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• Entrepreneurship 
• What is it
• Why should we care about it
• Where are we at: ‘State-of-the Art’
• Where to go next: Opportunities

• Social Entrepreneurship
• What is it
• The individual 

• How inclusive is social entrepreneurship? 
• Is there a ‘social entrepreneurial personality’?

• The organization
• Strategies & Organizing for Positive Social Change 

Sub title here
OVERVIEW



• Entrepreneurs = Individuals creating and 
leading organizations to work for their own 
account and risk

• A characteristically proactive behaviour (Frese, 
2009; Frese & Fay, 2001)

• Entails self-starting and future-oriented 
actions aimed at improving the entrepreneurs’ 
work situation, their organization, often the 
situation of their families and sometimes that 
of entire communities as in social 
entrepreneurship (Gorgievski & Stephan, 2016)

Sub title here
Entrepreneurship



• Entrepreneurs and small businesses create jobs, 
boost productivity and economic growth (Van Praag & 
Versloot, 2008). 

• Can be a highly satisfying career choice for the 
entrepreneur, with high autonomy and well-being 
(Binder & Coad, 2013, Stephan & Roesler, 2010), as well as 
a potential route of upward social mobility.

• (Social) entrepreneurs can offer innovative 
solutions to societal challenges from social 
exclusion, health to climate change (Stephan, 
Patterson, Kelly, & Mair, 2016). 

• Entrepreneurs’ work exemplifies key ongoing 
changes in the world of work: increased uncertainty, 
responsibility, time-pressure, flexibility and insecurity, to 
be addressed through individual proactivity. 

Sub title here
Why care about entrepreneurship? 



Sub title here
‘State -of-the -Art’
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Review of entrepreneurship research in psychology j ournals 
(impact factor >1.5) 2000–15 : 142 papers, research themes and 
methodologies (Gorgievski & Stephan, 2016, Applied Psychology, p.441)



Sub title hereOpportunities (Gorgievski & Stephan, 2016, p.448)



Sub title here
… and more opportunities & inspiration 
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• Social Entrepreneurs = Individuals creating and 
leading organizations to work for their own account 
and risk while primarily pursuing pro-social 
goals, that is, goals set to benefit people other 
than the entrepreneur (Stephan, Uhlaner & Stride, 2015)

• Social enterprises – organisations that use 
market-based activities as a means to address 
societal challenges (Mair & Marti, 2006)

Sub title here
Social Entrepreneurship

Commercial 

Businesses
Charities Social Enterprises



Social enterprise is high growth business



Socially and economically impactful: 
The 1,030 social enterprises we surveyed across 9 

countries …

Huysentruyt, Mair & Stephan (2016). Market-oriented and mission-focussed: 
Social enterprises around the Globe. Stanford Social Innovation Review. www.seforis.eu
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How ‘inclusive’ is social entrepreneurship in 
terms of those who become social 

entrepreneurs?



• Compared to commercial entrepreneurship,                                            
social entrepreneurship attracts relatively more
– More women
– The young and particularly the older aged
– highly educated individuals (university degree)
(Multilevel analyses, controls & robustness                                                   
checks, N=68,000-110,000, 37-47 countries)

• Positive spillover effects from social to commercial  
entrepreneurship, both at the national and individu al level

Social entrepreneurship attracts new talent (women, older aged 
individuals, the more highly educated) into entrepreneurship – it can 
make business and commercial entrepreneurship more inclusive

Estrin, Mickiewicz, Stephan, (2013), Entrepreneurship, social capital, and institutions. Entrepreneurship 
Theory and Practice, 37: 479–504 , N>110,000 47 countries
Estrin, Mickiewicz, Stephan (2016). Human Capital in Social and Commercial Entrepreneurship. Journal 
of Business Venturing, 31, 449-467. N>68,000 /N=6801 entrepreneurs, 37 countries
Hoogendoorn, de Kok, Stephan, Uhlaner, van der Zwan (2017). Age and new business creation: social 
and commercial businesses. N>30,000



Is there a ‘social entrepreneurial personality’?

Systematic evidence review of 50 empirical studies

Stephan, U. & Drencheva, A. (2017, in press). The person in social entrepreneurship: A 
systematic review of research on the social entrepreneurial personality, In G. 

Ahmetoglu, T. Chamorro-Premuzic, B. Klinger, & T. Karcisky (Eds.), The Wiley 
Handbook of Entrepreneurship. Chichester: John Wiley.



• Openness to change, self-transcendence (Schwartz value theory)
• High need for autonomy, power, lower need for achievement than 

commercial entrepreneurs (McClelland/Murray)
• Prosocial and intrinsic motives for work – combined with extrinsic 

motives (financial, reputation); change over time
• Importance of context and personal experience
• Consequences for start-up success, innovation, social mission 

Sub title here
Motivation: Values & Motives (37 studies)

Traits (14 studies)

Skills – self-/other reports as transformational leaders, use of vision

Identity – emerging research, e.g. communitarian and missionary identities,
related to nature of strategic organizational decisions

• Similarities: Big5 and ‘entrepreneurial’ trait profile (self-efficacy, risk 
taking, personal initiative, internal LoC etc.) 

• ‘SE-specific traits’? - Empathy, moral obligation, …



• More generalizable findings : larger samples, quantitative studies, robust 
theory, validated scales, appropriate statistical tests

• More theory-driven research : How and when does personality matter? 
How are personal characteristics connected to venture-level and personal 
outcomes? Can personality profiles help understand heterogeneity among 
social entrepreneurs?

• More dynamic and process approaches : How may being a social 
entrepreneur change aspects of personality? Over what time scales?

• More contextualized perspectives: How does the environment interact 
with personality to shape social entrepreneurial actions? What trigger points 
may exist? 

• Towards a holistic perspective: Is there a dark side to the social 
entrepreneurial personality? 

• Operationalization of social entrepreneurship : measure both ‘social’ 
and ‘entrepreneurial’ characteristics

Sub title here
Opportunities for future contributions



It’s not all about the individual though …

In which contexts and cultures 
do social entrepreneurs thrive?

Stephan, U., Uhlaner, L. M., & Stride, C. (2015). Institutions and social 
entrepreneurship: The role of institutional voids, institutional support, and institutional 

configurations. Journal of International Business Studies, 46(3): 308–331.

Institutional void vs. cultural & institutional 

support



Social enterprises thrive in country contexts 
characterized by: 

• pro-social cultural values                                                              
(post-materialism)

• socially supportive cultural norms                                                                  
(weak-tie social capital norms) 

• larger redistributive welfare states 

• cultural values and norms further boost the 
positive effects of welfare states (rather than 
substituting for it, crowding in vs. crowding out)

Multilevel analyses, range of controls and robustness checks, 
(N>106,484 individuals, 26 countries, multisource time-lagged 
data)

Stephan, Uhlaner, Stride (2015). Institutions and Social Entrepreneurship. Journal of 
International Business Studies, 46, 308–331. 

Social entrepreneurs need supportive contexts 
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How can social enterprises 
and market-based organizations in general

create positive social change? 

Systematic evidence review, covering 20 years and multiple disciplines

Stephan, Patterson, Kelly, Mair, (2016). How organizations drive Positive Social 
Change: A Review and an Integrative Framework. 

Journal of Management, 42(5), 1250-1281



Example:  Successful  
Microf inance is  more 
than money
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Stephan, Patterson, Kelly, Mair, (2016). How organizations drive Positive Social Change: A 
Review and an Integrative Framework. Journal of Management, 42(5), 1250-1281
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Motivation Capability Opportunity

Positive Social Change Framework: 
Change Drivers & Contingencies

Stephan, Patterson, Kelly, Mair, (2016). How organizations drive Positive Social Change: A Review and an Integrative 
Framework. Journal of Management, 42(5), 1250-1281



aligned with
Self-

determination 
theory 

(Ryan & Deci, 2000)

aligned with 
socio-cognitive 

theory & 
capability 
approach 

(Bandura,2002; Sen, 
1999)

aligned with 
Socio-structural 

theories of 
empowerment  

(McAdam, 2010; 
Spreitzer, 2008)

Positive Social Change Framework: 
Change Drivers & Contingencies



and Organizational Practices

Inventory of Change Mechanisms (circle) & Organizat ional Practices (triangle)



Organizational Practices

Building and sustaining 
project members’ intrinsic 
motivation, sense of 
collective purpose & 
alleviate uncertainty

PSC Capabilities 
‘learn how to learn’;

• Enable a project to 
embed in local context, 

• Relate to & mobilize 
new stakeholders,

• Develop skill base 

Create favorable conditions & mobilize 
resources to execute PSC projects; and 

enable opportunity mechanisms



Positive Social Change (PSC) Framework
• Helps to understand the relationship between market-based 

organizations and society in a new way by embracing a broader 
view of organizations as purposeful and contributing  to 
societal well-being instead of narrowly focussed on economic 
returns (e.g., Bies et al., 2007; Golden-Biddle & Dutton 2012; Hollensbe et al. 2014) 

• Helps to understand ‘why ’ and ‘how ’ organizations can trigger 
positive social change processes and contribute to society

• Outlines a challenge: how to manage and design organizations that 
are open to stakeholder influences, embedded in their 
communities, relational and purposeful infused with meaning 
� stark contrast to current macro-management view of      

organizations (closed, guarded, top-down controlled places of rational 
transactions, focussed on shareholders and disconnected from communities, 
Ferraro, Pfeffer & Sutton, 2005; Davis & Kim, 2015)

� importance of ‘FIT’ (Andersson, Miettinen, Huysentruyt & Stephan, 2017 
Mgmt Science; Stephan & Huysentruyt, 2016, SSRI)



We need Psychology to 

understand 
social 

entrepreneurs , 
their contexts

and 
how to enable 
them to thrive 
and perform  

understand 
how to support 
organizations
to organize for 
positive social 
change and the 
consequences 

for their 
employees



Thank you!
Questions?

EAWOP Conference, Dublin, 18 May 2017

All papers on ResearchGate: 
www.researchgate.net/profile/Ute_Stephan or email 

me  U.Stephan@aston.ac.uk
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