as “neural-like networks of interacting, 

interdependent agents who are bonded in a cooperative dynamic by common goal, outlook, need, 

etc.” (Uhl-Bien, Marion and Mckelvey, 2007, p. 299). Such networks are in biology or physical 

science seen as self-organising, and they have no centralized control or hierarchy. They are 

structures with ‘multiple, overlapping hierarchies’, linked in dynamic and interactive networks.  

When CASs react to pressures from the environment or internal dynamics, it results in “system-

wide emergent learnings, capabilities, innovations, and adaptability” (Lichtenstein et al., 2006, p. 

3, emphasis in orginal). Thus, the focus of CASs is on how systems can adapt quickly to 

environmental opportunities and threats through innovative new structures. Uhl-Bien and Arena 

(2017, p. 2) refer to this process as emergence. Emergence is defined as the “creation of new 

order that happens when agents (e.g., people, technology, information, resources) in a networked 

system combine together in an environment poised for change to generate the emergence of 

something that did not exist previously”. Emergence then occurs, not as a result of a single 

person’s actions, but as a process between agents.  

CLT is about leadership of emergence, and creating adaptive organisations in the wake of 

complexity (Uhl-Bien and Marion, 2009). As described by Arena and Uhl-Bien, the key question 

of CLT is: “How, in the context of bureaucratic organizing structures, can organizational leaders 

enable emergence of the new solutions and innovation needed to survive and thrive in today’s 

complex world?” (2016, p. 23). Thus, CLT explores the processes in organizations, where joint 

interdependent actions of individuals, result in collective ventures, or changes. Yet, CLT does not 

deny that organizations’ contexts are hierarchical and need bureaucratic coordination - CLT 

recognizes that, in organisations, the criteria of CAS that there is no centralized control and they 

are self-organising, does not hold. Organisations do indeed have clear structures, hierarchies, 

organisational charts, and so on. However, it needs to be recognized that complex systems within 

these organizational boundaries exist, and have significant importance as a reaction to 

complexity and the increasing need for innovation. Thus, the question becomes how it is possible 
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to lead organisations to allow for emergence, as CLT focuses on enabling the adaptive capacities 

of CAS within a context of bureaucracy.  

In extension to this, CLT have a distinct perspective on how organisations function, and the 

systemic interactions taking place. Uhl-Bien and Arena (2017, p. 3) argue that the two primary, 

and opposing, systems in organisations can be understood as operational and entrepreneurial. 

‘Operational systems’ are “found in the formal, bureaucratic organizational structures that push 

for order, […]. They are responsible for productivity, efficiency, and results”. In turn, 

‘entrepreneurial systems’ occur in informal structures, that push for change. These are 

“responsible for innovation, learning and growth”. In adaptive organisations, leaders exploit the 

tension between the entrepreneurial system and the operational system to generate innovative 

new thinking and productive adaptability. To enable emergence, adaptive organisations develop 

what is deemed ‘adaptive spaces’. Adaptive spaces are defined as “contexts and conditions that 

enable networked interactions to foster the generation and linking up of novel ideas, innovation 

and learning in a system” (Uhl-Bien and Arena, 2017, p. 4). These adaptive spaces thus seek to 

capitalize the tension between operational and entrepreneurial systems. Adaptive spaces thus 

act as a bridge between the two systems, utilizes those pressures, and opens up for ideas 

originating in the entrepreneurial system to interact, and connect with, the operational system.  

The idea of CAS, organisational systems, and emergence requires one to re-think leadership. The 

notion that networks of actors create change through their interactions with both each other and 

the external environment, means that it is necessary to separate leadership from leaders. Thus, 

leadership needs to be understood as an emergent event – not as a person (Lichtenstein et al., 

2006). Leaders can in turn enable conditions that allow for CAS to realize their potential, but the 

change cannot come from them directly. CLT argues that organisations must become more 

complex to increase their learning, innovation, and adaptive capacities, which requires a different 

approach to leadership than the centralized control and order that traditional leadership 

paradigms are based on. CLT thus challenges the conventional theories of leadership, and 

underscores and builds on the relational reasoning as outlined above. Leadership is here seen as 

‘an emergent, interactive dynamic’ that relies on interplays, which lead to action and change 
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(Uhl-Bien, Marion and Mckelvey, 2007). Consequently, CLT discards the model of direct 

leadership acts performed by a single hierarchical and central leader. As emergence is a dynamic 

process, it needs to be enabled, rather than managed or controlled. Thus, CLT offers a framework 

to integrate the interactive dynamics of CASs with bureaucracy and hierarchies. Central to this 

are three entangled leadership functions, that I now turn to: 

 

2.4.2 Three Leadership Types  

In CLT, three overall types of leadership for adaptability are recognized to empower the adaptive 

responses that allow for emergence (Uhl-Bien, Marion and Mckelvey, 2007; Uhl-Bien and Arena, 

2017): 

1) Operational leadership - refers to leadership grounded in traditional, bureaucratic 

notions of hierarchy, alignment, and control.  

The first type of leadership, operational leadership, holds the power to make decisions for the 

organization based on authority and position. Thus, it primarily, but not exclusively, includes 

actions taken by members in formal managerial positions. These members plan and set goals. It 

is “formal design and alignment of systems and processes for efficiently executing on ideas and 

converting them into productive outcomes” (Arena et al., 2014, p. 6). Furthermore, the role of 

operational leadership in CLT is to convert emergent ideas into organizational systems and 

structures that produce innovation and ongoing results. Thus, emergence only becomes possible 

if the operational system makes new orders based on these ideas. This type of leadership is what 

makes CLT applicable in the bureaucratic contexts of organizations (Marion and Uhl-Bien, 2001).  

2) Entrepreneurial leadership, - refers to leadership as a generative dynamic that underlies 

emergent change activities.  

Entrepreneurial leadership is the “the source of new ideas, innovation, learning and growth for 

the organization” (Uhl-Bien and Arena, 2017, p. 6). The goals of entrepreneurial leadership are 

complex, and include both alliances between people, collaborative efforts, learning, etc. These 
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outcomes emerge from the interactions between the organisational systems as they adjust to 

tensions and constraints (Uhl-Bien, Marion and Mckelvey, 2007). Entrepreneurial leadership, in 

contrast to operational leadership, is not an act of authority, as these adaptive and 

entrepreneurial activities and emergence can occur anywhere in the organisation. 

3) And finally, enabling leadership - refers to leadership that structures and enables the 

adaptive spaces, that fuel emergence, creative problem solving, adaptability, and 

learning. 

Enabling leadership then plays the linking role between operational and entrepreneurial 

leadership. In this, it manages the “dynamic relationship between the formal top-down, 

administrative forces (i.e., bureaucracy) and the informal, complexly adaptive emergent forces 

(i.e., CAS) of social systems” (Marion and Uhl-Bien, 2001, p. 305). Enabling leadership occurs when 

the actors involved take on boundary spanning positions to catalyse the necessary interaction 

and information exchange. This type of leadership is key to establishing and enabling the adaptive 

spaces. Thus, enabling leadership involves two main aspects. First, to create 

organizational/enabling conditions to nurture effective entrepreneurial leadership where 

innovation and adaptability are needed. Second, to ensure that knowledge and creativity flows 

from the entrepreneurial system to operational system. In this, enabling leadership include 

aspects such as brokerage - referring to creating bridges between systems to allow agents to link 

up and share information and ideas; linking up the networks; and utilizing the tensions between 

the organisational systems. 

It might seem misplaced that administrative and operational aspects of leadership are such a 

central part of CLT, considering the relational paradigm that it is part of, and the inspiration it 

takes from the concept of CAS. But I argue that it rather strengthens it, and reinforces the 

relational line of thought. To include it means that CLT does not value one type of leadership over 

the other. Entrepreneurial and enabling leadership is not a better or more powerful type of 

leadership, as the innovative capacity relies and depends on an ability to connect with the 

bureaucratic systems. Operational leadership helps to ensure that the ideas and changes arising 
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from the emergence is implemented in the system. As such, all types of leadership play a role in 

CLT. As no one type is better than the other, no one person is by default, or by hierarchal position, 

more important or valuable for the organisation. As such, leadership becomes less about the 

roles and personalities of individuals, and more about how these individuals interact. With this 

model established, I now turn to the investigation of leadership in a SE context of this thesis. 

 

2.5 Exploring Leadership in Social Enterprises 

This chapter has explored the literature on leadership in SEs through a review of both leadership 

theories, relational leadership models, and SEs. What has become clear is that leadership in SEs 

has largely been studied from the traditional and leader-centred approach, where the focus 

remains on the individual. However, relational leadership might offer a more holistic perspective 

on the dual mission of SEs. This thesis will therefore apply a relational leadership paradigm in the 

construction of the grounded theory on leadership in SEs, and explore the theoretical concept 

‘relational leadership of dual strategies’ through the research question: How do social 

enterprises conduct leadership? The relational leadership paradigm, as has been explored 

through the review and discussion of the CLT framework, offers a few key notes that will be 

applied in the making of the theoretical model of this thesis. 

First, organisational structures and systems have the potential to impact the leadership 

processes in the SEs. As such, that is where this thesis will also initiate as it will explore the first 

sub-question: What structural contexts of leadership can be observed in the social enterprises? It 

is worth to briefly give warrant to this starting point in structural contexts: Organisational and 

managerial structures are not a central theme in this thesis, and their relevance for leadership 

might not be clear at first glance. However, while I will not dwell on the details of legal 

organisational forms; investment patterns, and resource-dependency; or similar specifics of the 

organisational setups of the cases, there is indeed immense value in exploring how leadership 

plays into these overall structures: The focus of the relational leadership perspective, on the 

leadership occurring between agents rather than on a single person’s actions, provides a 
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motivational factor for taking these aspects into account. As leadership occurs in interactions, it 

is vital to establish the outline and setting of such interactions, before it is possible to explore the 

leadership of the SEs. Thus, taking a relational perspective means that it is assumed that such 

aspects influence and impact how leadership is conducted. This is clearly the case in the CLT 

framework, where the concept of bureaucratic structures and the contrasting entrepreneurial 

systems are explored to set the frame for the three types of leadership. The understanding of 

the interaction and tension between the operational and entrepreneurial systems within the 

organisations, made way for the idea of the three types of leadership necessary to enable the 

emergence in such structures. Similar value might be found in the practices of leadership in this 

thesis, and such contextual structures should therefore not be overlooked.  

Second, the leadership practices occurring in the SEs are taking place in the relations and 

interactions between agents, and the literature has shown that these can ultimately lead to 

emergence and change. This assumption and take-away is valuable for the analytical process and 

building of the theoretical model, as it opens for a focus on the interactions between agents, 

rather than one person’s actions. Thus, agents’ interactions have the potential to lead to 

leadership practices, that might in turn lead to emergence, societal disequilibria, or similar 

changes. This furthermore implies that these leadership practices might play an active role in the 

achievement of goals and missions in the SEs. Thus, the theoretical framework that will be built 

in this thesis can benefit from a focus on the interactions between agents, and derive leadership 

practices from that. Thus, the other sub-question that will be explored is: What leadership 

practices can be observed within these contexts, and how are they impacting the social goals of 

the social enterprises? 

Finally, the contributions of the existing body of literature is vital to consider, as I will discuss the 

question of: How does this compare to what the relational leadership literature would predict? 

The CLT framework is a good example of how relational leadership is further enriched and 

concretised through the utilisation of complexity theory, resulting in the understanding of how 

emergence has an impact on the leadership processes in organisations. Thus, the framework of 

this thesis must be put into perspective is the body of relational leadership literature, to explore 
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how it might benefit from further perspectives. The following chapter will examine how I aim to 

explore these questions, focusing on methodological aspects.   
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3 Methodology 

 

In this chapter, I introduce the methodological assumptions of my research, as well as my 

research design. Methodology consists of the study of methods and asks the question of how we, 

as researchers, know and perceive reality. Consequently, a crucial step in answering the research 

questions of this thesis, involves an understanding of how the choice of methodology and 

methods affects the analysis and the conclusions that will be reached. This chapter will therefore 

offer insights into the flow of logic that guides the research and researcher through this process. 

First, I will outline and discuss philosophical assumptions, in the context of leadership research 

and SEs. Following this discussion, I will outline my research approach and design, including case 

selection, data collection and data analysis. Here, I give an overview of how critical realism has 

shaped the use of multiple case studies in a grounded theory approach, multiple methods of data 

collection, and hypotheses-shaping during data analysis. Finally, I will reflect on the implications 

on the reliability and validity of the results and conclusions reached through my chosen 

methodology. 

 

3.1 Philosophical Assumptions  

The purpose of this section is to discuss the above outlined nature of SEs and complexity 

leadership in the context of critical realism. As the research of this thesis is built and formed 

around basic assumptions on reality and the role of the researcher, these are issues that need to 

be explored. The argument is that, in this thesis, both the subject (social enterprises) and 

phenomenon (relational leadership) demand a methodology that allows for deep-rooted issues, 

contexts, and processual aspects to emerge.  

Historically, leadership research has been framed and dominated by positivism, and quantitative 

studies associated with psychology (Parry, 1998; Kempster and Parry, 2011), where is has been 

assumed that the reality of leadership is composed of discrete elements whose character can be 
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recognized and classified. As a result of this, the phenomenon has largely been explored and 

tested through quantitative methods – e.g. with questionnaires (Parry, 1998). Such 

questionnaires clearly fit the leader-centred perspectives on leadership, as they allow 

researchers to investigate how subordinates perceive and react to their leaders. However, 

leadership has been argued by several scholars to be a complex phenomenon which is neither 

directly observable nor static (Conger, 1998), and is furthermore embedded in a dynamic context 

(Kempster and Parry, 2011). This idea is also reflected in the conceptualization of leadership that 

is taken in this thesis, as relational leadership theory tackles the more processual and relational 

aspects of leadership. Thus, positivist methodologies on their own, only ever allow for the testing 

of the directly observable effects of leadership, but is less fitting to account for the deeper 

structures that have resulted in those effects, or the more complex constellations of interactions 

that make up leadership in SEs. 

Thus, it might be argued that interpretivism would fit the focus of this research. As opposed to 

positivism, interpretivism assumes that social phenomena do not exist independently of people’s 

experience of them (Guba and Lincoln, 1994; Easton, 2009). This perspective does carry some 

merit for this thesis, due to the importance of social interactions in leadership processes, but it 

is inappropriate for this thesis’ aim of investigating the underlying social and organisational 

structures of leadership in social enterprises. This is because it disconnects activities of actors 

from their underlying structures, making an investigation of said structure redundant. As the 

subject and phenomenon of this thesis are both relational and emergent, an assumption that 

there is only one reality, but several interpretations of it, will value individuals’ meaning-making, 

and balance the necessary evidence to test that reality in an external context. This is not achieved 

through interpretivism. Thus, I argue that critical realism is a valuable paradigm in this case: 

In contrast to positivism and interpretivism, critical realism allows for an investigation of the 

deeper structures underlying leadership and its effects (Parry, 1998; Kempster and Parry, 2011). 

On the spectrum of philosophical paradigms, critical realism has been argued to bridge the divide 

of the two stereotypes of positivism and relativism. In critical realism, the naturalist idea of a real 

world that exists independently of our knowledge of it, is embraced. However, the idea of an un-



 

    P a g e  - 24 - 

 

 

objective scientist that can discover this real world in its entity, is rejected. As McEvoy and 

Richards emphasize, (2006) the goal of critical realism is not to make generalizable laws of reality, 

as positivists would aim for. Nor is it to categorize the perceived and lived experiences of social 

actors, as relativism would aim for. Rather, it is to develop deeper levels of understanding of the 

world through an investigation of the relationships between agents and structures. As such, the 

goal of research should be to explore the causalities, that create the phenomena we experience. 

Thus, critical realism offers a philosophical standpoint that emphasizes the researchers need to 

approach an issue holistically, with an obligation to search for the best approximation of truth as 

possible.  

The ontology of critical realism assumes that nature is an open, rather than closed, system. In 

this, critical realism distinguishes between three different ontological domains, neither of which 

can be captured directly, but can be inferred through investigation and theory development 

(McEvoy and Richards, 2006; Bhaskar, 2008). These domains include the ‘empirical’ which 

constitutes the aspects of reality that can be experienced - directly or indirectly; the ‘actual’, 

including events occurring whether we experience them or not; and the underlying ‘real’ domain 

of structures generating those events. On the epistemological level, we, as researchers, then 

come to understand the real and actual domains by inferring from their experienced effects (See 

figure 3-1).  

This ontology allows me to both relate micro and macro issues, and conceptualize leadership as 

a boundary spanning activity. First, the SEs are working both on an organizational, at times very 

small-scale, level every day. Here, they are engaging with the beneficiaries through their every-

day activities, working with their social goals through more short-term practices. At the same 

time, they might be working at a macro-level for change and social impact, seeking to conduct 

major system-level change. Here, the SEs might be working on a different, more long-term level 

where they engage with external agents, and work toward creating a better world for their 

beneficiaries. Critical realism allows me to take these multiple interacting parts and players into 

account, without losing sight of the major systemic forces and causalities. Secondly, integrating 

complexity leadership in SEs and critical realism allows me to conceptualize the leadership 
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dynamics in multiple, overlapping, and complex systems. These systems function at various 

levels: the individual leaders’ level; the complex organizational systems with the dual mission; 

and the larger systems of society, public institutions, policies, and so on. These systems can be 

explored through the ontological domains of critical realism, without suffering from ontological 

reductionism (referring to the belief that the reality consist of a minimal number of parts), or 

methodological reductionism (referring to the idea that when a researcher understands the 

parts, then one can conclude about the whole) (Honderich, 2005). 

 

 

(McEvoy and Richards, 2006, p. 70) 

 

There is a core notion in critical realism that entities are the building blocks of theory, which is 

beneficial for this research. These building blocks are integral to the explanation, the causalities, 

of what we see. These might be people, attitudes, relations, ideas, etc. (Easton, 2009). Thus, 

entities are valuable in the exploration of the empirical focus of relational leadership. Entities 

Figure 3-1 The three ontological domains of critical realism 
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stand in contrast to variables. Variables are things that can be measured – they only count the 

things that are quantifiable, not the causes of these. Thinking about entities, rather than 

variables, means that we, as researchers, focus on aspects that go beyond what is measurable. 

For this thesis, the nature of the complex social structures that leadership is constructed in means 

that it is not possible to assume a linear reality, where cause and effect are easily spotted. 

However, this does not mean that causal processes cannot be investigated. The critical realistic 

notion of entities allows me to explore how the conditions and dynamics of leadership emerge – 

which is naturally widely unpredictable, and have all kinds of explanations, and thus cannot be 

explored through variables.  

 

3.2 Research Design  

The aim of this section is to give an overview of the methodology of this thesis, as it is applied in 

practice. In this section, I discuss the use and appropriability of grounded theory in this research, 

as well as the use and selection of case studies. This section thus outlines how the assumptions 

of this research are applied in practice.  

Grounded theory is somewhat of an umbrella term for a research method that is embedded in 

empirical data. As such, a grounded theory is discovered, investigated, and derived inductively 

from a study of the phenomenon it represents (Parry, 1998). In applying grounded theory, one 

should aim for a continuous interplay between data collection, data analysis and theorizing. 

While grounded theory is historically a constructivist method, it is useful and valuable for a critical 

realist perspective as well. The purpose of grounded theory is to take people’s actions, words, 

and experiences, and produce credible predictions from them. In this process, there is a shift 

taking place from the empirical data of codes and themes, to a higher level of abstraction, where 

it becomes possible to explain what is seen. This makes grounded theory a useful approach for 

the importance of a vertical exploration of social phenomena, through the three ontological 

domains. In this, it is necessary to “seek generalization through theoretical comparison” as 
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Kempster and Parry argues (2011, p. 107). Grounded theory allows just that through the 

contextual examination of social processes in leadership.  

It furthermore allows the researcher to conceptualize and re-conceptualize as one gains 

increasingly deep understanding of the leadership phenomena one observes. This is achieved 

through the processes of open coding and constant questioning of the data, which results in a 

fluid creation of knowledge (Oliver, 2011). Thus, grounded theory serves the purpose to go 

beyond the surface and the visible aspects of leadership in SEs, to explore the deep-rooted 

causalities. Furthermore, the goal of a critical realist grounded theory approach must be an 

explanatory theory that explores the causalities and tendencies from the deepest known layer of 

reality, to the effects that can be detected in the open systems. This means that the analytical 

approach in grounded theory, where categories are developed through constant analysis, fits 

well with the critical realist notion of contextualized explanations (Kempster and Parry, 2011).  

As Taber outlines, grounded theory does not move as smoothly through the ‘traditional’ stages 

of data collection, analysis, and reporting as most other research methodologies. Instead the 

research evolves organically, guided by three principles: theoretical sensitivity, theoretical 

sampling, and theoretical saturation (Taber, 2000). Grounded theory by nature requires several 

rounds, or cycles, of research. To elaborate: During data analysis, researchers’ ‘theoretical 

sensitivity’ leads to “hunches that suggest the next stage of data collection”. In turn, the term 

‘theoretical sampling’ is used to describe how “decisions about on-going data collection are 

guided by the emerging theory as the research becomes more focused”. This refers to the 

interrelations between data collection and data analysis, as the researcher returns to the 

participants and cases to test the data in real life. Finally, the process when end of the research 

is reached is ‘theoretical saturation’, that is where “further data collection and analysis does not 

significantly change the model being developed”. However, even if theoretical saturation is 

achieved, it does not mean that a theory is completed. In this, when new data arises, the theory 

should be open for further development. 
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3.2.1 Using Case Studies 

In this grounded theory building, I use a multiple case study strategy, which allows an empirical 

investigation of complex phenomena within their real-life context. Each of these cases is 

regarded as an individual unit of analysis, and then in turn serve as contrasts and additions to the 

emerging theory (Eisenhardt and Graebner, 2007; Yin, 2013). Thus, I have focused on qualitative 

primary data, but supplemented and enriched this with secondary data on organizational 

documents and archival analysis. This triangulation of data has carried the primary purpose of 

strengthening the validity of the findings, to make it possible to derive strong indicators of the 

leadership dynamics in the organizations.  

In line with the Eisenhardt (1989) framework, the cases in this thesis were selected on the basis 

of a defined population. As she argues, when doing theory-building from case studies, the cases 

should be chosen on theoretical, not statistical, reasons. In grounded theory, random selection 

is not preferable, but cases should rather be chosen based on their likelihood of extension or 

replication of the emergent theory (Glaser, Strauss and Strutzel, 1968). The cases in this research 

all share institutional contexts, in that they are all Danish, and all work with, and for, people with 

disabilities of some sort. As such, they all have social goals as their primary missions; they either 

employ, conduct internships, or conduct resource assessments with people with disabilities with 

the goal of integrating them into the labour market; and they all sell products and/or services on 

market terms to obtain these goals. They are thus categorically similar and all fit the definition of 

SEs, but differ in their organisational setups, approaches to their social goals, and aspects such 

as size, age, and industry. Thus, they allow me to explore leadership in this specific Danish setting 

of SEs, but at the same time provide sufficient differentiation for me to investigate how these 

differences might have impact on the leadership processes taking place. 

 

3.2.2 A-priory Constructs 

In the field of grounded theory, there is a diversion on the question of the degree of intervention 

from the researcher’s part on the theory development from data. One side argues that it is vital 
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to approach inquiry without substantial knowledge in the given field, or any pre-defined 

analytical frameworks, so that the researcher is completely open  (Glaser, 1978 in: Easterby-

Smith, Thorpe and Jackson, 2012). Others rather highlight that it is essential to have an initial 

research focus before collecting data, as theory then emerges from the interaction between the 

researcher and the empirical data, rather than solely from the data itself (Strauss and Corbin, 

1990). In this thesis, I try to strike a balance between a theoretical clean slate to allow for 

flexibility, and set up a research focus that allows me to concentrate my efforts. Such an initial 

focus is achieved by forming a-priori specifications of constructs that can be valuable to shape 

the initial design of the theory building. As such, I have worked with a focus, but not extensive 

ideas, on relational leadership from the beginning of the process.  

This initial focus has resonated in both research design and data collection. The literature on 

relational leadership has illuminated a construct on leadership as an emergent and interactive 

dynamic, rather than individual attributes or personality traits. (Eisenhardt, 1989). In example, I 

have not sought to ask questions on personality in my data collection, but rather focused on 

aspects such as how people work together, decisions are made, or how the SEs are engaging in 

partnerships. However, I have sought to avoid considering specific relationships between the 

practices I observed, and the prevailing literature to the highest degree possible, until I was able 

to see patterns to the coding and themes that emerged during the data analysis, reflecting the 

essential inductive strategy of grounded theory. Furthermore, the participants were approached 

with an introductory email, in which I informed them that the focus of the project was leadership 

in SEs. If I was to go in with no pre-defined framework whatsoever, it would arguably be 

necessary to avoid informing the respondents of the context of the project, to allow for wider 

interpretations of the resultant data. However, I did not provide the participants with any further 

explanations of exactly how I would approach the topic of leadership, and thus did not mention 

concepts such as complexity, relations, or the like. I therefore tried to avoid inflicting my own 

pre-defined paradigm of leadership on the respondents, and thereby allowed the respondents’ 

own perceptions to emerge.  
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Naturally, the balance between letting the data speak for itself, and yet maintaining a focus and 

not getting overwhelmed by the amount and complexity of data is not easy to achieve. In line 

with the critical realist paradigm, I do not assume that I am value-free or that my own perspective 

does not play into the collection and analysis of data, thereby establishing constructs that are 

not clear to me. The same can be said for the research participants. As I did not inform them of 

how I would approach leadership in my thesis, there is a likelihood that the participants let their 

own ideas and concepts of leadership shine through in their answers in the interviews. Therefore, 

a key focus for this thesis has been to seek to ensure that the theory is valid, despite these 

challenges. This focus has been reflected in the methods I have applied, as is discussed below. 

3.3 Research Method 

I will now move into the specific methods that I apply in this thesis. Here, I first discuss and outline 

the data collection that has been conducted. Secondly, I outline and discuss the data analysis, 

and hereunder the coding strategies that have been applied. 

 

3.3.1 Data Collection 

I have collected case study evidence from multiple sources and in several rounds. First, I gathered 

preliminary data, which consisted of a-priori interviews with key individuals in 3 organizations: 

an SE working with IT for disabled people; a fund that provides capital and consulting to SEs; a 

community of start-ups and small businesses working with social and sustainability issues; and a 

socially oriented start-up. These interviews were not guided by a set of pre-defined questions, 

but were conversations to allow me to gain an understanding of the research field. These made 

it possible for the participants in these preliminary interviews to choose their own focus and 

words. As it was yet unclear to me how I should approach the topic of leadership in SEs, I found 

it useful and beneficial to talk to such key actors, and these early conversations allowed me to 

frame a research problem. However, these interviews have not formed the theory developed in 

this research directly, as they did not expand or add to the data from the case studies. Their 

purpose was solely to establish my own focus. This initial round of data collection was conducted 
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to ensure that my perspective on SEs reflected a reality that key actors in a SE context recognized. 

Here, the dualism that is a key aspect of the definition of SEs that I apply was confirmed and a 

central theme in all the interviews.  

The intensive round of data collection on the case studies, that has formed the theory-building, 

was constructed on semi-structured interviews, direct observations, and secondary documents 

in four case organisations. For the interviews, three out of four cases took place in person, and 

one over the phone. All the interviews lasted for approximately one hour, and all interview-

participants hold positions as formal managers of the organizations. Observations then served to 

enrich the data from the interviews, and to serve as a contextual and environmental perspective. 

As made clear, relational leadership does not occur in the context of a single person, it occurs as 

an emergent event between actors and systems. Thus, only taking the formal leader’s voice into 

account would have limited the validity of the data. To further advance this, the organizations’ 

websites; documents produced by and on the organizations; documents on the organizations 

from media sources; etc., have been gathered. These secondary sources of data, e.g. of 

newspaper stories and similar documents, also allowed for analysis of the beneficiaries’ own 

perspective on several occasions. Thus, the claims, quotes, and impressions that have CEOs as 

sources have been backed up by other sources too, either through direct interactions in 

observations, or through secondary sources. 
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To enrich the data on the cases, I have supplied my data with a supplementary case study. The 

supplementary data was primarily collected following the organisation’s participation and 

presentation in the full-day meeting I observed with Case A. The presentation in the meeting was 

centred around the theme of partnerships, and the supplementary case came to the meeting to 

offer insights into their view on the partnership theme. The observation notes from the meeting 

therefore offered insights into that aspect of organizational strategy and leadership in this 

organization, but as I had no impact on the topic, and could not take control of the ‘conversation’ 

as if it has been an interview, I found it necessary to supplement the observation notes. Thus, I 

extended the archival analysis on secondary research and documents available on 

Supplementary Case E. Nevertheless, I classify this case as supplementary, to differentiate 

between this and the other cases. It has been used to support and control for variations across 

the cases, but not as an in-depth case study in itself.  

3.3.1.1 Interview Approach 

The semi-structured interviews in the case studies were steered with the use of an interview 

guide. These were set up more as conversations rather than formal questions and answers, to 

Preliminary data collection:

•2 organizations with expert 
knowledge on Danish social 
enterprises

•2 Social Enterprises

•Unstructered 
interviews/conversations via 
phone, email and in person

•Used as a-priori material to 
establish research focus

Supplementary data 
collection:

•1 Social Enterprise

•Primary data: notes on 
presentation collected in 
relation to observation in 
Case A

•Secondary material: 
Websites, articles, news 
reports

•Used to enrich data from 
primary case studies

Case studies

•4 Social Enterprises

•Primary data: interviews 
and observations

•Secondary data: Websites, 
reports, articles, news 
reports and -articles

•Used as the primary and 
most contributory sourcse 
of data

Figure 3-2 Overview of data collection 
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allow for themes and concepts to emerge during the interviews. The interview questions were 

thus designed to allow for the respondents’ own perceptions on leadership to emerge. This semi-

structured approach opened for the participants own words and experiences to be dominant, 

however with me gently guiding the conversation. This approach is personal and establishes 

confidentiality to increase the likelihood of authentic answers. All interviews were started by a 

brief introduction to the project, and an agreement on the formalities and anonymity. All 

participants were informed that no quotes would be connected directly to their names or 

organizations. The interviews were all conducted in Danish, and transcribed in Danish as well. 

This was to ensure that the participant felt as comfortable as possible, and to avoid details getting 

lost due to language barriers. The selected quotes used in this thesis have thus been translated 

as close to their original meaning as possible. 

The questions in the interview guide were all centred around three main themes: An introduction 

to the participant and organization, the internal aspects of leadership and disability, and the 

external contexts and partnerships. These topics were covered through both primary and follow-

up questions, that were asked if it was necessary to elaborate further. The introductory questions 

focused primarily on the role of the participant, and the organisational setups and historical 

roots. This served to establish a frame of reference that was common for the interviews, and 

proved helpful to allow for comparisons on both formal and informal levels between the cases. 

The focus of questions on internal leadership aspects was on hierarchies, power, and relations 

internally in the organisations. Here, I sought to ensure that the participants did not solely focus 

on traditional leader-subordinate relations, but rather that they described processes, 

interactions, and overall structures. Finally, the questions on external aspects covered 

partnerships and dependencies. Due to the semi-structured nature of the interviews, different 

facets of the SEs were discussed and described in all the interviews, which was further 

encouraged through the conversational style of questioning that set the tone.  

In response to evolving learning and knowledge that emerged in the interview processes, I 

adapted my approach. As the interview process progressed, both the number and the nature of 

the questions were modified as further insights were developed. As such, the number of 
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questions were reduced to avoid repetition, certain topics were cut out as they did not add value 

(see appendix 9.1 – ‘Interview guide’ for both the first and last edition). Importantly, the 

questions also became increasingly open-ended. This was based on the realization that for the 

respondents to be able to outline their own experiences and reality, it was valuable to avoid the 

use of value-laden words and phrases, such as ‘relations’ or ‘consensus’. Furthermore, the focus 

of the interviews changed slightly during the learning process. The questions on partnerships and 

other external aspects were originally considered important due to aspects such as networking, 

knowledge sharing, and similar aspects, as these features were mentioned during the preliminary 

data collection. However, the data indicated that partnerships rather seemed to play a part in 

the SEs’ achievement of social goals. Thus, the questions on this topic were adapted along the 

way. 

Furthermore, I decided to triangulate my data in response to the fact that the conditions and 

surroundings for the interviews varied somewhat in quality. In this, some interviews were more 

structured than others. In example, one participant preferred that I did not take notes or refer to 

my interview guide. In combination with the fact that the interview took place in a crowded café, 

meaning that the audio of the meeting was poor, the quality of the transcript is comparatively 

less detailed, and the interview was less structured than its counterparts. While variations in the 

types and quality of data is to be expected in the case of qualitative studies, it was at least 

partially accommodated by supplement material as well as observations, that I now turn to: 

3.3.1.2 Observations  

I carried out three observations over the course of data collection. One was eight hours of an 

official leader-meeting, with a tour around the organization and breakfast and lunch with all the 

employees. In this, I engaged with both internal leaders of different departments, regions, and 

levels; and employees, both ordinary and beneficiaries. Another was of a one-hour meeting, 

where both leaders and beneficiaries participated. The third was the least formal, and was 

conducted right after the interview. In this, I was given a tour of the premises and met with the 

ordinary employees and beneficiaries, where I could ask questions and gain an understanding of 

their work, as well as their interactions with their leaders. Thus, this third observation was more 
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interactive in comparison to the others, where I was a silent witness to the meetings. However, 

the last observation also included less interactions between agents. As a result, the observations 

were different in both style, length, and approach.  

During these observations, I took field notes that functioned as an overlap between analysis and 

data collection. They can be separated into: a documentation of the events taking place; a 

collection of quotes, topics, and statements from the participants; and a commentary analysis of 

what was observed, including hunches, impressions, and emerging ideas. I also took analytical 

notes, that in turn gave way for a thought process that gave me the opportunity to, at least in 

part, start the analytical process as I was in the middle of the data collection. This reflects the 

theoretical sampling principle of grounded theory. See appendix 9.2 for examples of observation 

notes. 

 

3.3.2 Data Analysis 

In grounded theory, the coding process of transcripts, notes, and organizational documents is a 

continuous, structured process. The process of data analysis has the purpose of reducing the 

complexity of the information at hand, to be able to arrive at generalizable findings (Gläser and 

Laudel, 2000). In this process, the researcher can aim to do the analysis through either: 

systematic and step-wise; or spontaneous and more subconscious, approaches. In this thesis, I 

argue for the former, systemic approach, to ensure efficiency and transparency. I have coded all 

transcripts, observation notes, and documents in Nvivo. See appendix 9.3 for an overview of the 

types of primary and secondary data sources that have been analysed in this research for each 

case. 

In essence, the process of coding in grounded theory can be boiled down to three steps: Open 

coding, axial coding, and selective coding (Charmaz, 2014). In the first step of the analysis, open 

coding allows the researcher to identify, categorize and describe the phenomena that emerged 

when writing the texts. Axial coding then enables the researcher to create and explore the 

relations between the codes, and uncover causal and deeper contexts. Selective coding then 
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refers to the process wherein the researcher applies the theoretical framework to the axial codes, 

to build a formal framework. I have worked with several types of codes during this process. In 

example, in vivo codes, using a word or short phrase taken from that section of the data to code, 

and value coding, inferring the values and attitudes of participants. 

In the first process of open coding, the lines, passages, or paragraphs were coded with one or 

more nodes, describing the themes of the text. These first codes broke down the data into 

subheading, or subcategories, often accompanied by brief descriptions. As I coded the 

documents and transcripts of each case separately in this stage, it also allowed for a deeper 

understanding of the individual cases. The open coding process gave way for learning and 

reflection. In example, during the open coding process, it became clear that there was a need for 

some overall categorization to differentiate the type of source. While both interviews and 

observations were based on the perspective of the leaders themselves, the archival documents 

often took in the perspective of the beneficiaries or other employees. Therefore, there was a 

need for a node that could allow for a differentiation between these two.  

By the end of the open coding process, a re-structuring of nodes was started. At this point, there 

were many nodes, some more specific than others, and some with a reference to an overall 

concept (such as ‘Partnerships’), and others simply referring to a specific point in a specific line 

of text (such as ‘The goal is to create jobs’). It was clear that there was a need for a hierarchy of 

the nodes. Furthermore, as several nodes overlapped somewhat, the creation of hierarchies gave 

way for the merging of some nodes, and re-arranging of others.  

Following the systematic examination and arranging of the nodes, the causal relations started 

getting uncovered, as I began relating codes to each other. By going through the texts once more, 

doing axial coding, I could explore how concepts and themes might correspond to each other 

and identify core categories. At this point, to allow for cross-case comparisons, I went back and 

forward between the cases, exploring how certain nodes might contrast or coincide with one 

another in comparison to other cases. More nodes were also added in this process. 
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After processing all the nodes, I conducted selective coding, wherein I refined and sharpened the 

core categories to identify the theoretical concept that this research is built around. Here, I raised 

the ties and linkages between the nodes to establish a formal theoretical framework. During the 

selective coding, I concentrated the theoretical development around the process of searching for 

the reasons behind linkages between codes, and uncovering the causalities. The process of both 

open and axial coding was repeated several times over during the selective coding process, as I 

went back over the data several times. Furthermore, the selective coding was done in several 

stages, as the analytical process developed. Finally, the selective coding led to the development 

of the actual framework of the theoretical concept, categories and subcategories as will be 

presented in the analysis. For an example of the coding process, see appendix 9.4.1. 

 

I continuously, during both the open and axial coding, created memos in form of theoretical 

notes. Throughout the analysis process, memos allowed me to document my thought process on 

how themes and concepts in the text relate to the emergent theory. In the open coding process, 

most memos were simply palpable impressions from the individual cases. Some of these were 

then elaborated on, added to, and connected with nodes and categories in the axial and selective 

coding processes. These memos then served as the basis on which I wrote my theory. Thus, they 

ended up forming the subcategories and categories that the theoretical framework has been 

built upon. As such, the memos functioned as the stepping stone in between initial analysis and 

impression to more coherent theory. For an example, see appendix 9.4.2, where I illustrate the 

development in the memos as I progressed in the analytical processes.  

 

3.4 Research Validity and Reliability 

This section will seek to illuminate and discuss the question of quality of the findings and research 

of this thesis. As denoted in both the critical realist and grounded theory approach, theory should 

be considered fallible and context-dependent, as reality is stratified. What is presented in this 

thesis, is by default is only a version of the truth. Therefore, the aim for this thesis is to build a 
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theory that can be developed on, and that allows for further additions as new knowledge is 

required, as I do not assume that the process of exploring this complex phenomenon will ever be 

final. This also reflects the openness that is taken to the data, analysis, and theory throughout 

this thesis. Nevertheless, the quality of the research is vital to consider, as the suitability and 

value of the theory depends on this.  

In qualitative research, validity implies that a researcher employs procedures to ensure the 

accuracy of their findings (Ali and Yusof, 2011). Validity is a key issue for critical realists, as there 

is a question of whether explanations, theories, and models, that are rooted in unobservable and 

invisible structures, can lead us to know anything about them. In this, there is both an issue of 

measurement validity (does the partial and perspectival empirical data reflect the actual events 

below the empirical surface?), internal validity (are the actual events caused by the generative 

mechanisms that the theory proposes?), and external validity, or generalizability (do the 

generative mechanisms that explain the actual, and then empirical events within the study also 

cause phenomena outside of that specific setting, in a broader context?) (Smith and Johnston, 

2014). These three types of validity will now be considered, before turning to reliability and 

theoretical saturation.  

In this thesis, measurement validity is strengthened through data triangulation and the use of 

grounded theory. The cross-check of the information accumulated the interviews with that of 

the observations and archival documents, as well as the use of supplementary and supportive 

data from the Supplementary Case E, all seek to ensure that what can be seen reflects the reality 

that the organizations face. However, as the actual domain is far larger than the empirical, there 

has to be a certain level of theorizing and simplifying to make sense of the complexities in the 

data. As it is vital that the empirical data is connected to the actual events, and not theoretical 

ideas, grounded theory’s inductive approach, where one starts with the data and works from 

there, has proved useful to overcome this challenge. Thus, the use of grounded theory limits the 

risk of simply picking out the data that I believe best matches my idea of reality, and drawing the 

conclusion that a theorized idea was proved through the data.  
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Internal validity is strengthened with multiple cases. In example, it is important to reduce the risk 

of the actions and dynamics in the SEs that I explore in this thesis being caused by something 

other than complexity leadership practices in SEs. Multiple cases have allowed me to address this 

risk, as they all exemplify different realities, histories, and situations. Furthermore, the cases 

differ significantly in their ties to public institutions, and they all work with diverse types and 

degrees of disabilities in the beneficiaries. This enables me to compare and, at least somewhat, 

control the theory and dynamics I argue for. As such, by relying on diverse cases, each case 

functions as a control case for the others to ensure that the generative mechanisms I argue for 

are, at least to a high degree, universal across the cases. In example, if I can observe a leadership 

practice in one case with a specific structural context, that then is repeated in another case with 

a different structural context, this indicates that this leadership practice is caused by a common 

factor. In this, I argue that it is reasonable to say that there is a link between the ‘actual’ and 

generative domains.  

Furthermore, there is the issue of generalisability, or external validity. Here it is worth briefly 

touching upon the difference in generalizability in quantitative and qualitative research. In 

quantitative work, generalizability is statistical. Thus, the “sample is matched to the study 

population at large to ensure comparability of demographic characteristics and, if this is done 

correctly, then it is assumed that the findings from the sample are generalizable” (Horsburgh, 

2003, p. 311). Thus, it relates back to the notion of a variable, in contrast to entities. However, in 

qualitative work, the participants and cases are selected based on theoretical sampling. Thus, 

situational, rather than demographic, representativeness is the aim of qualitative work. The 

theory I have developed in this thesis thus ought to be explanatory for what might be 

experienced by other organisations in a comparable situation, and should be expandable by the 

same measures. In this research, again, the use of multiple case studies strengthens the notion 

that the theory is valid in several contexts, as it indicates that what might be observed is indeed 

transferable across several organisational realities. This has been further strengthened by the 

preliminary interviews that informed the research focus. While these interviews have not 

affected the theory directly, the interviews have shaped a solid frame of reference of Danish SEs 
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in general. Based on this, I contend that the same basic definitive features that are common for 

the cases that I am concerned with in this thesis, also apply in a broader Danish SE context. 

However, grounded theory is aimed at developing theory, rather than testing it (Taber, 2000). To 

increase generalisability, it would therefore be fruitful to repeat this research in several 

institutional contexts to ensure that the results here apply, not only to Danish SEs, but to SEs in 

general. As such, I have developed ideas and notions through this research, that may now be 

verified through quantitative or positivistic approaches, but it also allows for further 

development and exploration of the notions that are suggested here. 

Reliability refers to the question of whether another researcher would find the same results, if 

working with the same data and methods, abiding to the logic that a variable is consistent with 

what it is supposed to measure if repeated multiple times. To increase the reliability of this 

research, I have sought to ensure that the methods applied have been consistently outlined and 

documented to a large degree. However, due to the many iterations and modifications to the 

coding sets, which grounded theory relies on to ensure continuous learning and gradual refining, 

this process is challenging to document in detail. Still, the examples given in this chapter, along 

with the overviews of connections between concepts, categories, and data, as well as the 

interview guides and the overviews of data sources have sought to rectify this, by documenting 

and clarifying the processes. Here, potential theoretical biases or constructs that might have 

affected the data- collection and analysis, despite the attempts to approach data with a ‘clean 

slate’, can be clarified through the clear linkages between the theory and data.  

Finally, in a context of grounded theory, the aspect of theoretical saturation is also worth 

mentioning. To achieve theoretical saturation, it would be necessary to seek to understand the 

practices of leadership within a specific context, and then in turn test this on the respondents 

within such a context to ensure that it resonates with their reality (Kempster and Parry, 2011), 

guided by theoretical sensitivity and sampling. In this research, there has only been one round of 

data gathering, and the results have not been tested with the participants. Thus, theoretical 

saturation has arguably not been fully reached. However, realizing this, an effort has been made 

to analyse data between each round of interviewing and observations. In example, it has been 
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especially lucrative to listen to and analyse data from the interviews before returning to the 

respective organizations to conduct observations. With this understanding of the quality of the 

research in this thesis, I now turn to the cases that the theory builds on. 
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4 Introduction to the Cases 

 

Before embarking on the analysis, is beneficial to offer an overview of the cases that have been 

studied in this thesis. I will therefore first briefly introduce the Danish historic and institutional 

context of SEs, to provide a contextual outline. This will serve to establish an understanding of 

the commonalities between the cases, that are rooted in the Danish context, such as institutional 

frameworks. I then provide summaries of the five cases that form the empirical data in this 

research (four primary and one supplementary, as outlined in chapter three). Here, the aim is 

not to go into depth in the organisations or provide substantial analytical insights, but to present 

the core properties of the cases. This section therefore does not seek to uncover details of the 

organizations and cases, but rather to act as a backdrop and reference point for the analysis that 

follows. This overview is thus useful to get a preliminary understanding of the different 

organizational types, resource mix and accompanying service offers. As a whole, the 

organizations are all focused on offering employment to beneficiaries with several types and 

degrees of disability. The cases are different in organizational size, age, and industry. To respect 

the premise of anonymity, as outlined in chapter three, this section will not name the cases, but 

refer to them as Social Enterprise A, B, C, D, as well as Supplementary Case E.  

 

4.1 The Danish Context  

Several scholars have outlined and discussed the importance of contextual aspects, such as 

institutional frameworks, legal frameworks, and historical antecedents to carry importance for 

how SEs and their typologies evolve (Kerlin, 2006; Defourny and Nyssens, 2008, 2010; Galera and 

Borzaga, 2009). As Borzaga and Defourny (2001, p. 361) argue, the development of SEs “depends 

heavily on the strength of the other providers, on the resources and the characteristics of the 

welfare state, and on the state of development of the traditional third sector”. Thus, it might be 

argued that such aspects even inform and influence the defining characteristics of the SEs in a 
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given context. It is therefore clear that it is valuable to briefly review how literature has outlined 

the Danish context and its influence on SEs. This serves to enable a better understanding of the 

properties of the cases, and in turn a discussion of how leadership dynamics play into such a 

context. However, I will not explore the Danish legal and political structures in exhaustive detail, 

as that would be out of the scope of this thesis. The aim of this section is rather to gain an 

understanding of the context of the cases that make up the basis of the analysis. 

In the Nordic region, tasks have traditionally been strictly divided between the state, the private 

sector and civil society. The welfare state delivers welfare, the business sector ensures 

production and job-creation, and civil society then shapes the broader societal agenda (Defourny 

and Nyssens, 2010). This division is linked to the fact that most Nordic nations have an 

institutional structure that is characterized by a well-developed and universal welfare state 

(Borzaga and Defourny, 2001). The state engages in public services provision and in cash benefits, 

including pensions, unemployment benefits, and so forth. Because of this, Borzaga and Defourny 

(2001) argue, Nordic SEs are most active in the sectors where the state has willingly given up 

their presence, or where the government has failed to provide sufficient supply of social services.  

In Denmark, a shift in policies in the 1990s facilitated the emergence of SEs in accordance with 

this idea. As Hulgård and Bisballe (2004) identify, Denmark saw a change of labour policies in the 

1990s, where a period of increases in cross-sectoral development programs, with bottom-up 

initiatives in social and urban policy, and a transition from passive to active labour policies, 

influenced society. At this time, regions began allowing increasing independence to formulate 

independent regional labour market strategies. Furthermore, an integral part of this reform was 

ensuring that non-public organizations could be used in the implementation of this new policy. 

This changing institutional environment meant that SEs focusing on the labour market and work 

integration started emerging. The most common type of SE in Denmark, is therefore SEs targeting 

long-term unemployed people, to seek to get them back into the labour market (Hulgård and 

Bisballe, 2004; Thuesen et al., 2013). Indeed, authors argue that the concept of social enterprise 

is almost systematically associated with such employment creation initiatives in Denmark.  
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As a result of these institutional frameworks and developments, Danish SEs are argued to have a 

strong dependence on good relations to the public institutions. Even though the services offered 

by the SE’s are considered alternatives to conventional and traditional state-initiated projects 

and methods, the organizations rely on closely knit ties with both public administration and 

political bodies. This dependence is arguably logical, considering the strong and dominating role 

that the state plays in provisions of social services in Denmark. Hulgård and Bisballe (2004) found 

in their study of Danish SE’s, that the organizations receive at least half of their resources from 

the public sector. Thus, the dependence on the public sector seems to be mostly connected to 

resource allocation. This is backed up by Thuesen et al (2013) who, in their report on SE’s in 

Denmark, also find that the cooperation between the public institutions, such as job centres and 

the municipalities, often make a big difference for the many SE’s that work with the unemployed. 

This is linked to the fact that, while the Danish state has given up the presence in the sectors 

where SEs are now working, they have maintained a role as financiers (Borzaga and Defourny, 

2001). 

The financial dependence is often expressed in a two-fold financial model: The majority of Danish 

SEs rely on both shaping educational systems for the beneficiaries – hereunder ‘Specially Adapted 

Youth-educations’ (SAYs), in return for payment from the state; and market-oriented Business to 

Business (B2B) or Business to Consumer (B2C) production and sales (Hulgård and Bisballe, 2004; 

Thuesen et al., 2013). It is then the relation to governmental institutions that enables the SE’s to 

manage, and profit from the first part of the financial model, hereunder the SAYs. They require 

cooperation from these institutions, and cannot be run independently. If the job centres do not 

support these educational activities, the organizations therefore risk losing a significant part of 

their financial resources (Thuesen et al., 2013). Thus, the institutional frameworks create strong 

ties of dependence between the governmental institutions and the SEs. 

With this contextual overview in place, I now turn to the case introductions. 
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4.2 Presentation of Cases 

 Case A 

Case A was founded in the late 90’s, and employs roughly 300 people – including 120-130 people 

with disabilities. Case A functions as a fund, that includes several businesses, such as media-

production entities and creative services, among others. Case A employs beneficiaries with all 

types of handicaps and disabilities, who might find valuable positions in the many business types. 

In addition to their productive activities, they have two offers for the beneficiaries. First, Case A 

has a ‘Specially Adapted Youth-educations’ (SAY), through which Case A educates the 

beneficiaries for employment both internally and in external, private, partner-organizations. 

Furthermore, they have an assessment and clarification unit, where they conduct assessments 

of the beneficiaries’ abilities to work. Both the SAY and the assessment unit require strong ties 

with public institutions, and act as a source of income and resources for Case A. They also receive 

governmental support for developmental activities. Furthermore, Case A has several 

partnerships with private companies, and, in example, supply cafe services in a canteen. Case A 

seeks to be economically sustainable without governmental support, and is therefore focused on 

supplying ‘sellable products and services’. Case A focuses on the notion that everybody can do 

something. In this, they do not employ any pedagogical staff, and makes a conscious effort to 

treat their staff as equals, regardless of whether they are ordinary staff or beneficiaries.  

 Case B  

Case B is an old organization, which was founded in the 1920s, and is aimed at providing 

employment for the blind. This organization produces and sell handcrafted items, made by the 

visually impaired beneficiaries. Case B has several stores in Denmark, and employs around 75 

people in total. In Case B, the disabled function both as production employees, but also as leaders 

of departments and stores. The organization suffered a cut in government subsidies in 2005, that 

has forced Case B to rethink their strategy and financial model, which led them to apply an earned 

income model, and change their organizational form. In this, they have become increasingly 

focused on sales and their B2B customers and partnerships, to establish a more sound, 
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sustainable economic situation, not reliant on financial support from the government. 

Furthermore, the case is working on creating an SAY for their members.  

 Case C 

Case C has worked with employment and education to people with disabilities since mid-2000s, 

and is set up as a fund with several departments and businesses connected hereto. Case C target 

beneficiaries with both psychical and mental disabilities, such as Downs or Asperger’s. The 

beneficiaries can be employed in several types of local departments, where diverse types of 

services and products are sold. In addition to this, Case C have both a SAY, and several housing 

options under their organisational roof. In this, Case C, similarly to Case A, conduct assessments 

in collaboration with the public institutions, but also supply living arrangements with more or 

less supportive systems, where the people with disabilities can live and receive help with daily 

chores and life in general. In this, Case C includes a wider array of supportive offers than the 

other cases, and thus work with disabled people who are not employed in the production 

departments. Thus, for clarification, I refer to the term ‘beneficiaries’ to denote the people who 

are employed and function as a part of the workforce in Case C, not the disabled who might use 

Case C’s housing offers in example. Case C ensures that all beneficiaries are guided, supported, 

and helped by pedagogical staff. In this, every beneficiary has a contact person and a deeply 

integrated support system. 

 Case D  

Case D, founded in the mid-2000s, is a relatively small, innovative tech-firm, that produces and 

develop high-tech technologies, as well as technologies aimed at disabled people, such as the 

blind or deaf, or autistic people and children. Case D employs autists who have a talent and gift 

for technology, math, and programming. Case D sees their beneficiaries as normal staff with 

special abilities, who offer expertise and knowledge that is useful to the production in the 

organization, as they can apply personal expertise to their programming. There are roughly 6 

beneficiaries employed in Case D, making up more than half of the total number of employees. 

The beneficiaries in Case D are employed based on their potentials, that create a competitive 

advantage for the organization. Case D is furthermore engaged in several projects in local 



 

    P a g e  - 47 - 

 

 

schools, where they focus on inclusion of kids with learning problems or diagnosis. Here, they 

use their own productions, hereunder specific technologies, to assist the teachers in providing 

better tools for the challenged children. The technologies Case D produce are aimed at people 

with disabilities such  

 Supplementary Case E 

Supplementary Case E was founded in the 2000s and, similarly to Case D, employ people with 

disabilities in the Asberger’s spectrum, primarily autists, who hold special abilities in their 

attention to detail and technical skills. Supplementary Case E primarily offer IT services. After 

periods of severe financial issues, Supplementary Case E has managed to construct very lucrative 

partnerships with several big private businesses, and sell their IT services, performed by the 

beneficiaries, directly to these partners. They have sought to become more independent from 

their financial ties with the public institutions. 

 Overview 

The cases share a few commonalities between them that are worth mentioning. All cases employ 

people with disabilities in an effort to integrate them into the labour market. Thus, they all fit 

under the typology that is most common in Denmark. Most cases furthermore function as 

secondary actors for the beneficiaries. Secondary actors are derived from the Danish term ‘anden 

aktør’, which refers to a private business that takes over the job centres’ and municipalities’ 

efforts to get an unemployed person into employment. The cases function as secondary-actors 

because they take over the responsibility and effort to get the beneficiaries into employment – 

either in their own organisation, or partner-organisations. Most beneficiaries are employed 

under special conditions in the cases. They might only work 10 or 15 hours a week, or they might 

have the freedom to come and leave as it fits them best. The cases furthermore all have ordinary 

staff employed. Some cases, such as Case C, have pedagogical personal employed to follow and 

support the beneficiaries in their positions. Others have made conscious decisions not to. In table 

4-1, I summarize the above outlined properties of the cases.  
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Table 4-1 Overview of cases and their properties 

Case Beneficiary 
target-group 

Industry/produ
ction 

Additional 
offers  

Source of 
income/resourc
es 

Case A All types of 
disabilities 
(both psychical 
and mental)  

Services in 
several 
different areas 
– hereunder 
media 
productions, 
creative 
services, etc.  

SAY and work 
assessments 

- B2B and B2C 

- Developmental 
support from 
public 
institutions  

Case B Visually 
impaired/blind 

Handcrafted 
products sold in 
local 
departments 

Work 
assessments 

- B2B and B2C 

- Some support 
from public 
institutions 

Case C Primarily 
mental 
disabilities such 
as Downs or 
Asperger’s 

Services and 
products sold in 
local 
departments 

SAY, work 
assessments 
and housing 

- B2C 

- Significant 
support from 
public 
institutions 

Case D Autistic  Technologies 
and services  

None - B2B only 

Supplementary 
Case E 

Asperger’s 
syndrome and 
autistic 

Technologies 
and services 

SAY - B2B  

- Limited 
support from 
public 
institutions 

 

With this established, I now turn to analyse the empirical data to construct my theoretical 

framework. 
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5 Analysis 

 

I this thesis, I argue that the leadership practices in Social Enterprises (SEs) indicate that they 

function as adaptive spaces for social emergence. Applying the relational perspective of 

leadership as an understanding of collective social practice, rather than the actions of individuals, 

I now substantiate this argument through an analysis of my data, and build a theoretical 

framework. The framework is comprised three structural contexts, that hold eight different 

practices of leadership. The framework consists of a series of theoretical categories and 

subcategories, that in turn are ultimately based on hierarchies of nodes. The framework that is 

presented in this chapter, thus builds on these categories, and their relations. To allow for clarity, 

the nodes of the categories and subcategories are presented in the appendix. As clarified in 

chapter three, this model and its hierarchy of categories and subcategories are the result of the 

several rounds of data analysis and memo-writing. The questions that will be explored in this 

chapter are thus: What structural contexts of leadership can be observed in the social enterprises? 

And: What leadership practices can be observed within these contexts, and how are they 

impacting the social goals of the social enterprises? 

This chapter will be structured as a logical succession, where increasing layers of causality and 

reality are uncovered and explored. The analysis will thus be built through the following three 

sections, representing the three structural contexts of the leadership practices and categories of 

the SEs: The first section will explore the administrative structures of the SEs. These structures 

make up the SEs’ formal and hierarchal systems, where the strategic direction is set through 

aspects such as planning and structuring. Second, I turn to the facilitating structures in the SEs. 

These can be understood as the structural context of the SEs’ work towards their social goals, 

where their leadership practices allow them to engage and include the beneficiaries by aligning 

their dual missions and creating structures for their social goals. This is achieved through 

practices such as the enablement and creation of structures for democracy, empowerment and 

inclusion. The third and final section will explore the partnerships, aiming for social goals that the 
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SEs are a part of. Here, I first provide an understanding of the role partnerships play for the SEs, 

and then turn to explore how the SEs are conducting leadership that allows for sponsorship of 

social goals, by acting as role models and engaging in political action.  

 

5.1 Administrative structures 

The first category builds on the administrative structures in the SEs. These structures are 

characterised by formal roles, hierarchies, and the earned income strategies that are together 

setting the strategic directions of the SEs. 

The initial impression when observing the cases is that they are structured much like an average 

for-profit business as we know it. Contributing to this is the set of formal management structures, 

largely represented in goals, strategies, profitability aims, and established hierarchies, are 

prevailing in all the cases. In example, all the cases have centralized and hierarchal systems in 

place, as all the organisations have boards, and all work with formal management teams in a 

smaller or larger capacity. These systems seem to have the formal impact on the strategic 

directions of the organisations. Case A, in example, work towards three-year strategies and 

development plans, specified by the board. In effort to ensure that these are delivered and 

focused on throughout the organisation, the management group, consisting of core members, 

meet up four times a year and zoom in on different elements of these strategies, and discuss how 

to achieve them. These managers all work with their subordinates, all over the country in the 

divisions and sub-organisations to then apply such strategies, clearly highlighting the hierarchical 

aspects of the organisation. Likewise, in Case C, the founders and board members cooperate to 

formulate strategies, so that decisions “come from above” as the CEO explains. Similar structures 

can be observed in Case B, where the board works on establishing long-term goals. These goals 

are then achieved through the work of the managers in each team. However, though these 

formal structures are present in all the cases, the involvement of the board and specific processes 

of strategies is less clear in Case D. While Case D have a board, the data indicates that there are 

no significant structures of management teams or similar hierarchical characteristics in the day-
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to-day work. As the CEO describes “I guess our hierarchy is flat […] You make the decisions you 

can, I don’t get too involved with that”. Nevertheless, I argue that the overall structures are similar 

in all the organisations – there is some degree of formalities, order, organisational boundaries, 

and hierarchies present throughout.  

 

5.1.1 Leadership Effecting Direction 

The data indicates that profitability is a key aspect of the strategies and goals of the organisations, 

and thus has major impact on strategic direction and administrative structures. As a result, the 

leadership practices that have major effect on the strategic direction in the cases, focuses on the 

planning and structuring that relates to ensuring profits. This is evident from the fact that the 

cases all have a distinct and conscious focus on this. 

All cases play close attention to budgets, sales numbers, and meeting their annual or monthly 

targets, as often set by the boards and formal management teams. A key factor is that, if the 

cases do not sell their products, “we will fail” as CEO of Case D proclaims. Along similar lines, CEO 

of Case A comments that the organization is: 

not a semi-company. If we cannot sell our products, we go bankrupt. So, our 

products, goods, and services must compete on market terms. 

It can be observed that the tools applied in these leadership practices include schemes, lists, and 

schedules. In example, to aid in the process of controlling and organizing the achievement of the 

profitability goals, Case B has recently introduced a new sales-statistics tool, which gives an 

overview of sales each month and acts as a motivational factor for the sales team. As a participant 

in Case A described, such tools are necessary for ensuring a level of standardisation throughout 

the organisation.  

From an administrative point of view, it is an advantage to have some margins, so 

it does not become an individual question every time. […]  We cannot keep doing 

things ‘handheld’ like we did at the beginning 
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These administrative systems and leadership practices herein are in line with the idea that a key 

instrument for the SEs in achieving their goals, is to work with earned income strategies, as 

established in the second chapter. Thus, these practices, and structures such as boards; 

bureaucratic instruments such as schedules; and the focus and aim to become profitable, are all 

examples of leadership for strategic direction. 

 

5.2 Facilitating Structures 

The second category of structures, represent the facilitation of the dual, hereunder social, goals 

that the SEs are pursuing. The SEs are largely defined through the leadership practices taking 

place within these structures, as they are oriented towards the aim to create changes for the 

beneficiaries. Some cases work with a systemic level of change explicitly, and express their 

mission as “to show the world it can be done”, as a participant in Case A proclaims. Others express 

a simpler aim, and seek to offer the beneficiaries a job and an employment, as is the case for 

Case B and C. Case D in turns aspire to change the idea that people with disabilities “are not real 

people”. These processes aim to create market disequilibria and achieve social goals. Even though 

the cases differ in their ambitions of their social missions, the data indicates that they all have 

specific structures, and hereunder leadership practices, in place that have impact on the 

adaptability and social goals.  

The dualism between both social and profitable goals requires a specific approach to the 

strategies and goals, and therefore specific leadership practices. As an example, the CEO in Case 

A argues that it is more important to be focused on the social value-creation and substance of 

the work, than to reach specific, monetary, goals. Illustrating this, he describes how the work 

with the target group and beneficiaries requires a very distinctive approach:  

It has something to do with, at least as a starting point, to be okay with not 

knowing the result. Being explorative, and very open and accommodating, and a 

‘let’s see where this is going’ attitude - being able to live with the loose ends. 
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As he explains, if the organisation simply provided the beneficiaries with a list of goals, said ‘this 

is how you need to behave’, or provided guidelines for everything, the beneficiaries would “run 

away, screaming”. It would simply not be doable. This is further underlined by a manager in 

Supplementary Case E, who argues that “it is much more important to focus on mission and drive, 

and not so much on percentages, target numbers and finances. The rest of the world can do that, 

we do something else”. Furthermore, in Case C, the strategic processes focus on “intuition, 

resourcefulness, and common sense”, in contrast to “a scientific or clinic approach”. Overall, the 

leadership practices under the facilitating structures result in two things: alignment of dual 

strategies, and structures for social goals. 

 

5.2.1 Leadership Effecting Alignment of Dual Strategies 

This category revolves around the idea that the SEs must conduct leadership that parallels to 

support both the earned income strategies and the social goals. What has become clear when 

observing and analysing the cases is that they are conducting leadership through which the social 

goals are aligned with the strategies of the organisations. This leadership practice thus serves to 

support the simultaneous process of creating value in both social and trading activities. This 

process has a set of properties. First, it is reciprocal, where both types of missions support one 

another. Second, it is dynamic, and central to the way the cases are working with their 

beneficiaries, while also seeking financial sustainability. This will now be expanded on. 

5.2.1.1 Enabling Beneficiaries as Value-Creators 

One practice where the process through which the cases are seeking to align their social aims 

with their strategies can be found, is in the enablement of value-creating activities that the 

beneficiaries are conducting. The cases all focus on ensuring that the beneficiaries both get 

meaningful employment, but also serve to create value for the organisation. Thus, none of the 

cases employ people ‘just to employ them’. This indicates that the cases employ the beneficiaries 

with the need to ensure resources, through production, sales, etc. in mind, and must create the 

structures that allow for this. As the CEO of Case B argues, it is expected that the beneficiaries 
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can perform at a certain level, as: “we are a business, and we need to ensure that the finances 

come together”. Thus, there must be a balance between what the beneficiaries’ abilities and the 

necessary production level to make the business work. She thus underlines the importance of 

ensuring that the employees, just as for any job, fits into the organisation. If the person does not 

end up fitting in, she would rather assist, mentor, and help the beneficiary to find a better suiting 

job, in cooperation with the municipality or a private partner. As she argues: 

There is no point in forcing somebody into an organisation 

Thus, she applies processes that allow for the beneficiaries to produce value, even if that takes 

place in a different organisation - the match must be there. However, the cases do not “expect 

them to perform at a level of ordinary employees” as CEO of Case A argues. That would not be 

feasible. This notion is supported by CEO in Case B, who explains that the beneficiaries cannot 

work at full time, and they require a level of training, support, and guidance that might exceed 

that of ordinary employees. Thus, the cases must balance their demands for the beneficiaries 

with their abilities.  

In Case D and Supplementary Case E, these processes differ slightly as a result of their target 

beneficiary group belonging to a different type of disabilities. In Case D, the CEO expresses in 

very clear terms how the organisation treats the beneficiaries no differently than the other 

employees: “You are not hired in this firm as an autist, you are hired as a programmer”. The same 

applies in Supplementary Case E, where the founder expresses that: 

if you have a job where you would be respected and appreciated for your special 

intelligence and skills you would be a happy man 

He furthermore seeks to ensure that their demands to their beneficiaries can be met. As a 

manager argues, they “know there are competences with those in the target group with ADHD. 

However, it becomes a problem when they do not just have ADHD, but also seven other diagnoses”. 

Thus, the organisation will not simply employ anyone with an ADHD diagnosis, as not everyone 

can perform in the type of job the organisation is offering. Thus, Case D and Supplementary Case 

E have a distinct focus on using the abilities of the beneficiaries to produce value. In Case D, the 
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CEO describes that there is a high degree of trust in the employees in this process. As he explains 

“by creating an innovation room, where you trust that the employees can ’run with the ball’ by 

themselves, that is where the energy and new ways of thinking emerges”. Thus, the employees, 

including the beneficiaries, are assumed to be capable of pursuing their own ideas to a high 

degree. As the CEO argues: 

What is special about us, is probably that we are very ordinary 

This approach differs somewhat from both Case A, B, and C, where the beneficiaries do not have 

a type of ‘specialist’ skill as such. Nevertheless, all the cases have processes and structures in 

place, to ensure that the beneficiaries can value for the organisation. 

5.2.1.2 Creating Structures for Empowerment 

In addition to this, the process of alignment becomes reciprocal in that the earned income 

strategies serve to strengthen the social missions in the cases. Hereunder, several participants 

highlight how the structures and formal systems actually in itself creates a significant value for 

the beneficiaries and their satisfaction in going to work, as they become empowered. This 

indicates how the cases must also align organisational structures and profit-oriented strategies 

to their social aims. First, the formal structures and earned income strategies make it clear for 

the beneficiaries that “it is important whether you come to work or not” as the CEO in Case C 

explains. She furthermore explains that the structures help the beneficiaries to feel that they are 

not alone, and that everyone are “indispensable”.  A participant in Case A likewise argues that, 

when the structures are the same as in any other business, the beneficiaries know that they are 

“taken seriously”. The CEO from Case D backs this up and argues that if you do not employ the 

disabled as regular employees with something to offer, the enterprise 

becomes a care institution, where you are just baking bread that nobody needs, 

because you have the rooms available and they want to give you something to do.  

In Case A, the beneficiaries themselves express that they take their position very seriously, which 

strengthens their satisfaction from coming to work and leading a ‘normal life’. All employees take 

on their assigned tasks with great seriousness. This notion indicates the SEs’ specialist 
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competences - in their earned income strategies, as that is where they differentiate themselves 

and allow the beneficiates to “be with all kinds of people […] allowing you to develop your own 

values and norms”. That is not possible in the same way in a care institution, as CEO of Case D 

argues. Thus, I argue that the data indicates that these organisational structures and earned 

income strategies indeed serve as a way of achieving the social goals of the SEs, by empowering 

the beneficiaries. 

 

5.2.2 Leadership Effecting Structures for Social Goals 

The SEs are furthermore conducting leadership to create structures for their social goals. This 

category emerges from the importance multiple participants have given to particularly three 

aspects, that facilitate their work with the beneficiaries. First, that the social goals are achieved 

through high degrees of social interactions. Second, that the work with beneficiaries are 

approached with flexibility and adaptability. Third, that the beneficiaries are heard and included 

through democratic and inclusive structures. These aspects are examples of how the cases are 

conducting leadership to enable their social aims, as they are described by the participants as the 

backbone of how they facilitate their work with the beneficiaries. 

5.2.2.1 Enabling Interactions and Connections Between People 

The first subcategory of structures for social goals, can be found in the leadership practices that 

ensure very high degrees of social interactions and personal ties and bonds. In Case A, such 

interactions are systemized through, in example, daily meetings. Here, every morning, in every 

local department, all the employees meet up to eat breakfast, and discuss both todays plans, but 

also always allow for ‘open mic’, so that anyone with something on their mind can speak freely. 

During the morning meeting under my observation, this open mic allowed for a few issues to be 

shared and discussed. In example, one beneficiary told a story about his last trip to the library. 

Another would just to complain that we were having fish for lunch later, as she preferred cake. 

Overall, these daily meetings are described by the CEO to have the benefit of everybody “meeting 
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across organisational functions”. Such meetings are described by the CEO as central to the 

leadership of the SEs and the beneficiaries.  

Similar examples of a focus on social interactions can be found in Case C, where employees are 

often transferred and moved between departments if they express a wish for this. This opens for 

“new perspectives and new relations” as the CEO describes. In addition to this, in Case C, a direct 

goal is for the beneficiaries to: 

develop relations and social networks  

These types of interactions are argued across the cases to have significant impact on aspects such 

as self-worth and self-esteem, that many cases consider important to their social mission. Thus, 

the practices allowing for social interactions across organisational divisions and departments 

clearly have impact on the SEs’ processes that structure their social goals. 

5.2.2.2 Creating Flexible Structures and Environments 

The second practice of structures for social goals can be found in the quote from the CEO of Case 

C, who, when asked what is needed to lead a SE, answers: “Two things – flexibility and 

adaptability”. There are several further distinctive examples of this in the empirical data. As CEO 

of Case A explains that the focus is on a high degree of ‘latitude and lax’, as: 

Our target group can have disabilities and challenges that require a very special 

work-culture and adaptability in order to work 

The CEO of Case D further exemplifies the notion of flexibility in relation to the beneficiaries, 

through the story of a beneficiary he employed, who had such a high degree of social anxiety that 

she found it impossible to talk to him face to face. As a result, for the first three months of her 

employment, they only communicated via texts, until she started experiencing so much progress 

that she now “talks without issues”. The process the beneficiary undertook was heavily supported 

by the technologies that Case D produce, as they helped the beneficiary to communicate with 

greater ease. I argue that this story clearly demonstrates how Case D tackle their beneficiaries 
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and employees by using structures such as technology, giving them the ability to employ people 

who suffer from disabilities, thereby supporting their social goals.  

While technology played a major role in this instance, other cases’ leadership practices revolve 

around more physical notions of flexibility. In Case C, where the beneficiaries have a “room in the 

back where they can retreat to if the stress becomes too high in the front”. In Case B, flexibility is 

listed as one of the primary organisational values and goals, and is approached through 

leadership processes such as taped newsletters that allow the beneficiaries to listen rather than 

read them, and the physical space for seeing eye dogs. For the beneficiaries in Supplementary 

Case E, a closed office environment without open spaces and a lot of noise is essential for most 

technology-based positions, meaning that such an environment needs to be available. Overall, 

all the cases express a high need for flexibility and adaptability in their work. It is essential when 

working with people with specific needs, no matter the type of disability.  

5.2.2.3 Ensuring Democracy and Inclusion 

The third and final example of structures for social goals lies in the cases’ leadership practices 

that ensure high degrees of democracy and inclusion. All cases work towards creating inclusive 

environments, where the beneficiaries are heard and seen. The cases are conducting leadership 

to enable these structures by ensuring that the beneficiaries are included in decision making. In 

Case B, in example, the beneficiaries are a natural part of decision making, in that they hold 

formal leadership positions throughout the organisation. In Case A, both democracy and 

inclusion are considered ‘core values’. This is clear from the fact that beneficiaries have seats on 

the board, the safety committee, and the collaboration committee. Thus, the beneficiaries are 

invited to put their opinion to the top management teams. As the CEO explains, this is done to 

ensure ‘representation’. He further elaborates: 

The beneficiaries are invited to the fora where challenges are discussed, and are a 

part of deciding the direction 

This is further exemplified by the negotiations of a common accord, with the trades-union, to 

ensure common rights for the beneficiaries. In processes of these negotiations have been 
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“different to what we normally see”, as the trades-union proclaims. Here, the employees of all 

types have been much more involved, and their needs have been heard during most of the steps.  

In addition to this, the equality between ordinary staff and beneficiaries is central for all cases. 

In Case C, the CEO explains that “everybody takes part in the discussions”, and that most work is 

conducted in teams, where decision-making lies with that team, rather than with her or another 

leader. In example, several products have been developed by groups of employees, wherein 

beneficiaries play central parts. However, as she argues, only those who have the will and ability 

to participate are expected to, as “some prefer that decisions come from above”.  

Now, it should be remarked that this example underlines how the various practices of leadership 

of dual missions overlap and correlate. By creating the formal structures, such as boards, the 

organisation can survive and ensure that their strategic goals are met. However, these structures 

also become tools for social goals, through the process where Case A align both types of 

strategies and employ these structures to empower their beneficiaries. Thus, all the leadership 

practices discussed here are interrelated, and should not be considered independent from one 

another.  

 

5.3 Partnership Structures 

This third section revolves around the cases’ partnerships, and the corresponding leadership 

practices that are taking place within these structures. In the following, I first seek to create an 

overview of what has emerged as a critical aspect of the organisational structures in the cases – 

their partnerships. Here, it will be explored how the cases are engaged in cross-organisational 

cooperation though which their social goals are achieved. The leadership practices taking place 

are then centred around influencing this cooperation. I will first explore the nature of the cases 

partnerships with both public and private organisations. This will create an outline that facilitates 

an understanding of the alliance for social goals that the SEs are creating through these 

partnerships. Finally, I will outline how the SEs’ function as role models, and their engagement in 

political action contribute to the sponsorship of social goals within these structures. 
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5.3.1 Public Institutions 

As the sources of income and financial models illustrated in table 4.1 indicate, the SEs could be 

argued to be dependent on the public institutions, for at least a part of their profits and 

resources. In example, Case C cooperates with 14 municipalities, and, ”there is only one way 

forward, and that is to have a as constructive cooperation with the job centres and the public 

institutions as possible”, as a manager in Case A argues. In Case C, the CEO outlines that the state 

does not directly fund them, “but pays for the major expenses”, as it is too expensive to operate 

without the public organisations, when employing the beneficiaries. In addition to this resource-

related dependence, data indicates that the partnership and dependence even runs deeper than 

finances. As the CEO Case B expresses, the political systems in the public institutions have 

significant impact on the organisation. In relation to a project with the municipality of 

Copenhagen, she says: 

The political targets of the job centres, end up controlling who our employees are. 

The relationship with the public sector can furthermore be understood through some of the 

negative correlations that participants have expressed on this topic: First, the cooperation has 

even been expressed to be ‘dangerous’ by the CEO in Case D, who sees the rigidity and slowness 

of the public sector as a threat to the organisation’s ability to innovate and develop. 

Supplementary Case E has also ceased to have the public sector as a customer, they consider 

them “too expensive, troublesome, and frustrating”. Furthermore, many of the participants 

express a desire to limit the economic dependency on the public institutions. The argument is 

primarily that they are increasingly seeking independence from these public institutions as their 

primary source of income, to avoid volatility that is outside of their control, in example changing 

political landscapes. As a manager from Case A expresses, ”the finances generated from the state 

should not take up too much space in the budget. Then you become very vulnerable”.  Furthermore, 

several participants have expressed that there is a tension between the structures of the public 

sector with the approach taken by the SEs. As a CEO in Case A observes:  
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There is so much inertness, bureaucracy, and silo-thinking, that results in these 

people, who are already challenged, become double-challenged by the complex 

structures in the public sector.  

Similar remarks have been made by other participants, and it is clear that some cases are 

experiences tension and pressures from their relation with the public sector. 

 

5.3.2 Private Businesses 

There seems to be a movement in that most cases seek closer ties with the private business-

partners as customers and sources of income, as an alternative to the public institutions. As CEO 

of Case A argues, such partnerships are “born out of necessity”, and the key to development is to 

focus increasingly on establishing partnerships with ‘normal’, commercial businesses. This 

implies that the SEs must live up to a certain level of professionalism, as “they expect you to 

operate 100% as a business” as a participant from Supplementary Case E argues. A participant in 

Case D, furthermore sees that the potential lies in selling more to what he deems ‘the normal 

world’, who are equally, or more, willing to buy their products. Thus, the partnerships with the 

private businesses seem to have a high degree of importance in the SEs, as is expressed by several 

participants. The cases argue that they primarily rely on partnerships with private businesses, to 

generate profits and ensure sustainable economic prospects. These partnerships enable the 

cases to: form mutually beneficial partnerships, which allow the private businesses to fulfil their 

Corporate Social Responsibility (CSR) strategies, and the SEs to e.g. get cheaper supplies (as in 

Case A and B); or to sell, or distribute their services and products (as in Case A, B, C, and 

Supplementary Case E).  

As a participant in Case A argues, it is increasingly challenging to be financially sustainable 

without strong partnerships with private businesses, as they back up ‘significant’ organisational 

processes. As mentioned, such processes are expressed in Case A and B to center around the 

supply of goods that allow them to produce their services and products. As the manager in Case 

A argues, a key challenge is that they “are competing with some of the big players”. In example, 
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Case A only runs a small-scale food-sector service organization, and can therefore never get 

deliveries as cheap as the bigger players in the market.  In Case B, a similar issue is dominating, 

as the organization also does not run as big of a production as the businesses their suppliers 

normally supply to, making it challenging for Case B to get good prices on the goods. To help 

resolve this issue, both Case A and B rely on strategic partnerships with private businesses. The 

private business-partner of Case A, ”has an interest in being an inclusive and social business”, and 

they achieve this through the cooperation with Case A, where the partner supplies the food, and 

Case A supplies the ‘good mood’ as the CEO describes. He continues: 

The reason we have a partnership with [private business] is that we both can find 

the value of cooperating. 

Thus, it is clear that the partnerships with private businesses allow the cases to maintain a 

competitive position in the market place, and opens up for a connection to the market that they 

might have missed without their private business partners.  

 

5.3.3 An Alliance for Social Goals 

The SEs are arguably dependent on their external partners. This can be derived from the fact that 

the cases all engage with these partners, and all express that they are important, and even ‘vital’. 

However, there is a difference to the types of partnerships that dominate for the cases. Thus, 

there essentially seems to be a correlation between how dependent and closely knit the cases 

are with the public institutions, to how much they focus on establishing partnerships with private 

businesses: Case A seek to decrease their dependence on public institutions, and have a very high 

degree of focus on private partnerships. Case B have suffered financially from decreases in 

financial support from the state, and are now seeking to establish strategic partnerships in 

increasing degree. Case C have very close ties with public institutions, and only utilize the 

partnerships with private businesses to function as internship-placements for their beneficiaries, 

a type of partnership that has even declined over the last few years. Case D have built their 

business model around their sales to private businesses, and see them as their “primary 
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customers”, but still have big customers in the municipalities. However, they seek to distance 

themselves from these to a large a degree as possible. Supplementary Case E have strategized 

around the development of long-term contracts with private partners for a long time, and seem 

to only keep relations with the public sector on the level that is necessary to keep a functioning 

SAY. I argue that what can be derived from this is that all the SEs seem to be dependent on some 

sort of external partnership, and all have relations with both public and private spheres, but the 

degree and type of such partnerships vary. 

The data furthermore indicates that the partnerships are centered around the achievement of 

the SEs’ social goals, and is underscored by a type of co-dependence. This is emphasized by the 

reciprocal relation between the SEs and their external partners. As CEO in case A claims: 

It is a cooperation between the private, the public sector and the social 

enterprises. That triangle is, at least to where we are now, a good way to go. 

Where we are all lightly dependent on each other, and capable of different things. 

And in unity can contribute to the view on humanity that we find important, and 

achieve in the cooperation 

Thus, the dependence between the partners and cases is not just one-way. This is further backed 

up by the CEO in Case D, who argues that the municipality “needs us in an extreme extent, because 

they do not know what to do with them” (the beneficiaries, implied). This reciprocal relation 

implies the common interest in achieving social goals. As outlined above, the structural 

dependency on the partners is very much related to resources – the cases need either support 

from public institutions, or benefits from partnerships with private businesses, to survive and 

thrive financially. However, data indicates that the cases also seem to utilize the structures of 

partnerships to achieve their social goals. In example, Supplementary Case E argue that it is vital 

that the beneficiaries get out in the private partner businesses, as “that is how you change their 

mindset”. As such, the social goals appear to be embedded into their partnership with private 

businesses. This is further underscored by Case B, who want to: 
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show other businesses that you can both be educated on normal terms, and that 

these employees besides are very skilled sales-assistants. So, there is an ambition 

to create an eye-opener for other detail-stores as well. 

Furthermore, the SEs are explicitly seeking to creating changes that reach beyond their 

organisational borders, for which the partnerships are essential. The CEO of Case D argues that 

there is a need to directly target a change to how the Danish schools tackle children with any 

types of challenges, not just disabilities. He argues that the processes occurring in the Danish 

schools and municipalities underscore a culture of ‘looking for what people are bad at’. As he 

argues: 

That is especially distinct for people with special needs. The children are taken out, 

and then you start looking for problems, and enhance them. 

Through their partnerships however, Case D are starting to affect this for the better, and have 

had great success with their work in the Danish schools. The schools Case D have cooperated 

with have now changed their policies significantly. Supplementary Case E also engage in 

partnerships for similar purposes, and seek to change the mindsets on disability. They largely do 

this through their effort to ensure that the beneficiaries are integrated into the partner 

businesses in the best possible way, and by educating these partner businesses on issues such as 

office space. As a beneficiary from Supplementary Case E says “everyone has open offices, but we 

prefer to sit in peace and quiet. So, they give us our own office”. Such aspects require significant 

effort to implement, and is yet being achieved repeatedly. Thus, the data suggests that the SEs 

much conduct leadership that sponsors these social goals within such structures. This is what I 

now turn to. 

 

5.3.4 Leadership Effecting Sponsorship of Social Goals 

Within these partnership alliances that have been outlined, the data indicates that some of the 

cases are conducting leadership that enables their social goals to be achieved, which in turn 

allows them to transfer aspects of their dealings with beneficiaries to their external 



 

    P a g e  - 65 - 

 

 

environments. Two main practices have been identified – namely that the SEs are acting as role 

models and engaging in political action. However, the degree and manner in which the cases are 

engaging in these leadership practices differ. As such, there seems to be a correlation between 

how much the cases are directly focusing on achieving significant changes through their 

partnerships, and to what degree they are engaging in these leadership practices. This makes 

intuitive sense, but opens up for further discussion on how these differences might have effects 

on the cases. This will be taken up in the next chapter. First, I outline the leadership practices: 

5.3.4.1 Acting as Role Models 

One leadership practice that the SEs are conducting revolves around them seeking to function as 

role models, to enable the achievement of social goals in the cross-organisational structures of 

partnerships. This practice can be exemplified, for instance, by how the cases are seeking to break 

down of stereotypes by taking the beneficiaries into the shops, restaurants and canteens as 

regular employees, prompting and disrupting the way the world, and the partners, see the 

beneficiaries. Case C are purposefully working towards this, by showing their customers, and 

partners, that the beneficiaries “can hold a job as a waiter and service them” as the CEO argues. 

In Case A, the focus is on showing how everybody can do something, and are through their food-

sector business in the sub-division of their private business-partner showing the partners’ 

employees that the beneficiaries can hold jobs. Furthermore, as a participant mentioned during 

my observations, a trip to the local city hall shook things up, as: 

These stiff people were suddenly met by a group of singing, crazy people without 

shoes on. They didn’t know whether to laugh or cry 

However, the mayor of the city got back to the participant of Case A afterwards and told them it 

was the best day he had experienced in 20 years, and everyone was “still talking about it to this 

day”. This story indicates how the simple act of working with the beneficiaries, and thereby 

functioning as role models and bringing them along can break down the stereotypes, thereby 

sponsoring the SEs’ social goals.  
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Furthermore, some cases are sponsoring their social goals in their partnerships by focusing on 

the shift that can take place when you look for strengths rather than weaknesses in the 

beneficiaries. As CEO of Case D argues, focusing on positive trait is the beneficiaries find your 

own value in the work place, and how they find a “personal and work-related identity”. As he 

claims, nobody wants to spend their days doing something they are bad at. In this, Case D sees 

the constant victimization and identifying disabled as ‘broken’ or ‘patients’ as the major issue. As 

the CEO argues:  

Here are some people who might have given up to some degree […] they are 

insanely good at things that we are not, so let’s take advantage of that instead of 

stigmatising them. 

They thus seek to frame a common identity on an organisational level, that can show the world 

how beneficiaries are best approached. This approach can be paralleled to what Supplementary 

Case E builds their model around. As the CEO argues: ”with us it is okay to be different. Together 

we can find the potential, instead of focusing on your weaknesses”. Similarly, in Case B, a 

participant argues that it is essential to start with the beneficiaries’ resources, and their 

strengths. And then enforce that “instead of challenging them to do what they can’t”. By working 

intensely with this, the SEs are seeking to ‘show the world how it should be done’ as both the 

CEO of Case A and Supplementary Case E argue. Case C stands slightly out in this one regard, as 

the focus here is not so much on strengths, as on supporting and guiding the beneficiaries to 

allow them to be a part of the job market. It is also for this reason that Case C, as the only SE in 

this research, take on pedagogical staff to support the beneficiaries throughout the day.  

5.3.4.2 Engaging in Political Action 

Furthermore, the data indicates that the SEs are having leadership practices of engaging in 

political action, where some cases get involved in changing agendas and mindsets, that ultimately 

impacts the collaboration around social goals in the partnership structures. While the reader 

might associate the ‘political’ part of this leadership practice with such things as party-political 

or state-related affairs, the actions in focus here are rather functions in the broader civil society 
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realm, where the cases are working towards changing the mindsets and paradigms surrounding 

the beneficiaries through different means.  

First, this can be exemplified in the attempt to change the use of specific language on the 

beneficiaries, and challenge the distinction between ‘them’ and ‘us’. This is a central theme for 

Case A, who seek impact on how the world talks about people with disabilities. When describing 

their approach in contrast to those of public care institutions, he proclaims:  

In the care institutions, there is a tradition of having Christmas-lunches for the 

personal, and then a separate Christmas lunch for the ‘clients’ or ‘users’ as they 

call it. And then there are [separate] bathrooms for the personal, and the ‘users’. 

Here, we do not have bathrooms for one or the other group. And we would never 

have separate parties, were some were there and others were not 

Thus, Case A clearly directly tackle and confront the notions embedded in the publicly run 

institutions of the distinction between the beneficiaries and the ordinary staff. Case D are 

similarly refusing to identify the beneficiaries through their disability. As they argue, “these 

people are autists, but they are not idiots. Therefore, we don’t treat them as such”.  

Furthermore, Case A are engaging in political action through their media content. Here, they for 

instance seek to call out on the challenges on the public identities of the handicapped. Through 

their media platform they explore the question of what the handicapped want to be called – 

handicapped, disabled, etc. In this process, they allow the beneficiaries to speak for themselves, 

and I argue that this indicates how case A seeks to both to create the debate among the 

beneficiaries themselves, but especially to “bring the question out in the open” as a participant 

argues. This process of discussion names identities is mirrored in Supplementary Case E, who 

have also targeted this question by asking what their beneficiaries prefer to be called, as it was a 

challenge even for the CEO to ‘get it right’.  

Lastly, several cases are engaged in ensuring the political rights of the beneficiaries. Thus, Case A 

is heavily invested in the political environment, and the legislations that are affecting the 

beneficiaries. As a participant argues, they are “heavily dependent on the government’s decisions” 
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and are therefore seeking to gain influence, to ensure that the beneficiaries rights are claimed. I 

met a beneficiary during my observation, who told the story of how he was fighting in the court 

over his right to vote. Something Case A assisted him in doing, by supplying aspects such as legal 

contacts and support. Supplementary Case E underlines that they 

However, the data indicates that not all the cases are engaged in this leadership practices. No 

data can be found on how Case B and C are engaging in these practices. As CEO of Case C 

expresses “our relations with the public institutions are positive”. While there is naturally a 

possibility that they are conducting this type of leadership, but that the data might be insufficient 

to support this, this does indicate that these processes are less distinct, and possibly less 

embedded in their organisational structures. Furthermore, both Case A, D and Supplementary 

Case E have expressed a more oppositional position to the public institutions then Case B and C, 

as outlined in the beginning of this section. Thus, this indicates that the leadership practices of 

political action might emerge from a pressure in these partnerships. This notion is worth 

exploring further, and will be investigated through the perspectives of the CLT framework in the 

coming chapter. This then leads me to the brief summarisation of this analytical outline. 

 

5.4 Theoretical Framework 

The analysis of data has identified a number of leadership practices, that each have impact on 

different aspects relating to the relational leadership of dual strategies in the SEs. The framework 

that has been developed through this chapter is summarized in table 5-1. What has become clear 

from this analysis is that the cases are working with their dual strategies through a dual structural 

context, of both administrative structures, where leadership practices of planning and structure, 

in the form of schemes, lists, and profitability tools are dominating. The other, social, strategy is 

then pursued in a different context, where the focus is on the facilitation of the social goals. Here, 

the leadership practices revolve around ensuring that the dual strategies are aligned, by both 

working towards the beneficiaries become value-creating employees, and that the more 

administrative and profit-seeking structures are empowering the beneficiaries to have a normal 
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work environment, where they are expected to perform. These leadership practices thus support 

each other, and are reciprocal. Lastly, a lengthy section has been dedicated to understanding the 

partnership structures of the cases. Here, it has been outlined that the cases are working with 

both public and private partners in different constellations of partnerships. Furthermore, the 

cases seem to all achieve part of their social goals through what I deem alliances for social goals. 

Within this context, the cases are working with leadership practices such as functioning as role 

models and engaging in political action. However, as discussed, it is not all of the cases that are 

indeed engaging in this political action. I now turn to discuss this framework in perspective of the 

literature on relational leadership frameworks that have been reviewed in chapter two. 

 

  

Table 5-1 Theoretical framework for relational leadership of dual strategies 
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6 Discussion 

 

To put the theoretical framework, that has been built through the last chapter, into a bigger 

perspective, I will now provide an in-depth discussion of the findings and explore their relation 

to the existing body of literature on relational leadership. Here, I will explore how the SEs might 

be argued to function as adaptive spaces of social emergence, through their leadership practices 

effecting the collaboration towards social goals in their alliances toward social goals. In this 

exploration, the findings from the data analysis will be discussed in relation to the CLT 

perspective. Thus, this chapter will primarily concern itself with the question of how the findings 

compare to what the literature on relational leadership would predict.  

This chapter will argue for the notion that SEs can be understood as adaptive spaces of social 

emergence, where the leadership practices identified in the theoretical framework are enabling 

the social goals, creating social emergence, and bridging the facilitating structures of the SEs with 

the external systems of their partners. This argument will be put forward through a detailed 

examination of the theoretical framework through a Complexity Leadership Theory (CLT) lens. 

The conceptualization of the leadership instances in the SEs will be argued to complement and 

enrich CLT and provides an enhanced understanding of CLT’s administrative, adaptive, and 

enabling leadership in a different context. Finally, I will discuss the practical implications of these 

findings.  

 

6.1 The Contribution of the Relational Leadership Paradigm 

It is clear from the above analysis that the relational perspective on leadership, with leadership 

practices as unit of analysis, has been a valuable perspective in this thesis because interactions, 

relations and connections are valuable to investigate when the SEs are so strongly connected to 

external partners. As such, a traditional leader-centred perspective would not have been 

applicable to investigate how the SEs are engaging in leadership across their organisational 
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borders, where the social changes are achieved in these partnerships. Furthermore, taking the 

empirical focus away from the individual leader has allowed this analysis to investigate the 

processes around the leadership practices. This has opened up for this thesis to investigate 

multiple layers of leadership, and enabling me to take the structural context into account as valid 

contributions to understanding the leadership practices. Thus, it is worth exploring further how 

the relational perspective, in the form of the CLT framework, can contribute further to this 

framework. 

 

6.2 Complexity Leadership in Social Enterprises - Adaptive Spaces for 
Social Emergence 

In this section, I will therefore explore how CLT might inform and enrich the framework 

established here, and argue for the notion of the SEs functioning as adaptive spaces for social 

emergence. First, I will review how complexity theory, the building block of CLT, might inform the 

SE context. I here argue for the conceptualization of social emergence. I then move on to discuss 

how the concept of adaptive spaces can inform the leadership processes taking place in the SEs, 

and more specifically in the relations with their partnerships. Here, I argue that the differences 

between the cases in relation to the political leadership practices can be understood as a 

question of more, or less, pressure and tension between the operational systems in the external 

partners, and the entrepreneurial systems in the SEs.  

 

6.2.1 Complexity Theory and Social Emergence 

CLT as a framework is not developed for organizational forms such as SEs. As the analysis 

indicates, the leadership practices are largely centred around their social goals, and how they can 

be enabling, empowered, and sponsored. These are not aspects of organisations or strategies 

that the CLT framework is concerned with. Nevertheless, CLT is rooted in complexity theory, a 

perspective that fits well with the SE context. To illuminate this, it is beneficial to briefly review 

how literature has tackled the question of how complexity theory complements SEs.  
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The common reasoning in the literature on this topic is that several aspects of complexity theory 

speak directly to the socially entrepreneurial and innovative narratives and structures of SEs, 

making it a relevant perspective for exploring SEs (see Goldstein et al., 2010; Goldstein, Hazy and 

Silberstang, 2010; Swanson and Zhang, 2011 in example). Three central arguments can be 

derived from the literature on this. First, as Goldstein et al (2010) argue, complexity theory is 

useful to study SEs and their aim for market disequilibria, since novelty generation is at the heart 

of complexity theory. This makes intuitive sense: SEs are in this thesis defined through their 

noteworthy aim to create a market disequilibrium for the benefit of society. The core element of 

emergence in complexity theory refers to exactly the new patterns, structures, and properties 

that arise from disequilibrium states. Thus, the concept of emergence can be argued to 

underscore the exploration of such social goals, and I argue it can be understood as a process of 

social emergence, where the change created, and the focus of innovation, is social. 

Second, complexity thinking is argued by Swanson and Zhang (2011) to be well suited for SE 

studies, as both are coupled to notions of ethics and values. In complexity theories, the 

independent and self-organising units of CAS are in focus. In an organisational context, to manage 

or organise such units, managers need to trust their subordinates, and establish common visions 

of social goals (Pidd, 2004). The authors argue that this indicates that complexity thinking “should 

be particularly insightful [to] social entrepreneurs [who] seek to solve social problems, and in 

doing so typically embrace a holistic, humanitarian approach” (Swanson and Zhang, 2011, p. 41). 

Thus, complexity thinking relies on trusting others and their ideas. This is clearly also what the 

authors of CLT establish their notions of enabling leadership and adaptive leadership on. This 

links well, it is argued, to the social goals and outlooks of SEs. Thus, both complexity and SEs 

require a similar set of values, in terms of the approach to the visions of the organisation. Both 

require a strong ethical take. This is clearly represented in this thesis’ framework too, where the 

empowerment and inclusion of the beneficiaries are established as core values that the 

leadership processes are effecting. 

Third, when applying complexity to SEs, the scholars argue that it opens for the idea that SEs play 

an active part in constructing and generating their social goals. As emergence refers to the results 
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of actions of individuals and groups, it assumes that development is created, rather than a result 

of historical impetus or pushes. This means that the “utilization of a complexity science 

perspective presumes a fundamentally active, constructional, and generative stance” (Goldstein, 

Hazy and Silberstang, 2010, p. 102). Therefore, it allows researchers to consider the social 

changes as dynamic processes, generated by the SEs. This is valuable in relation to complexity 

leadership in SEs as well, as well be explored below. 

 

6.3 Complexity Leadership in Social Enterprises 

I argue that, as complexity theory invites researchers to consider the creation of social goals as a 

generative and dynamic process, it also opens for a valuable perspective on leadership in SEs, 

that relates well to the framework of this thesis. This argument builds on the notion that, by 

applying CLT in an SE context, it enables a researcher to explore leadership as an active player in 

the social mission of SEs, in a holistic and contextual perspective. To deliberate: CLT builds on the 

concept of emergence, and through that lens sees leadership as the process of creating new 

ideas. Thus, leadership is not understood as the ‘manager’ of the emergence, but rather the 

process itself. CLT thus offers leaders with tools and concepts to enable emergence, innovation, 

and adaptability, but does not believe that leaders can produce these results. When this is 

considered within the SE framework, leaders of SEs similarly cannot produce social goals. Rather, 

they are the result of the leadership practices of enabling structures, enabling collaboration, and 

sponsoring social goals. Thus, the framework developed here does indeed speak into this 

understanding of leadership. With this established, I now turn to explore the notion of the SEs as 

adaptive spaces. First, it is valuable to understand how the operational systems can be argued to 

be dual in the SEs. Second, the fact that the cases’ leadership practices seem to be related to the 

pressures stemming from these partnerships will be explored, and it will be argued that the cases 

where little to none political action is taken, might be argued to act less as entrepreneurial 

systems. This will qualify the notion of SEs as adaptive spaces, conducting enabling leadership 

between their dual operational systems and their structures aiming for social goals.  
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6.3.1 Operational Systems in Social Enterprises 

In the CLT framework, the operational system is considered solely as internal to the organisation. 

For the SEs, this idea does not hold. Rather, as is clear from the framework, the cases are 

dependent on their close-knit partnerships to a degree I argue speaks for a dual operational 

system. This dual system consists of the administrative structures, as well as the partnership 

structures of the SEs. To elaborate on this, it is worth remembering that CLT primarily regards 

the role of the operational system as the implementation of emergence into the organisations, 

and the source of control, planning, and structure. In the cases, this both stems from the 

administrative structures, as outlined, but also from the partnerships. First, the implementation 

of new orders in the case of SEs refers to the achievement of the social goals. This can also be 

derived from the social emergence argument. Thus, the partnerships play a part in the 

implementation of social emergence in the SEs. Furthermore, the partnerships arguably function 

as a source of control, planning, and structuring, as they are such an integral part of the SEs’ 

financial models, as well as the significant levels of control that the cases have expressed these, 

especially public, organisations hold. Thus, I argue that the operational systems are indeed dual 

in the SEs.  

 

6.3.2 Pressures  

To understand how the SEs are functioning as adaptive spaces, it is necessary to also gain an 

understanding of how the entrepreneurial system can be understood in the SE context. For this, 

it is valuable to note the definitive features of the entrepreneurial system in the CLT framework: 

The fact that it pushes for the opposite of the operational system. In fact, the entrepreneurial 

system can largely be understood as everything the operational system is not. The operational 

system pushes for order, the entrepreneurial system pushes for fluidity, etc. Thus, as argued in 

the CLT framework, tensions and pressures arise between the two systems, and adaptive spaces 

thus become useful to bridge these, and enable the emergence. In the SEs, the tension in the 
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organisations does not as much orbit around a ‘alignment and control’ vs ‘learning, innovation, 

and growth’ dualism, as the pressures have rather been argued to stem from the order, structure 

and efficiency that is pushed by the dual operational systems, as outlined. In turn, some cases 

are evidently experiencing pressures stemming from these partnerships, as their bureaucracy, 

‘silo thinking’, tendency to label the beneficiaries as incapable, and the other sources of tensions 

outlined in this thesis, constitute the opposite of what the SEs are working towards. The fact that 

there are differences between the cases in this instance is beneficial, as it allows for the 

exploration of why they are engaging differently in the leadership related to these structures, 

and how this might indicate the SEs’ role as adaptive spaces. 

I argue that the cases not engaged in political activity might not be as strongly based on their 

entrepreneurial systems, and thereby in their work towards the social disequilibrium. A 

disequilibrium constitutes a change, and both Case B and C, while working for social goals, are 

not pursuing larger levels of changes as such. Thus, Case B and C stand out from the rest in that 

their goals are not expressed as ‘disequilibrium’, as much as aims for steady support of their 

target beneficiaries. Both cases are also primarily dependent on public institutions, despite the 

work Case B is currently doing to rather focus on private business-partners. Thus, these 

organisations are, in the structural context of partnerships, closer related to the public 

institutions than the private. This contrasts somewhat with what is the case for both Case A, D, 

and Supplementary Case E. This is supported by the notion that all these three cases express a 

much more distinct aim, and all engage politically to change the agenda. Thus, these cases are 

more embedded in the aim for a disequilibrium, and are thus also representing stronger 

entrepreneurial systems, and thus experience stronger pressures when dealing with the dual 

operational systems, hereunder especially the public partners. Thus, it might be argued that the 

lack of pressures and leadership practices of political action, rather than rejecting, underscores 

how the SEs indeed have the potential to function as adaptive spaces, where they are utilising 

these pressures to enable their social emergence. 
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6.3.3 SEs as Adaptive Spaces 

The pressures outlined above indicate that, if taking the CLT standpoint, the SEs might have the 

potential to function as adaptive spaces, wherein they might enable social emergence through 

their leadership practices. The notion of enabling leadership thus fits the SEs’ reality well, in that 

it focuses on establishing an interface, through which the operational and entrepreneurial 

systems can communicate and collaborate. I argue that in the SE context, where the operational 

system is, at least partially, in the realm of partnerships and cross-organisational cooperation, 

the leadership practice of political action, as well as acting a role models, can indeed be 

understood as enabling leadership in the SE context. As the SEs are working towards their social 

emergence through these practices, and are creating linkages to the dual operational system in 

this, I argue that the SEs are indeed functioning as adaptive spaces for social emergence. 

However, little data has been identified in this thesis that indicates that the SEs work with this 

consciously. This takes me to the practical implications of this thesis: 

 

6.4 Practical Implications  

It should be noted that the focus of this research has been to explore the relatively unexplored 

research area of leadership in SEs, rather than serve as a framework for how to lead SEs in the 

future. Thus, I do not claim to have definite results on how SEs should seek to lead their 

organisations in the future, but rather argue that the theoretical framework and the potential of 

acting as adaptive spaces indicate that the SEs might benefit from setting specific focus, and 

strengthening their efforts, in their aims to achieve their dual strategies: First, as is especially 

interesting for Danish SEs, as well as SEs in similar institutional contexts, positioning themselves 

as bridges and linkages to the public institutions have direct impact in their sponsorship and 

lobbying for social goals. Second, there might be significant benefits if the SEs focus on enabling 

the operational-entrepreneurial interface between the SEs and their partners, by engaging more 

in enabling leadership to build bridges and linkages between these two systems.   
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7 Concluding Remarks 

 

In this thesis, I have explored the overall research question of how social enterprises conduct 

leadership. The premise for applying the grounded theory approach has been the lack of a 

coherent field of research on SEs, and more specifically on leadership in SEs, and that is what this 

thesis has sought to rectify. In my research, I have built a grounded theory, working with a critical 

realism paradigm. My research has been based on 4 primary case studies, some preliminary 

interviews, and a supplementary case study, that have all contributed to the findings. I have 

gathered both primary and secondary data, and I have triangulated my data through the use of 

both interviews and observations. This data has been analysed through multiple phases, whereby 

the categories and subcategories of the theoretical framework have been identified. Through 

this, the question of what structural contexts of leadership can be observed in the social 

enterprises has been answered through the identification of the three contexts of administrative 

structures, facilitating structures, and partnership structures. In the answer to what leadership 

practices can be observed within these contexts, and how they are impacting the social goals of 

the social enterprises, I identified that the cases are working with their dual strategies through 

the administrative structures, through leadership practices of planning and structure, in the form 

of schemes, lists, and profitability tools. These contribute to the strategic direction of the SEs. 

Second, the structural facilitation of the social goals constitutes the context of leadership 

practices revolving around ensuring that the dual strategies are aligned, by both working towards 

the beneficiaries become value-creating employees, and that the more administrative and profit-

seeking structures are empowering the beneficiaries. Furthermore, it was outlined that the cases 

are working with both public and private partners in different constellations of partnerships, 

where the cases seem to all achieve part of their social goals through what I deem alliances for 

social goals. Within this context, the cases are working with leadership practices such as 

functioning as role models and engaging in political action. Finally, the question of how this 

compares to what the relational leadership literature would predict has been explored in the 

discussion, where it has been concluded that the SEs are functioning as adaptive spaces for social 
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emergence, and thus enrich on the CLT framework by introducing the notions of social 

emergence and dual operational systems. 

 

7.1 Limitations and Future Research 

While this thesis contributes to valuable understandings of the leadership in social enterprises, a 

widely unresearched topic, further research is encouraged. As these are only the first steps 

towards an in-depth understand of this complex issue, it is valuable to review how future studies 

might evolve from here. Thus, I will foremost identify three primary sources of limitations that 

have applied to this research that ought to be addressed. First, this research has been conducted 

by a single researcher. Multiple researchers and inquirers might have triangulated the 

perspectives on data even further (Yin, 2013). In example, if a team of investigators had been 

present, it might have added further to the quality of notes and transcripts. This would positively 

impact the issues of objectivity, embedded in the notion that a researcher alone can never be 

assumed to be completely value-free, and might infer from personal experiences and 

perspectives. Multiple researchers might decrease the risk of an embedded and socially 

constructed reality of a researcher to affect the perceptions and impressions of the data. Second, 

the research developed here is based solely on Danish Social Enterprises, which, it is indicated, 

has had implications in the developed theory, especially when it comes to the context and 

partnerships with public institutions. Thus, it would be valuable to conduct further cases studies 

that expand into other institutional environments to further validate these findings. With such 

an effort, it might also be possible to expand and refine on the partnership structures, and it 

might even be concluded that different leadership practices effect the private and public 

partnerships differently. Third, it has not been possible to reach theoretical saturation to full 

satisfaction, as it has not been possible to construct more than one round of data collection. This, 

I argue, would be the next step to improve on the grounded theory developed in this thesis. Such 

next steps might also consider the following areas of literature: 
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This thesis has limited its focus to the broader notion of dual missions of SEs, and how they impact 

and correlate with leadership practices. However, it might prove useful and interesting to expand 

this study to a wider consideration of the organisational features. To allow for a deeper 

investigation of SEs, the expanding literature on social impact measurements might identify 

further leadership perspectives that have been overlooked in this thesis, and provide insights 

into how the SEs might improve their leadership processes to correspond to such measurements. 

Expanding on this, one of the key concepts presented in this research, that the SEs are conducting 

leadership across organisational borders, due to their dependencies on external partnerships for 

both resources and to achieve their social missions might be interesting to expand further on. 

For this, the investment schemes and structures of SEs are interesting. If one was to take such 

factors into account, a more quantitative study of a possible correlation between leadership 

practices and investments might be applicable, and add further depth on these cross-

organisational processes. 

Furthermore, additional aspects of leadership studies and models might prove interesting to 

build further on the framework. As the aim of this thesis has been to build a theoretical 

framework that allows for the exploration of leadership in social enterprises, and has reviewed a 

combination of the CLT framework in this effort. In this, I have focused on the overall structures 

and models that might be utilized to contribute to the theoretical model. However, the theory of 

complexity, which CLT builds on, has a perspective on social networks that have been largely 

disregarded here. Social network literature, an increasing and dynamic area of research, might 

provide further developments on the theoretical framework, hereunder social interactions and 

democracy and inclusion, through its contribution to understanding aspects such as social capital, 

cognitive structures or interorganisational linkages. Furthermore, the perspectives on the role of 

external partnerships in the SEs’ achievement of dual goals also opens up for further investigation 

of how networks and personal ties might play a part. In example, a longitude study of the social 

network interactions between the municipalities and the SEs, and the subsequent effects on the 

leadership processes, might provide further knowledge that can illuminate this topic.  
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9 Appendix 

 

9.1 Interview Guide 

9.1.1 Interview Guide Initial Version 

9.1.1.1 Danish version 

 

Kære X. Tak fordi du har taget dig tid til at mødes med mig i dag. Som jeg har skrevet til dig 
arbejder jeg på et specialeprojekt, som omhandler ledelse i social økonomiske virksomheder, 
som arbejder med mennesker med handicap, og funktionsnedsættelser, og min intention 
med dette interview er at få en bedre idé om det arbejde i laver. 

Det er vigtigt for mig at pointere at de spørgsmål jeg har med er guidende, og blot for at 
skabe en struktur og sikre at vi kommer hele vejen rundt.  

Derudover vil jeg ikke nævne dit navn, eller din organisation specifikt, i forbindelse med 
citater, uden at spørge dig på forhånd. 

 

- Introduktion:  

o Kan du kort forklare mig om din rolle i det daglige arbejde i din organisation? 

o Hvilken forskel gør din organisation for den gruppe af handicappede i 
arbejder med?  

▪ Hvordan bliver man som handicappet en del af din organisation? 

▪ Måler i jeres resultater på nogen måde? 

• Hvordan ved i at i “er færdige”? 

▪ Hvad er det der driver organisationen? 

o Vil du fortælle mig lidt om jeres organisatoriske udvikling? 

- Internt 

o Hvordan skaber du/i et fællesskab og konsensus omkring det at være til gavn 
for de handicappede i arbejder med, i din organisation?  

▪ Arbejder du med det bevidst? 

▪ Oplever du at alle arbejder hen imod et fælles mål? Hvordan sikrer 
du det? 
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o Har du som leder tætte relationer med de mennesker (både ikke-
handicappede og handicappede)? 

o Arbejder i demokratisk og fladt med beslutningstagen i det daglige? 

▪ Er de handicappede en del af denne beslutningstagen? 

o Hvad er nogle af de særlige behov eller udfordringer i oplever når i skal 
arbejde med ledelse af de handicappede?  

▪ Hvordan løser du dem? 

- Eksternt 

o Hvor vigtigt er jeres netværk? 

▪ Er der behov for særlige samarbejdspartnere når i arbejder med de 
handicappede?  

▪ Samarbejder i med resten af den sociale kapitalfond-porteføljen? 

▪ Hvordan arbejder i med jeres partnere?  

• Arbejder i meget på tværs, og skaber ideer sammen? 

• Er de handicappede en del af det? 

o Hvordan arbejder i med den ‘sociale historie’ overfor kunder og partnere?  

▪ Fortæller i om jeres formål osv? 

▪ Viser i jeres resultater? 

o Deler i information, viden og ideer? 

 

 

9.1.1.2 English Version 

 

Dear X. Thank you for taking the time to meet with me today. As I have told you over email, 
I am working on a thesis project, that centers around leadership in social enterprises, working 
with people with disabilities. My intention with this interview is to gain a deeper 
understanding of your work. 

It’s important for me to point out that the questions I have with me are simply guiding, to 
ensure an overall structure and that we get around the entire topic. 

In addition, I will not connect or mention your name or organization directly with any quotes 
without asking you in advance.  

 
- Introduction: 
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o Can you briefly explain your role in the daily work in the organization? 

o What difference does this organization make for the group of handicapped 
you are working with? 

▪ How does someone with a handicap become a part of this 
organization? 

▪ Do you measure your results? 

• How do you know when you “are done”? 

▪ What drives the organization? 

o Can you tell me something about your organizational development? 

- Internal 

o How do you create a community and consensus around the mission of 
working with the handicapped in the organization? 

▪ Are you working with this consciously?  

▪ Is everyone working towards a common goal? How do you ensure 
this? 

o Do you have close relations with the people in the organization (both non-
handicapped and handicapped)? 

o Do you work democratically and flat with decision-making in the daily work? 

▪ Are the handicapped a part of this? 

o What are some of the specific needs or challenges you experience when you 
are leading the handicapped? 

▪ How do you solve them? 

- External 

o How important is your network? 

▪ Is there need for special partners when you work with the 
handicapped? 

▪ Are you cooperating with the rest of “den sociale capital fond” 
portfolio? 

▪ How do you work with your partners? 

• Are you working across boundaries and creating ideas? 

• Are the handicapped a part of this? 

o How do you work with “the social story” in the relations with partners and 
customers? 

▪ Do you tell them about your purpose etc.? 
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▪ Do you show your results? 

o Do you share information, knowledge and ideas? 

 

9.1.2 Interview Guide Final Version 

9.1.2.1 Danish Version 

 

Kære X. Tak fordi du har taget dig tid til at mødes med mig i dag. Som jeg har skrevet til dig 
arbejder jeg på et specialeprojekt, som omhandler ledelse i social økonomiske virksomheder, 
som arbejder med mennesker med handicap, og funktionsnedsættelser, og min intention 
med dette interview er at få en bedre idé om det arbejde i laver. 

Det er vigtigt for mig at pointere at de spørgsmål jeg har med er guidende, og blot for at 
skabe en struktur og sikre at vi kommer hele vejen rundt.  

Derudover vil jeg ikke nævne dit navn, eller din organisation specifikt, i forbindelse med 
citater, uden at spørge dig på forhånd. 

 

- Introduktion 

o Hvad er din rolle her? 

o Vil du fortælle mig lidt om din tidligere ledelseserfaring? 

▪ Hvilken indflydelse har det erfaring på dit arbejde her? 

o Hvad er det der gør at I er gode til det i gør? 

▪ Hvordan spiller ledelse ind i det i dine øjne? 

o Måler i jeres sociale resultater? 

▪ Hvordan ved i at i er ‘færdige’? 

- Internt 

o Hvordan bliver beslutninger truffet her? 

▪ Hvordan ser du jeres målgruppe spille ind i beslutningstagen? 

o Hvad ser du som jeres største udfordringer i ledelsesarbejdet? 

▪ Hvordan arbejder i på at løse dem? 

- Eksternt 

o Hvordan arbejder i med jeres partnere? 

▪ Hvordan spiller ledelse ind i det? 
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o Har i særlige udfordringer eller afhængigheder? 

- Processen herfra 

o Hvem ville du anbefale mig at tale med hvis jeg skulle forstå jeres 
organisation endnu bedre, som måske er uenig med dig? 

o Hvis det er muligt vil jeg meget gerne være til stede og observere et af jeres 
møder. Dette kan være internt, strategisk eller lignende. Det vil gøre det 
muligt for mig at kunne forstå hvordan i arbejder med jeres sociale sag i 
dagligdagen, og give mig unikke indblik.  

 

9.1.2.2 English Version 

 

Dear X. Thank you for taking the time to meet with me today. As I have told you over email, 
I am working on a thesis project, that centers around leadership in social enterprises, working 
with people with disabilities. My intention with this interview is to gain a deeper 
understanding of your work. 

It’s important for me to point out that the question I have with me are simply guiding, to 
ensure an overall structure and that we get around the entire topic. 

In addition, I will not connect or mention your name or organization directly with any quotes 
without asking you in advance.  

 

- Introduction 

o How would you describe your role here? 

o Can you tell me something about your previous leadership experience? 

▪ What influence does this have on your work here? 

o What makes you good at what you do?  

▪ How do you see leadership play into this? 

o Do you measure your social results? 

▪ How do you know when you “are done”? 

- Internal 

o How are decisions made here? 

▪ How do you see your beneficiaries play into this? 

o What do you perceive to be your biggest challenges in the leadership here? 



 

A p p e n d i x  P a g e  -  9 1  -  

 

▪ How do you work towards solving them? 

- External 

o How do you work with your partners? 

▪ How do you see leadership play a role in this? 

o Do you have special challenges or dependencies? 

- The process from here 
o Who should I talk to if I wanted to understand your organization even better, 

who might disagree with you?  
o If it’s possible, I would love to observe a meeting. This can be internal, 

strategic, or something similar. This would enable me to gain a better 
understanding of your daily social work and provide unique insights. 

 

 

9.2 Example of Observation Notes 

Observation notes, taken during observation with Case A 

There is breakfast and coffee for everyone. Warm and welcoming atmosphere. Several 
beneficiaries want to shake my hand and welcome mw. [CEO] and I are sitting together. 
Beneficiary is controlling the room firmly. She is clearly respected, and is in spite of her 
challenges with her speech, in charge of the meeting every morning, [CEO] tells me.  

After information on the events of the day is given from the staff, the microphone is 
handed to whomever wants to speak. Both small and big things are clearly welcome here. 
One beneficiary tells rather long story of a trip to the library. (Note: they do this every day. 
Must be because it gives value?).  

After the microphone has gone around, we all engage in what is called ‘morning 
gymnastics’. Seems more like a dance party to me. I dance with a lovely young woman who 
tells me “you can do whatever you feel like! You don’t have to move your arms like he (the 
‘instructor’, red) does”.  
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9.3 Overview of Primary and Secondary Data Sources 

 

 

 

Case B

Primary data

Observation notes 
(from 1-hour 

manager-meeting)

Transcript of 1 hour 
interview

Secondary data

External

1 news-paper article

Internal

Website

1 report on fund 
management

Case A

Primary data

Observation notes 
(from 8-hour 

manager-meeting)

Transcript of 1-hour 
interview

Secondary data

External

4 news-paper 
articles, 

1 business 
presentation

Internal

Website

1 report on fund 
management
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Case C

Primary data

Observation notes 
(tour around the 

premises)

Transcript of 1,5 
hour interview

Secondary data

Internal

Website

4 reports on 
projects

External

2 news paper 
articles

Case D

Primary data

Transcript of 30 
min interview

Secondary data

Internal

Website

Press release

External

2 news reports 
(video)

1 newpaper 
article 
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9.4 Examples and Excerpts from Data Analysis 

9.4.1 Example of Coding Process 

For clarity, please note that both axial coding, selective coding and the theoretical concept 

of course were developed as a cross-case analysis, with many more sources of empirical data. 

This table simply indicates the process from raw data, to a theoretical concept. 

 

Raw data (from 
interview in Case 

D) 
Open coding Axial coding Selective coding 

Theoretical 
categories 

”Municipalities in 

example, hires 

people and have 

lots of long 

meetings to talk 

about social 

economy, instead 

Doing, not talking 

High tempo vs low 
tempo 

Partnerships with 
external 

organisations 

 

Impact and 
change 

Pressures 

Relationship with 
public sector 

 

Dependence on 
external 

partners to 
achieve social 

goals 

Partnerships 

Leadership 
effecting 

sponsorship of 
social goals 

 

Supplementary 
Case E

Primary data

Observation 
notes from Case 

A

Secondary data

Internal

Website

1 public talk 
from founder 

(video)

External

2 academic 
articles 

1 news report 
(video)

1 newpaper 
article
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9.4.2 Examples of Excerpts from Memos 

 

Memo, written after interview with Case D 

Indicates importance of the public institutions – a core element even? It seems 

[participant from Case D] is almost hostile towards the public institutions and other 

similar external partnerships. It seems this might differ between the cases. Maybe their 

specific group of beneficiaries mean that they are more innovative/fast-moving? The 

organization seems to have distanced itself from the public institutions as much as 

possible to be more independent/’free’? Very big focus on how beneficiaries are ‘seen’ 

by public institutions 

Excerpt from memo, written after first open coding of all cases 

Public sector – opposition or cooperating? 

Some cases seem to have better cooperation with the public institutions than others. 

This might have something do to with the degree of system-wide change they seek to 

of getting things 

started. We have 

some big, good, 

customers in the 

municipality now, 

but they are 

dangerous 

because they are 

so slow”. 

Perception of 
public sector 

“Getting things 
started” 

Slow and rigid 

Overcoming 
obstacle  

Role in relation to 
public sector 

Resources from 
public sector 

Municipality as 
customer 

Municipality 

Bureaucracy vs 
innovation 

Partnerships 

 “Us” versus 
“them” mentality 

Seeking political 
changes (action) 

 

Political activism 

Pressures 
between SEs 
and partners 
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achieve. E.g. Case D would like to change the entire way we see people who are different 

– by DOING something, not talking about it. There is a question of creating 

bridges/linkages between the cases’ work with the beneficiaries and the cooperation 

with public institutions, such as municipalities. 

Excerpt from conceptual memos, written after axial coding 

Cases lead across organisational borders 

Because the cases are dependent on partners, and achieve their social goals through 

their partnerships, the leadership revolves around bridging the gaps between themselves 

and public institutions, and change their mindsets. This type of leadership = achievement 

of social goals? 

 

 

9.5 Overview of Nodes  

In the following, I present my nodes through the three structural contexts as presented in 

the theoretical framework. Some nodes appear twice – this is because they are related to 

several categories, that might correlate. For clarity, please note that nodes are illustrated in 

hierarchies as such: 

Nodes Example 

Primary node (# of references in data in 
total)   

- Secondary node (# of references in data) 

Organisational structures (21) E.g. “We 
have 5 stores”, “every day we have a 
meeting” 

- Boards (5) E.g. “We have a board”, “The 
board members are mentioned” 

 

9.5.1 Nodes for Leadership in Administrative Structures 

 

Categories Subcategories Nodes 
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Administrative 
structures 

Formal structures and 
hierarchies 

Organisational structures (21) 

- Boards (5) 
- Management teams (3) 
- Operating (3) 

Hierarchy (10) 

Decision-making (15) 

Long term goals (5) 

- Goals not set (3) 

Financials (15) 

Professionalism (5) 

Leadership effecting 
direction 

Planning and 
structuring 

Profitability (13) 

- "We need to sell our products" (2) 
- Focus on profits (6) 

Schemes, lists, schedules (16) 

 

9.5.2 Nodes for Leadership in Facilitating Structures 

 

Categories Subcategories Nodes 

Facilitating structures Social goals Contradictions (9) 

- Flexibility vs rigidity (3) 
- Social vs profit (4) 

Social purpose (21) 

- Purpose is creating jobs (5) 

- Purpose is changing the world (7) 

- Purpose is internships (1) 

Priority of beneficiaries over business 
(2) 
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Balancing business and social purpose 
(3) 

 Adaptability "A 'let's see where this is going' 
attitude" (15) 

- Intuition (3) 

- Not focus on goals (5) 

- Common sense (2) 

Leadership effecting 
alignment of dual 
strategies 

Enabling beneficiaries 
as value-creators
 
 
   

Value-creating work (18) 

"We are a normal business" (10) 

- "Not just to employ them" (1) 
- Expectations for beneficiaries (5) 

Ensuring the right match (2) 

Creating opportunities for them (2) 

 Creating structures 
for empowerment
  

 

Proud of activities (4) 

Value-creating work (18) 

Work satisfaction (5) 

- Taken seriously (4) 

"It is important whether you come to 
work or not” (2) 

Independence (9) 

Mentoring (2) 

Leadership effecting 
structures for social 
goals 

Enabling interactions 
and connection 
between people 

Interacting across boundaries (4) 

Relations as a goal (14) 

- Developing self-worth (2) 
- Selfesteem (3) 
- "We get to interact with normal 

people" (4) 

Opposition to care institutions (1) 
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 Creating flexible 
structures and 
environments 

Structures for beneficiaries (10) 

Meeting specific needs (5) 

- Individualistic approach (4) 

 Ensuring democracy 
and inclusion 

Inclusion (35) 

- Beneficiaries on board (4) 

Representation (2) 

Democracy (4) 

Decision-making (4) 

- Spread out (1) 
- “Important that they are heard” (2) 

 

 

9.5.3 Nodes for Leadership in Partnership Structures 

 

Category Subcategory Nodes 

Partnerships Dependence and 
collaboration 

Role of public sector (13) 

- Acquiring resources (3) 
- Need for support (3) 
- Public financial help (3) 

Partnerships with private businesses 
(24) 

- Supporting key organisational 
functions (4) 

- Acting as sponsors (2) 
- Reciprocal relationship (5) 

Rigidity and slow systems (3) 

Positive relations (2) 

Financials (15) 
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An alliance for social 
goals 

Playing a structural 
role 

The triangle of public, private and SE (4) 

- Dependence goes both ways (1) 

Acting as instruments for social goals 
(8) 

- Internships (2) 
- "Create an eye-opener" (2) 

Projects with public sector (11) 

Leadership effecting 
sponsorship of social 
goals 

Acting as role models “Show them how it’s done” (2) 

Bringing down stereotypes (4) 

- Abilities of the beneficiaries (10) 

“Let’s make an arena where we focus 
on what people can do. Not what they 
can’t” (14) 

 Engaging in political 
action 

Opposition to the care institution (1) 

Idealism (6) 

- Ensuring political rights (3) 

Projects with public sector (11) 

Media representation (3) 

What to call them? (2) 

Political context (20) 

- Political partnerships (6) 
- Political processes (6) 

 

  


