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Preface

I have been interested in the subject of business for many years. My busi-
ness education started more formally in the 1960s, when I was enrolled in
Lund University Business School. My major subject was finance and my
minor subject was marketing. [ began to understand that this decade was
something of a breakthrough for marketing as an orientation in theory
as well as in practice. The industrial part of the world was booming,
backed up by purchasing power among customers in consumer markets
at an all-time high. It was in this environment that Philip Kotler published
Marketing Management in 1967, a book which quickly became a bestseller
and hard to avoid by anybody operating in the marketing field. At that
time, I was also close to starting a business myself, with one of my class-
mates. We had the idea to name that business 4M (Marketing with More
Modern Methods). But that thought was never realized.

However, while studying for my Bachelor’s degree in Business, to
improve my finances I started to work part-time as a night watchman in
the neighbouring city of Malmo, and I did this for several years. At the end
of the 1960s, the Swedish government issued a recommendation directed at
companies or other organizations employing security people, implying that
for anybody to call himself or herself a security officer, he or she should
get some basic education and training in how to put out a fire, how to
behave in a police-like fashion, how to be able to defend oneself, and other
necessary skills to do the job well. So, an idea came to me. I saw a golden
opportunity for starting a business to educate people in Sweden working in
the field of security for them to live up to the government’s recommenda-
tion, in case they could not provide any evidence that they possessed the
formal requirements in question. I bought a non-active limited company
and re-registered it in the name of SeEd (Security Education) Ltd,
designed a two-week educational programme containing various security
aspects, drew up contracts with people from the local fire brigade, police
force, self-defence institutes etc., to provide me with teachers and admitted
about twenty students with the adequate orientation as a first group, got it
going and hoped for a bright future.

To my surprise, however, no people applied to enrol on my educational
programme after the first admitted group. The reason turned out to be

vi
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quite simple. Even though I had followed recommendations in my studies
concerning how to start a business and how to support such a start with
adequate marketing, all security companies in Sweden were boycotting the
government’s recommendations, refusing to ‘waste money on unnecessary
education’. So, I did not have the market that I expected, and was forced
to terminate my company after just two months, having made a small
personal financial loss.

I continued with business studies after my first degree, secured a MBA
and doctorate in this subject and I was lucky (and ambitious) enough to
be offered a permanent chair as professor in Business Administration at
‘my’ university in Lund in 1978. I made several friends (academics as well
as practising outside the university) on the way. Guided by the idea that ‘I
do not find it satisfying to be professor in a subject that cannot be applied
in practice’, I started a consulting company with some of those friends
that same year. We hardly had any clients to start with, but, spurred by the
belief that market obstacles exist to be overcome, we combined our contact
networks and were soon able to build a portfolio of consulting assignments
to keep us as occupied as we wanted to be (and sometimes more than that).
The name we gave our company was Albatross 78, justifying the choice of
the name with symbolic statements like ‘an albatross is the world’s best
flying animal; no other bird can stay that long in the air, and it never seems
to give up’. We also became known after being asked to advertise in a book
which listed all consulting companies in the country in the business field.
On the background of our bird logo, we wrote the text: “We are too busy
to have the time to advertise’! The company exists still today, but I am no
longer one of its owners.

One assignment that I acquired in the name of Albatross78 started
my solid interest in entrepreneurship. In the beginning of the 1980s,
the Swedish shipyards could no longer compete with the Japanese and the
Koreans, and had to finish business. One shipyard was situated in the
harbour of a town 30 kilometres from Lund. Four thousand people
employed there were given notice to quit. Including their families, around
6000 people were affected. To mitigate the social pain, the Swedish govern-
ment at that time granted several millions Swedish krona to a fund which
employed three people full-time, and I was asked to join part-time as a
consultant. The objective of this group was to assist aspiring (or already
active) entrepreneurs financially and with all possible support to establish
businesses on the ruins of the shipyard, employing as many as possible of
the former shipyard workers. The only restriction was that these new com-
panies were not allowed to be involved in anything to do with boats. My
task in this context was to give my opinion about who should be given sup-
port and who should not. During a period of about two years, we talked to
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about 1000 individuals, and were willing to try to start a business with the
people given a notice to quit (and, as time went on, actually had to quit).
We supported 100 new startups, employing around 1000 people (25% of
the former shipyard employees; approximately 50% of them found a job
on their own; 25% of them unfortunately had to be retired prematurely,
sometimes given social benefits; two persons even committed suicide — the
whole situation was one big social trauma). This was the start of my keen
interest in entrepreneurship, an interest which I still have today. I have done
much research and published several books in the subject before this one. I
was appointed as the third full professor in Entrepreneurship at University
of Stockholm in 1999, and I still work today (at the age of 76 years) part-
time as professor in this subject at another university close to one of the
islands in the Baltic Sea, where I now live.

I was the founder of one of the new companies started on the former
shipyard. It was a subcontracting company, employing about 400 of those
having to quit from the shipyard. My task (as its general director), together
with a small group of white collar workers among the 400, was to find
subcontracting assignments which were suitable to use the workers’ techni-
cal skills. This company became very successful indeed. Through a lot of
work and by using our connections, we were able to find work for all of
these 400 during the rest of their working life. The company (like Albatross
78) started without any guaranteed customers, but (unlike Albatross 78)
does not exist today — this was, however, the very idea on which it was built.

I started my fourth company about ten years ago. It is a partnership
with my wife, and its purpose is to channel income I receive (apart from my
pension) from selling books, providing guest lectures and being involved
in consulting assignments (including the work I am doing part-time at the
university). It is as successful as I want it to be without doing any kind of
formal marketing. Through this company, I am able to make deductions
for any cost that arise when pursuing my professional interests.

Being theoretically and practically interested in entrepreneurship, it is
only natural to want to learn how to be a good marketer. As mentioned
earlier, when studying for my Bachelor’s degree at Lund University
Business School, one of my areas of concentrated study was market-
ing. During the 1980s and the 1990s, I worked at several universities
outside Sweden, from the University of Southern California in the west
to Waikato University in New Zealand in the east, and, in between, King
Fahd University of Petroleum and Minerals in Saudi Arabia and National
University in Singapore, teaching subjects such as strategic management,
business and culture, and international business alongside marketing.
Focusing on entrepreneurship, I published about a dozen books on the
way and presented papers in conferences all over the world almost every



Preface ix

year. After having returned to Sweden at the end of the last century, I was
financed for more than a decade by the Swedish Knowledge Foundation,
leading a group of researchers and practitioners in the field of social entre-
preneurship. I did this at the same time as being employed by Linnaeus
University (with which I am still connected, even if only part-time these
days). All in all, by starting four businesses of my own, teaching various
business subjects and publishing books, presenting conference papers
in the field of entrepreneurship in general and doing research on social
entrepreneurship, I have learnt some crucial things about the relationship
between entrepreneurship and marketing:

o Successful entrepreneurs are typically very good at marketing
themselves.

o There is great variety in how entrepreneurs use marketing in practice.

® An obvious knowledge development of the academic subject of
marketing (as well as of the subjects of entrepreneurship and leader-
ship) increasingly shows the need to better and more intimately
understand (and work closer with) customers and other users of
what marketers, entrepreneurs and leaders are trying to achieve or
produce.

e Some social entrepreneurs get good results without even using
marketing in the usual sense.

This, combined with my experiences from starting four very different com-
panies as described earlier, inspired me to write this book on the various
and different ways to use marketing being an entrepreneur.

Oland, Sweden, July 2017

The author






1. Different times and realities —
different thinking

1.1 SOME BASIC POSITIONS

One fundamental truth for me is that time never stands still. Changes are
constantly going on, but at present more and more change seems to take
place faster than before. Fewer aspects of life around us can, to our advan-
tage, be looked at as fixed. This, however, is not a sufficient description
of how I experience present times. Changes seem also to be of a different
kind today. They contain genuine uncertainty, which cannot be reduced by
more planning, for instance. The number of exceptions has also, as I see it,
become higher, which makes it harder to forecast the future.

One consequence of these new conditions is that we must change our
way of thinking and come up with new kinds of solutions to different
problems; that is, we live in an entrepreneurial society today. One conse-
quence of this is, of course, that it can sometimes be more important to get
rid of old ways of doing things than find out new ones.

New ways of doing things have always been a major source of progress
in society. However, due to the fact that today’s changes are so many, so
widespread and so different, we must all develop an entrepreneurial mindset
to handle our situation, in everything from our families to institutions of
our countries and their transnational obligations, businesses, and social
and political agencies.

We can talk about three kinds of entrepreneurial ventures in a society:

o Completely new independent businesses offering new solutions to
market customers. We can call them independent business entrepre-
neurial ventures.

® Already existing businesses offering new solutions to customers. We
can call them business intrapreneurial ventures.

o New solutions that we demand and/or need as market customers or
as citizens. We can call them social entrepreneurial ventures.

It is possible to talk about three sectors in a society and two kinds of
entrepreneurs. The three sectors are:



2 Alternative marketing approaches for entrepreneurs

e the public sector
o the business sector
e the citizen sector.

The two kinds of entrepreneurs are:

® business entrepreneurs. They operate in the business sector and they
aim at satisfying customer demands.

® social entrepreneurs. They can operate in any sector of the society
and they aim at satisfying somebody’s needs.

By satisfying demand, 1 refer to such solutions which we are willing to
pay for as customers in a market of some kind. By satisfying need, 1 refer to
such solutions which make us feel more complete as members of a society
(it can be anything from self-fulfilment, protection and care, to not feeling
alienated or excluded as a citizen).

The four social entrepreneurs are:

1. Employees in the public sector who make social moves over and above
what is required as employees while they are still employed there.

2. Business people, satisfying demand at the same time as satisfying
social needs.

3. Entrepreneurs who are neither employed in the public sector nor
belong to the business sector, but operate in the citizen sector, sat-
isfying social needs in a business-like way. I refer to them as citizen
enterprisers.

4. Entrepreneurs in the citizen sector satisfying social needs without
doing this in a business-like way, and not even looking at themselves
as operating in a market. I refer to them as citizen innovators (or public
entrepreneurs).

I give social entrepreneurs a special place in this book. The citizen
sector was strong in Western countries during the nineteenth century, but
expansion during the twentieth century pushed it to the backseat during
the major part of that century. During the last 30 years or so the trend has
changed, however, which for three reasons has led to a revival of the citizen
sector — sometimes called the third sector or the social economy (Murray,
2009):

e Consumers have increasingly become their own producers.
e Some social issues are harder to manage.
e Environmental issues have become more serious.
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Consumers have, to a large extent, become their own producers; today
they are more active in adding value themselves to what they need.
Consumers have become prosumers (Toffler, 1980). Critical to members of
society now is how different support and possibilities are designed to fill
their day with content, rather than just buying all that is needed in com-
pleted form and/or being passive receivers of public service. The support
economy has taken over from the commodity economy as an organizing
principle in society (Maxmin & Zuboff, 2002). Production is no longer
going on in a separate sector, generating products for other parts of society
to choose from, but the whole arrangement in society is, to an increasing
extent, built up around active users/citizens. These people are participating
more and more in putting together, repairing and adding value to what
they want and what they feel they need. A transformation of the relation-
ships between consumers/users and markets has taken place. The process
of production and supply is to a decreasing extent a /inear process where
the consumer is the end of the chain. Decisive middle hands are now those
who have the knowledge, ambition and confidence to be more active in the
society than others. Those are the ones who put the knowledge economy
together and who develop it.

The institutional consequences are far-reaching. Systems are now organ-
ized around citizens and their local communities. Citizens have also become
connected in a variety of shapes — through the Internet or by different
kinds of events and in study groups — rather than built up around cen-
tralized institutions. This is a long way from the passive consumer and
the mechanical worker of the early twentieth century. Modern society
positions every household by itself and in cooperation as ‘/iving centres’ in
distributed systems — the vitality of the whole becomes dependent on the
vitality of the individual innumerable components. This justifies asking
new questions about what allows or prevents households from being
participants, questions of what the relationships and possibilities look like,
questions about which dwellings are to be built and where they are to be
placed, questions about necessary working skills today, questions about
tax design, to mention a few.

Pressure has increased on state-driven infrastructure which is supposed
to provide social service. One type of pressure comes from the sheer size
and growth of demand for such services. In many industrialized countries,
there are dramatic rising trends in the number of immigrants and refugees,
but also in internal phenomena such as obesity, chronic disease and
demographic ageing, all of which have been described as time bombs.

These trends constitute a double challenge for existing structures.
Firstly, there is a growing mismatch between traditional social service and
new needs — for instance, in most countries, schools and dwellings were
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built up to service people already living within the country and hospitals
to take care of emergencies rather than chronic diseases. Secondly, it has
proven difficult to combine increased service needs with necessary cost-
efficiency. Schools, hospitals, dwellings, nursing homes and prisons have
cost structures, which, to a large extent, are of a fixed kind and difficult to
reduce in a more work-intensive service.

As a result of this, these sections of society require an increasingly
larger part of national resources. The major parts in economies in 2025
and beyond will not be cars, ships, steel, computers or personal finances,
but instead health, dwellings, education and care. Public and citizen sectors
will no longer be tributaries to the business sector but instead mainstreams
of society and central for the employment and economy of the country as
a whole.

There are two responses to these challenges. The most common has
been to still try to design technical solutions to upgrade those institutions
where service is given. In the case of hospital care, for instance, those
industrial models, which once were associated with Ford and Toyota,
have been adapted to try to speed up the patient flow through hospitals.
Costs have been cut through outsourcing, by privatization in some cases
and by repeated efficiency drives. Hospitals have become bigger and more
specialized. Prices have been set on what once was free, and quasi-market
arrangements have been established to bring in economic discipline among
personnel and others. But the pressure has continued to increase relent-
lessly. In terms of health and some other social issues in general and
environmental issues in particular, the most effective answers have been of
a preventive nature, but these have proven to be very difficult to establish in
the public sector and in markets as they look today.

Another approach has also been undertaken to try to cope with the
problems. A number of attempts have involved citizens and the civic society
as partners in public service; for instance, the assistance of parents, pension-
ers and other citizens in the governance of schools, representations of
patients in hospitals and in dwellings by those who live in them.

To summarize, active citizens are presently central to many of the social
issues. To those with chronic diseases, for instance, household communities
and their supportive networks are central components of what have been
the primary producers of service. The same goes for the integration of
immigrants and refugees.

In these cases, citizens are active agents, not passive consumers. They
need resources and abilities, support and relationships that existing social
services struggle to provide. This could be called a co-designed public
service and an acknowledgement of the role that the third-sector organiza-
tions play in providing service to citizens.



Different times and realities — different thinking 5

As public authorities have tried to involve citizens, it is obvious that
the latter have radically changed attitudes in some respects. The French
social analyst Gorz refers to the active involvement of the postmodern
citizen as a new subjectivity, which is no longer moulded around the supply
and demand of the economy in the traditional sense (Gorz, 1999). To
the postmodern, individualized citizen, life becomes a formation process,
where career must step back to different projects and where the picaresque
becomes as important as following formal decrees (Murray, 2009).

This shift indicated a change from an economy dominated by concrete
goods and services to an economy centred on service, information
and communication — what is sometimes referred to as a cognitive
capitalism. Means of production here become subordinated to the
communication codes. In this world, images, symbols, culture, ideology
and values take the driving seat. Development towards an individualized
public service is also an aspect of these trends, as well as the shift in
cultural policy from delivering finished cultural products to enabling an
expressive life.

This is the personal cultural economy. But there is another significant
development of cooperation. The disjunction between the existing sensitiv-
ity of the active citizen and the insensitive organizations that operated in
an earlier period — companies, public bureaucracies, mass-political parties
and the state church — has led to a multiplication of different social move-
ments and of citizens and local communities that take the issue into their own
hands. In several areas, these have long been leading social innovators.

These changes are not only influencing the ‘rules of the game’ within
which different authorities and the public market operate. They have
opened the very game itself to new social initiatives, to a more active role
for citizens and local communities and to new value-based necessities. As
movements, they gain support from different parts of society, both from
those inside authorities and those outside. All activities in these move-
ments start voluntarily and on a small scale, and they remain that way.

There is a clear movement in society that goes from passivity to action.
And out of this comes a set of value-based initiatives, some within the
citizen sector but some also in the market and in the public sector. This
wave has developed its own form of network organization, its own mixture
of paid work and voluntarism and its own culture. It is a source of a great
variation of social innovations as well, which in many cases are focused on
issues that authorities and the market have not been able to handle success-
fully. These developments are not completely determined by new technolo-
gies, but new technologies are doing much to reinforce and facilitate them.
One characteristic of these systems is that they contain a stronger element
of mutuality. These systems are part of what is often called the social



6 Alternative marketing approaches for entrepreneurs

economy, which is very important for these innovations and for the service
and relationships that come out of them.

Issues that seem to be hard to solve today include the environmental
issue. The present environmental movement is an example of the praxis
and type of organization which exists with the new social movements and
which also may be one example of the renewed social economy. Those who
are involved have developed their own political economy with protests,
production and consumption. They have created a wave of alternative
technologies and of new forms of consumption and distribution.

There are consequently reasons why those entrepreneurs, with a social
interest in mind, act outside or inside business to play a larger role in the
society. But what does the deployment period look like, that period which is
to bring us into the new society?

Social entrepreneurs are not a new solution by themselves, but a neces-
sary part of it due to the remorseless growth of social and environmental
issues which neither governments nor the markets are able to stem. These
issues can no longer be confined with the economy of the state, but have
consequences for the way production is organized in the market with or
without the participation of citizens, and the way in which production and
consumption take place at home.

The shift to a network paradigm is part of this answer and it has the
potential to transform the relationships between both the organizational
and institutional centres, and the citizens and their peripheries. The new
distributive systems are not managing the complexity from the centre;
this is done in a complex way increasingly from outside this centre — with
local communities and service users and in work places, schools and local
organizations. Those who are at the margin have something that those in
the centre can never have — knowledge of the details — what are the specific
time, place, events and, in the case of consumers and citizens, needs and
wishes? This is the potential. But to realize this, a new kind of commitment
is required with and for users.

This may seem important to citizens and to those who operate on the
private market. But it is, in a way, of greater importance to authorities. For
the moment, the economy is divided between a hierarchical and centralized
state, companies and small local organizations, and informal associations
and groups (which are often citizen-based). But the important thing is that
the new techno-economic paradigm connected to the new social movement
makes it possible to combine the energy and the complexity of a distributive
responsibility with the integrating capacity of modern societies, which con-
tain a strong citizen sector and intimate connections between this sector,
the public sector and the business sector.

Essential structural reforms and institutional changes are necessary for
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a society of this kind to function effectively. New infrastructures, tools,
platforms and means to distribute resources, new kinds of organizations
are needed, and maybe above all new ways to link the formal and the infor-
mal economies to each other. The existing crisis provides possibilities for a
social innovative activity to take place next to private innovation activities
in society.

Sometimes our present society is referred to as a postmodern society.
There are many ways to understand postmodernity. One generally accepted
understanding is that there are no longer any generally valid solutions or
models in society. As a consequence, progress cannot even be taken for
granted anymore, nor can it be characterized in simple, straightforward
terms. Constructive postmodern thinking (which is of some interest to this
book), requires, and looks at it as progressive, thinking of several alterna-
tive theories of any specific phenomenon, for instance, to accept that there
is more than one way to look at entrepreneurship or marketing.

One aspect in postmodern society is the revival of place (the economy
can be seen in terms of space; the social is better seen in terms of place).
This is related to a growing interest in social entrepreneurs. Associated with
this is the more specific aspect that interpretative thinking has emerged
alongside depicting and functional rational thinking as a research orienta-
tion. Constructionist dialogues contain a wide social potential; they open
new spans of possibilities for understanding the world, the world of
professional practice, our daily lives as well as society at large. Rational
research criteria (which are dominating economic thinking) do not seem to
fit the postmodern world very well.

Along the same line, there are more needs for mythical and symbolic
thinking today. The mythical and the symbolic are more attractive when
the world is experienced as complicated — as modern times are perceived
by some. This has several implications for how to understand and how to
use marketing and entrepreneurship. Many processes in and around social
entrepreneurs, for instance, can be problematic to grasp in traditional mar-
keting terms. ‘Marketing’ for social entrepreneurs must therefore sometimes
be looked at with special spectacles, so to say, and sometimes replaced, for
instance, by ‘place vitalization’. Traditional marketing conceptual systems
might generally sometimes be out of phase with postmodern thinking. For
instance, whereas we can conceive freedom in the old days as a form of
autonomy, in postmodern days, freedom may rather be conceived as being
involved in finding opportunities (Maravelias, 2009).

We live in a knowledge society now. Dominant means of competition
is now to have access to adequate knowledge. Knowledge is even seen by
some as the only meaningful resource today. The challenge these days for
leaders is to cooperate with knowledge followers. The competitive factor
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of knowledge is different from other competitive factors such as financial
resources; for instance, it cannot be used up, and the more we share it, the
greater it becomes. Another way to put it is to say that there is a different
view of capital invested in new ventures today. This capital is less of a finan-
cial sort; instead we talk about capital invested in business processes, local
databases, willingness to learn, vendor networks, contacts, etc.

It has already been mentioned that relationships and networks are becom-
ing more important. Contemporary society is underpinned by all-
encompassing networks; network is the primary symbol of our modern
society. Understanding how these networks are working is the key to
understand how our entrepreneurial society is working, and the greatest
profits in this society are to a large extent to be found in researching and
exploiting decentralized and autonomous networks, and building new ones.

In general terms, technology is involved in almost all aspects of modern
life, and it seems to be moving faster becoming ever more advanced
and complex. Also, technology plays a more strategic role than before.
Looking at media technology more specifically, a new world is appearing.
The Internet is something completely new in our history; a medium where
almost anybody, after a relatively small investment in technical equipment
and with a few simple manual operations, can be a producer as well as a
consumer (prosumer again) of text, picture and sound. It is difficult to
think about anything more democratic than this — on the Internet we are
all authors and publishers, our freedom of expression is almost complete
and our potential public is unlimited. The growth of this medium has been
without comparison. The Internet is truly a frontier of opportunities for
entrepreneurs; marketing through social media (such as blogs, podcasts,
wikis and YouTube) contains gigantic possibilities today.

In the IT world, successful firms at the front of development come to
the future first. The race is often more survival of the fastest rather than
survival of the fittest. Language plays a huge role here. Old words may
gain a new meaning. And when language changes, so does thinking. The
IT society is not about the disappearance of physical things around us but
their garnering new meanings. Talking about marketing of refrigerators
these days, for instance, might not stress their ability to keep the milk cold,
which we already take for granted, but perhaps its ability to communicate
intelligently in a network.

The problem is no longer lack of information but an abundance of it. We
experience more and more so-called hyper-realities (the result of too many
realities presented today). Each of us are trying to filter all the visual and
audial signals surrounding us, processing only those that we consider to be
meaningful. There is a general scepticism, sometimes distrust, against the
advertising that bombards us. We often feel that advertising rarely touches
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the more fundamental, spiritual and existential issues that the modern
person is carrying, and is often therefore experienced as rather meaning-
less. In the postmodern world, we are searching for more symbolic, even
mythical, dimensions in life. We therefore, sometimes, do not see that
repetitive and banal advertising slogans have a justified or meaningful
place anymore; we often rather perceive them as moments of irritation.

Finally, our society of today is also becoming more and more service-
based. This leads to an increasing number of small ventures using very
few established marketing procedures from yesteryear. The postmodern
society is centred on service, information and communication. This is a
world where images, symbols, culture, ideology and values take the driving
seat. The most important success factor of a venture startup today is to
have one or more change agents, who, at best insightful and visionary, take
it upon themselves to realize new solutions and procedures. We refer to
them as entrepreneurs.

1.2 THE FOCUS IN THIS BOOK

I was rather early clear about how I should organize this book. I believe
that many entrepreneurial ventures (maybe most of them) start as copies
of what already exists. I am of the opinion that the person who starts an
entrepreneurial venture is an entrepreneur only in the beginning of the
existence of this venture. After that, this person becomes (if he or she
stays) more of a manager than an entrepreneur, the way I see it.

Nevertheless, startups can be innovative in two, partly different, ways.
The first way is that they take place by following a specified sequence or
structure, which is built up in a logical way, but where the components, by
which the sequence or the structure is built up, could be innovative. This
layout could be called rational (and is, consequently, based on a rational
philosophy). The second way is such that even the very layout itself is (also)
innovative. This layout could be called social constructionist (in my case,
based on the social constructionist version of the philosophy of social
phenomenology).

There is, in fact, a second non-rational marketing version emerging in
theory as well as in practice. I became aware of this when looking at the
knowledge development of the subjects of entrepreneurship (Chapters 2
and 3) and marketing (Chapter 4), which in both cases showed me that
these subjects are increasingly interested in considering the receivers, i.e.,
customers or other users of what some venturesome people have achieved.

I have also made a study of the subject of leadership (Chapter 5), which
in many ways is related to entrepreneurship and marketing, and found
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the same thing, i.e., that this subject also has been increasingly interested
in the relationships to their ‘users’, which in the case of leadership refers
to followers. This strengthened my ambitions even more and provided
several new perspectives for my attempts to understand various ‘marketing
approaches for entrepreneurs’. Furthermore, leadership research seems to
have developed further than entrepreneurship and marketing research in
the application of the social constructionist approach (probably because
leaders, in a way, are closer to their followers than are the entrepreneurs and
marketers to their customers and other users outside their organizations).

To summarize, what I had learnt from the above gave me the idea of two
different alternative ways to look at and apply marketing for entrepreneurs,
which I wanted to discuss in this book. One of them is established as
marketing management, and it is almost completely dominating market-
ing theory today. The other one was launched not so long ago and it is
growing stronger and stronger. It could be called bricolage. With this as a
background it is possible today to talk about two kinds of entrepreneurs.
One consists of the analytical and rational entrepreneurs and the other
consists of the bricoleurial entrepreneurs. These are discussed in Chapter 7.

Based on my research on social entrepreneurship and social entrepre-
neurs, which I have conducted during the past ten years or so, I have come
to the conclusion that these entrepreneurs (particularly if they are of a
non-business kind, which I refer to as social innovators or public entrepre-
neurs) think as well as act differently from business entrepreneurs in many
respects (Chapter 3). It may even be difficult sometimes to name the field
where they are operating a market, which obviously provides me with a
reason to look differently at what could be called ‘marketing’. In their case,
it is more appropriate to talk about ‘public places’ instead of ‘markets’,
of ‘generators’ instead of ‘producers’ and ‘realizers’ and ‘place vitalizers’
instead of ‘marketers’ (Chapter 10).

I also devote one chapter to review my methodological cornerstone
(Chapter 6), which, in my opinion, the readers should know in order to
understand my discussion of the two alternative ways presented in this
book for entrepreneurs to think of and apply marketing.

To summarize: This book is about two alternative kinds of marketing in
the beginning of three kinds of business-orientated andlor social entrepre-
neurial ventures before these ventures have reached some clear and accepted
form.

Another fundamental pillar on which this book rests is that I believe
that marketing an entrepreneurial activity is normally rather different from
marketing established consumer goods or services.

Several other, more specific, orientations of mine have influenced and
guided the writing of this book:
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—  Entrepreneurial marketing has been an established concept for several
years. There is even an Entrepreneurial Marketing Interest Group in
operation, arranging international conferences and research symposia
for more than twenty years. This group has however focused more on
how marketing can be made more entrepreneurial than on the subject
of this book.

— I am not particularly interested in growth of a venture in this book.
The way I look at it, growth has more to do with management than
with entrepreneurship, i.e., more to do with exploiting an established
concept than creating a new one. Nor am I particularly interested in
strategic matters. It is my conviction and experience that entrepreneurs,
unlike managers, rarely think strategically in the sense in which this
subject is normally treated in the literature.

— Entrepreneurs exist in different shapes and varieties, for instance, as
e-entrepreneurs, as student entrepreneurs, as techno-entrepreneurs or
as male or female entrepreneurs. I rarely discuss different ‘special types
of” entrepreneurs in this book, with one exception already mentioned.
I make a distinction between business entrepreneurs and social entrepre-
neurs (in the latter case, I have a special focus on that group of social
entrepreneurs which I refer to as public entrepreneurs) due to my belief
and experience that the values as well the principles guiding the two are
generally different, and, in the case of marketing, specifically different.

— There are sometimes great differences between entrepreneurs emanat-
ing from different cultures (from a national point of view). I do not
bring up such differences in this book. Marketing for entrepreneurs as
discussed here is mainly valid for entrepreneurs in the Western world (if
cultures in the Eastern world have been influenced by the logic among
entrepreneurs in the Western world, this book may be of some value to
them as well, of course).

— This book is about entrepreneurship, which to me is not the same as
enterprise, small business, self-employment or innovation, even though
there are relationships between entrepreneurship and all these concepts.

— Creativity and innovation are intimately related to entrepreneurship.
However, I will not specifically discuss those aspects of venturing.
I refer readers interested in these fields to special literature in these
subjects.

1.3 THE OUTLINE OF THIS BOOK

The relationship between different chapters in this book can be seen in the
Figure 1.1:
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2. Knowledge development of business
entrepreneurship

2.1 INTRODUCTION

This chapter presents the knowledge development of the subject of busi-
ness entrepreneurship, first in general terms and then my own opinion
about the subject. The latter is important for the reader to better under-
stand the message of this book.

I explore the knowledge development of business entrepreneurship in
the following steps (which, by and large, follow the development of the
subject over time):

— Business entrepreneurship as a function

— Personality traits of business entrepreneurs

— Business entrepreneurial thinking and behaviour

— Contextual theories of business entrepreneurship

— Results and effects of business entrepreneurship

— To better understand business entrepreneurship by understanding
customers better.

Similar steps can be used to also show the knowledge development of the
academic subjects of social entrepreneurship, marketing and leadership.

2.2 BUSINESS ENTREPRENEURSHIP AS A
FUNCTION

As an academic subject, business entrepreneurship has existed for about
300 years (although I think that entrepreneurship as well as leadership
have existed in practice as long as human beings have existed). During the
first 250 years, only economists studied the phenomenon. They wanted to
clarify which function business entrepreneurs have in an economy. The first
person who gave them such a function (and, in fact, also gave the first pro-
file to ‘entrepreneur’ as a concept) was Richard Cantillon (1680-1734). He
claimed that business entrepreneurs function as middlemen in situations

13
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where one side wanted to have a task completed and the other side
consisted of different resources (labour, capital etc.) that were needed to
complete this task. In those days, there were risks associated with taking
on such a task, in the sense that it could be relatively easy to calculate what
it could cost to get the necessary resources in order to do the job, but more
difficult to estimate in advance the amount of payment received when the
task was completed. Cantillon therefore saw business entrepreneurs as
economic risk takers (Cantillon, 1755/1955).

The meaning of the concept of business entrepreneur was widened
as time went on. The nineteenth century was fertile ground for business
entrepreneurship with the breakthrough of the Industrial Revolution,
which led to many innovations and inventions. Even though researchers
still did not study their personality, the idea arose that business entrepre-
neurs brought together production factors and organized business firms.
The French economist Jean Baptiste Say (1767-1832) brought together
much of the knowledge of business entrepreneurship at his time, and
viewed the return to the business entrepreneurs as a profit, which he
regarded as different from the return of capitalists’ financial investments
(Say, 1855).

Carl Menger (1840-1921) is one of the founders of the so-called
Austrian school of economics. He established what is sometimes called
‘the subjectivistic perspective’ in this subject with his book, Principles of
Economics (1871/1981). Menger saw the business entrepreneur as a change
agent who transforms resources to value-added goods and services and who
often creates circumstances leading to economic growth.

Say did not see any difference between the business entrepreneur and the
business leader. Menger did so and in the beginning of the 1900s, it became
more distinctly expressed that the role that the business entrepreneur fulfils
in the economy is somewhat different from that of the business leader. The
same opinion is also associated with the person who is often seen as the
most influential classical scholar within business entrepreneurship theory,
that is Joseph Schumpeter, who was born in Austria but worked his last
twenty years at University of Harvard in USA. To Schumpeter, the critical
function of the business entrepreneur was innovation — to introduce new
products, processes or organizational units based on new combinations
of the production factors in the economic value chain (Schumpeter,
1934). Schumpeter contributed many new ideas to the theory of business
entrepreneurship, including:

® People stop being business entrepreneurs when they have introduced
a specific innovation, that is, after having applied a new combination
of the production factors for the first time. Business entrepreneurs
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may then continue as ‘just’ administrators of those businesses, which
were based on their innovation.

® As business entrepreneurs are only entrepreneurs during certain
periods of their lives, they do not constitute any social class.

e Business entrepreneurs tend to appear in swarms, and these swarms
lead to a rise of the economy for a period. Business entrepreneurs
are therefore important to economic cycles.

o The main mechanism in economic development is creative destruc-
tion, i.e., because of business entrepreneurs’ interest in what is new,
they destroy existing market mechanisms and build new ones.

During the economic period of the knowledge development of business
entrepreneurship, few economists were interested in business entrepreneur-
ship. The study of business entrepreneurship has never been part of the
mainstream of economic research.

Around mid-1900, representatives of other subjects started to become
interested in business entrepreneurship. These other subjects were mainly
from the social sciences, but also from subjects outside this faculty such as
law, history and philosophy. It is no exaggeration to claim that the interest
in this subject at the tertiary level of education today is so big that there
is hardly a university in the world that does not offer a course in entrepre-
neurship, innovation or the like.

Let us see how theories of business entrepreneurship have developed
since the middle of the last century.

2.3 PERSONALITY TRAITS OF BUSINESS
ENTREPRENEURS

One of the first scholars who came up with a picture of personality traits
of business entrepreneurs was David McClelland. As stated by him,
people in senior positions of an economy are motivated by three needs:
(1) need to achieve, (2) need for power and (3) need for belonging. The
relative importance of these three needs varies between different people.
McClelland claimed that business entrepreneurs are primarily driven
by the need for achievement. He also stated that societies where need
for achievement is a norm are developing more dynamically than other
societies, and wrote a classic book on this theme, The Achieving Society,
which was published in 1961 and relates to the business entrepreneurship
in the US.

Some personality traits which by tradition have been identified with
business entrepreneurs (Bridge et al., 2009) are:
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— achievement motivation
— risk-taking propensity

— locus of control

— need for autonomy

— determination

— initiative

—  creativity

— self-confidence and trust.

Other personality traits which are often associated with business entre-
preneurs (Timmons, 1999; Delmar, 2006; Zimmerer & Scarborough, 2005;
Allen, 2010) are:

— responsibility

— opportunity obsession

— desire for immediate feedback
— future orientation

— tolerance of ambiguity

— over-optimism

— high commitment

— leadership.

Attempts to clarify personality traits among business entrepreneurs have
endured much criticism, however. They have been unable to differentiate
between entrepreneurial small-business owners and professional executives
in more established organizations (Carson et al., 1995). Most of those
factors believed to be entreprencurial have not been found to be unique
to entrepreneurs but common to many successful individuals (Boyd &
Vozikis, 1994). Most business entrepreneurs do not possess all the enter-
prise traits identified, and many of the traits are also possessed by those
who could hardly be described as entrepreneurs (Bridge et al., 2009).

Part of the problem with trait approaches arises from how the [business] entre-
preneur and [business] entrepreneurship is defined. In the first instance, a focus
only on the individual who establishes a new venture is arguably too narrow. It
fails to recognise sufficiently the [business] entrepreneurial potential of people
who work to develop and grow established enterprises. In addition, there is
the difficulty raised by the fact, that [business] entrepreneurs are not an easily
identifiable, homogeneous group. [Business] entrepreneurs, it appears, come in
all shapes and sizes, from different backgrounds, with varying motivations and
aspirations. They are variously represented and addressed in the literature as
opportunists or craftworkers, technical entrepreneurs or so-called [business]
intrapreneurs. (Carson et al., 1995:51-2)
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2.4 BUSINESS ENTREPRENEURSHIP THINKING
AND BEHAVING

Until the middle of last century, people were not interested in looking at
business entrepreneurs as actual persons (not only to have a function in
economic development). In the USA, the first business entrepreneurial
course was introduced in 1947 by Myles Mace at Harvard Business School
(Katz, 2003), even though business entrepreneurship education appeared
first in Japan already in 1938 at Kobe University (Dana, 1992). Half a
century later, this phenomenon had a more international breakthrough.
One estimate in 2003 claims that the number of universities offering
courses in business entrepreneurship was more than 1600 (Katz, 2003), of
which more than half could be found in the USA (Fiet, 2001). Since then
this number has continued to grow.

One example of a scholar who is interested in business entrepreneurial
processes is William Gartner. Gartner is a sociologist and he claimed
in a seminal article (1988) that it is not fruitful to ask who the business
entrepreneur is. To him, the important question is: how are organizations
created? He even defines business entrepreneurship as the creation and
establishment of new business organizations.

The common objective when researching business entrepreneurial
behaviour today is to look at a larger complex of variables, such as:

— ability to make judgements and decisions
— goal-orientated behaviour

— planning behaviour

— taking on responsibility

— creativity

— technical skills

— networking ability

— knowledge of project management.

Israel Kirzner is not the only one who has said so, but he is one of the
first who clearly expressed the thought that business entrepreneurs are
very alert to those [business] chances that appear, in order to realize his
or her ambitions (‘opportunity recognition’); that is, they are looking for
unbalances in the economic system, which can be exploited in order to
start business ventures (Kirzner, 1973). Peter Drucker claimed (1985:25)
that ‘the [business] entrepreneur always searches for change, responds to it,
and exploits it as an opportunity’.

This is a dominant opinion today (particularly in the American view on
business entrepreneurs), that business entrepreneurs are good at finding and
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exploiting business opportunities (Bjerke & Karlsson, 2013b). In Gaglio and
Katz (2001:95), we can read that ‘understanding the [business] opportunity
identification process represents one of the core intellectual questions for
the domain of [business] entrepreneurship’. Mariotti and Glackin (2010:13)
assert that there is a simple definition of ‘[business] entrepreneur’ that cap-
tures the essentials: ‘A [business] entrepreneur recognizes [business] opportu-
nities where other people see only problems.” As stated by Baron and Shane
(2008:5), business entrepreneurship involves the core actions of identifying a
[business] opportunity that is potentially valuable in the sense that it can be
exploited in practical business terms and yield sustainable profits.

A business opportunity is seen by Barringer and Ireland (2006:28) as
‘a favorable set of circumstances that creates a need for a new product,
service, or business’. Coulter (2001:53) sees business opportunities as
‘positive external environment trends or changes that provide unique and
distinct possibilities for innovating and creating value’.

2.5 CONTEXTUAL THEORIES OF BUSINESS
ENTREPRENEURSHIP

Gifford Pinchot III coined the term ‘[business] intrapreneur’ (1985) to
mean a business entrepreneur who generates new business ventures for
an established firm, where he or she is employed. He defined a business
intrapreneur as a person who takes on personal responsibility to create an
innovation within a business organization.

David Storey was one of the first who showed (1980) that there are
major differences between the frequencies in the establishment of new
business firms in different regions of a country.

I mentioned already in Chapter 1 that we can talk about three sectors in
a society:

o The public sector
® The business sector
e The citizen sector (or ‘the third sector’).

It is then possible to see three kinds of contextual entrepreneurs:

® FEntrepreneurs in the public sector: People employed in different
institutions in the public sector, who act for the common good over
and above ‘just being’ employed there.

® Business entrepreneurs. Enterprising people, who are financially-
driven, focus on demand in different markets and try to satisfy these
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through new goods and/or services (possibly together with a broader
social interest).

o Citizen entrepreneurs:. Enterprising people who are idea-driven and
direct their interest towards social needs through new activities (with-
out being employed in the public sector or running a business). This can
take place in private places (for instance, in sheltered workshops or by
private care of elderly or by supporting parents) or in public places (for
instance, in public squares, in public lecture events or on the Internet).

We may realize that ‘increasing the connections between entrepreneur-
ship and society, we get the chance to see the new multiverse of entrepre-
neurship with its variety of social, cultural, ecological, civic and artistic
possibilities’ (Steyaert & Katz, 2004:193).

It is also possible (also mentioned in Chapter 1) to separate two kinds of
entrepreneurs, who in many ways think and act differently:

® Business entrepreneurs (those entrepreneurs in the business sector,
who are primarily profit-orientated), who direct their activities
towards a market.

® Social entrepreneurs (those entrepreneurs who act within the public
sector or within the citizen sector plus those entrepreneurs within
the business sector, who as well as their profit interest are also
interested in solving social problems), who sometimes direct their
activities towards a market, and sometimes towards other citizens;
in the latter case it is sometimes difficult to characterize what is
going on as taking place in a ‘market’. The ‘marketing’ of social
entrepreneurs can then have a very different content and can instead
be characterized as ‘place vitalization’.

Some entrepreneurship does not take place in separate sectors in the
society but between two sectors. One example of this is cooperation
between universities and industry, which is between the public sector and
the business sector. It is called academic entrepreneurship. There are, as
stated by Bengtsson (2006), trends in society which make higher education
and research more important, and which create possibilities for business
entrepreneurship in academic contexts. It has become commonplace for
universities to start so-called incubators, which concentrate on the first
phase of such academic business offshoots.

In general terms, it is possible, as stated by Kuratko and Hodgetts
(2004), to classify business entrepreneurship research in two groups:

1.  Macro schools (which focus on factors beyond the control of the busi-
ness entrepreneur)
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2. Micro schools (which focus on factors which the business entrepreneur
can control).

Socio-demographic circumstances can characterize business entrepre-
neurs to some extent:

— Some regions or communities encourage entrepreneurship more than
others because they have institutions ready to help small firms (Curran
& Blackburn, 1991). Such localities are more favourably disposed to the
notion of entrepreneurship (Bridge et al., 2009). These regions or com-
munities are better at creating employment and positive developments.

— People who have self-employed parents are over-represented among
those who are themselves self-employed (Shapero & Sokol, 1982;
Delmar & Davidsson, 2000).

—  Education and work experience influence business entrepreneurship. Two
groups are over-represented in this respect (Delmar & Davidsson, 2000):
(1) individuals previously self-employed, and (2) unemployed individu-
als searching for a way of earning a living. Education indicates a positive
effect on self-employment, at least up to medium levels of education.

—  Ethnicity. Self-employment is often suggested as a way for immigrants
to establish themselves in a new society. However, this differs widely
between different categories of immigrants.

— Those people who find themselves in an in-between situation in life
seem to be more inclined to seek entrepreneurial outlets than those
who are in ‘the middle of things’ (Dollinger, 2003). Examples of such
situations, apart from immigration, are between military and civilian
life, between student life and career, and between prison and freedom.

— Gender and age. Running a business seems to be associated with
gender to some extent — men start more businesses than do women.
Business entrepreneurship is also conditioned by age. As stated by
Brockhaus (1982), most businesses are started by people 33-45 years
old (Landstrom & Lowegren, 2009).

However, no single socio-demographic variable has turned out to be a
strong predictor of self-employment (Delmar & Davidsson, 2000).

2.6 RESULTS AND EFFECTS OF BUSINESS
ENTREPRENEURSHIP

David Birch presented a pioneering work about the importance of small
businesses in The Job Creation Process (1979). He claimed that in a country
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such as the US, most new jobs are created by small firms which have the
ambition to grow fast (he referred to them as gazelles), while at the same
time as big companies are decreasing the number of employment opportu-
nities. Birch showed more specifically that small business firms, having not
more than 100 employees, had created 80% of new jobs in the US in the
beginning of the 1970s. This conclusion was contrary to the established,
taken-for-granted understanding at that time that big companies are the
drivers of the economy.

Positive consequences for entrepreneurs from starting a business are
(Coulter, 2001; Zimmerer & Scarborough, 2005):

— to tackle opportunities

— to create one’s own future

— to be able to use one’s own abilities and talents more fully
— to have a higher degree of independence

— to be responsible only to oneself

— to gain financially

— to have fun

— to follow in the family footsteps.

The same authors stated some negative consequences for entrepreneurs from
starting a business:

— change and uncertainty

— a multitude of sometimes contradictory decisions to make
— being forced to make economic choices

— risk

— uncertain financial flows

— much work

— possibility to fail.

2.7 TO BETTER UNDERSTAND BUSINESS
ENTREPRENEURS BY UNDERSTANDING
CUSTOMERS BETTER

For the sake of simplicity, I will refer to people acquiring the outcome of
business entrepreneurs and marketers as customers, even though they may
not be the final consumers. (I will return to this point in more detail in
section 7.7).

It is possible to see a development where business entrepreneurs today
are trying to understand their customers better, i.e., those people or
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organizations that are inclined to buy the products that business entrepre-
neurs have created and offer in a market.

Business entrepreneurs can only survive, of course, by servicing their
customers. The latter have always been part of the picture for business
entrepreneurs, of course, but surprisingly often only in an implicit way.
It is not until the latest twenty years or so that the role of customers has
become more explicit. Researchers have admitted that customers can
sometimes participate more actively and even be co-creators in the business
entrepreneurial process.

In the past, market customers showed themselves only as more or less
demand in a market (Crane, 2013; Ruzzier et al., 2013). Research on
consumer behaviour has been carried out over about fifty years, for sure,
but this was not connected to business entrepreneurship until the end of
the 1990s. This coincided with the raised interest in thinking in terms of
networking in the society (Castells, 1998). Networking is now seen as being
of great (sometimes even decisive) importance to business entrepreneurial
activities. Some of these networks contain customers. Other actors can be
business partners, banks, family members and/or friends.

The importance of networks for business entrepreneurs was first noticed
in industrial cooperation and led to the wide dissemination of a branch
of marketing called relationship marketing (Gronroos, 1994; Gummesson,
1999).

Networks have been found to assist small business entrepreneurial
operations in their acquisition of information and advice (Birley, 1985;
Carson et al., 1995; Shaw, 1997, 1998), in supplementary acquisition
of internal resources (Aldrich & Zimmer, 1986; Jarillo, 1989; Hite &
Hesterley, 2001), in their ability to compete (Brown & Butler, 1995; Chell
& Baines, 2000; Lechner & Dowling, 2003) and in their development
of innovative activities and results (Birley et al., 1991; Rothwell, 1991;
Conway, 1997; Jones et al., 1997; Freel, 2000). Gibson (1991:117-8) claims
that ‘the more extensive, complex and diverse the web of relationships, the
more the entrepreneur is likely to have access to opportunities, the greater
the chance of solving problems expeditiously, and ultimately, the greater
the chance of success for a new venture’.

So, ‘networks’ and ‘networking’ are seen today as important entrepre-
neurial tools to establish, develop and improve on small business and other
operations in society. There are even those who claim that if there were
no networking, there would be no business activities; furthermore, these
people want to conceptualize the entrepreneurial process as organizing
oneself through personal networking (Johannisson, 2000).

I will return to entrepreneurship and networking on several occasions
in this book.
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Enterprising

Entrepreneurship
Small business

Figure 2.1 Enterprising, entrepreneurship and small business

2.8 MY VIEW ON BUSINESS ENTREPRENEURSHIP

2.8.1 The Difference Between Business Enterprising, Business
Entrepreneurship and Small Business

Books about entrepreneurship do not always make a distinction between
enterprising, entrepreneurship and small business, which I do. I associate
entrepreneurship with being enterprising, which small (and even big)
business is not always (even though it may once have been so). So, all
small business can be entrepreneurial and even big business can be. Not all
enterprising is entrepreneurial, as I see it: only some enterprising is (Figure
2.1).

The reason why an equals sign is often placed between enterprising and
business entrepreneurship and between business entrepreneurship and
small business is that all successful business entrepreneurship is enterpris-
ing to some extent. However, some enterprising as well as some small
businesses can hardly be called entrepreneurial. Another reason why an
equal sign is often placed between enterprising and small business could
be that the subject of entrepreneurship, due to its popularity, has been
associated with and allowed to contain an increasing number of activities
in society.

To get a better focus on the subject, I think a distinction should be made
between enterprising, entrepreneurship and small business.

2.8.2 Differences Between Business Entrepreneurship, Innovation and
Self-employment

As in the previous case, business entrepreneurship, innovation and self-
employment are often seen as approximately the same. The equality
between business entrepreneurship and innovation can be traced back
to Schumpeter (1934), who defined business entrepreneurs as individuals
who come up with new combinations in the economic value chain of the
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Entrepreneurship

Self-employment

Figure 2.2 Entrepreneurship, innovation and self-employment

society; this is one way to look at innovation. However, not all innovation
leads to business entrepreneurship.

More independence and self-fulfilment are often mentioned as impor-
tant prime movers to becoming self-employed (EOS Gallup, 2004). To
be a business entrepreneur can be favourable over and above just being
self-employed, because it may lead to non-monetary merits such as more
independence, broader use of own skills and the possibility to implement
own ideas, i.e., more freedom (Sen, 1999).

Some self-employed people are innovative, but far from all are.
However, I am interested only in innovative enterprising. Also, I exclude
from my conceptualization of business entrepreneurship some varia-
tions of being self-employed. I do not include, for instance, activities
such as specific changes of contract (for instance, going from being
employed to becoming self-employed without any change in what you
do) or internal, administrative or organizational changes that do not
influence the market at all. Finally, we should keep in mind that much
entrepreneurship takes place part-time, i.e., many people combine it with
being employed or occupied in other ways. This complicates the figure
a bit (Figure 2.2).

There are lots of definitions of business entrepreneurship (Hébert &
Link, 1989; Thurik & Van Dijk, 1998). There is no single answer to the
question of what the entrepreneurial phenomenon ‘really’ or ‘exactly’ is.
Rather than looking for some essential ‘true’ definition of entrepreneur-
ship, people often prefer to study different varieties and functions of entre-
preneurship. If we bring together all business orientated entrepreneurial
definitions, they show two relatively distinct (but overlapping) phenomena
(compare Davidsson, 2004). The first of these is that some people, instead
of working for somebody else, break out on their own and become self-
employed. This often means some degree of innovation in the beginning
and probably often requires a degree of innovative ability to survive.
However, innovation must not be substantial in this context. There are
many examples of self-employment, for instance, when a person educated
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in law starts a lawyer’s firm, when a doctor participates in opening a
private clinic or when somebody opens a shop or a restaurant, which may
not have any notable innovative content.

The second phenomenon means a clearer renewal and development of a
society, market or organization, based on actors at a micro level taking the
initiative and having the perseverance to make things happen in a new way.
‘Business entrepreneurship’ here means the creation of new standing-alone
economic activities and organizations (‘independent business entrepre-
neurship’) as well as the transformation of those economic operations that
already exist (‘business intrapreneurship’).

My conceptualization of business entrepreneurship (as well as of
social entrepreneurship) is more focused on the second phenomenon. As
mentioned, I am interested in innovative business enterprising (or social
enterprising).

2.8.3 Business Entrepreneurship and Management

I think there are important differences between business entrepreneurship
and management. Some researchers look at business entrepreneurship as
a kind of management. I claim, however, that management and business
entrepreneurship are based on different logic and thinking.

I make use of an analysis of entrepreneurship as distinct from management,
the latter being focused on efficient stewardship of existing resources and social
control, while the former is animated primarily by creativity, desire, playfulness
and the passion for actualising what could come into being. (Hjorth, 2009:207)

I regard management as primarily a profession, where the point is to
handle a more or less given situation (compare the relationship between
the words ‘management’ and ‘manual’, that is, something that has to with
your hands = handle). To handle what is needed as a manager, you need
technical skills (such as reading an organization diagram, coming up with
a budget, closing the books, etc.). As manager, you relate to the company
where you are employed, and whether or not you are successful is judged
by this employer. Entrepreneurship is more of an attitude, a view of life,
being interested in coming up with something new. To do this, mental skills
are needed. As an entrepreneur, you relate your new idea to the customer
(in the market) or the user (in other parts of the society); whether or not
you are successful is judged by this person.

Another view on business entrepreneurship is, like Wickham (2006:16),
to claim that a business entrepreneur is a kind of manager, a person who
handles a situation in an entrepreneurial way. Business entrepreneurial
management is, as stated by him, characterized by three things: (1) a focus
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on change, (2) a focus on an opportunity and (3) a solid stress on manage-
ment in all situations. Drucker (1985:131) asserts that no matter where in
society entrepreneurship takes place, those rules that govern it are, by and
large, the same; what works or what does not work is, by and large, the
same, and this is also the case for innovation. He claims that there is a gen-
eral set of concepts that could be called [business] entrepreneurial manage-
ment. In a book on business entrepreneurship (Sexton & Bowman-Upton,
1991), there is a headline that reads “The [business] entrepreneur — a special
kind of manager’. Furthermore:

Unless a new venture develops into a new business and makes sure of being
‘managed’, it will not survive no matter how brilliant the entrepreneurial idea,
how much money it attracts, how good its products, nor even how great the
demand for them. (Drucker, 1985:172)

Drucker (1985:23) asserts, furthermore, that anybody can make a
decision to learn how to become a business entrepreneur and behave
entrepreneurially in business. To him, business entrepreneurship is behav-
iour and not any personal characteristics, and is based on concepts and
theories rather than on intuition. In line with this is the view that successful
business entrepreneurship starts with creating a good business plan.

2.8.4 Two Views on Entrepreneurship Today

It is possible today to see two different views on entrepreneurship (com-
pare with Bridge et al., 2009):

1. The limited view: Business entrepreneurship (and most of social entre-
preneurship) is an economic phenomenon and is a matter of tracing
and exploiting opportunities to become a business entrepreneur (or a
social entrepreneur) and of creating something new, thereby satisfying
demand in different markets, new or not. Entrepreneurs in all parts
of the society should try to emulate those entrepreneurs who have
been successful in business. Some representatives of this view are, for
instance, Dees et al. (2001), Amin et al. (2002) and Dart (2004).

2. The more extended view: Entrepreneurship belongs to the whole society,
not only to its economy, and is a question of creating something new
(not necessarily in business) and thereby satisfying demand in different
markets andlor social needs in other sectors of the society, new or not. To
be a social entrepreneur is based on different logic from the one ruling in
business. This view is represented by, for instance, Hardt (2002), Hjorth
and Steyaert (2003), Johannisson (2005) and myself (Bjerke, 2013).
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Some authors refer to this as the American (US) and the Scandinavian
view (for instance, Bill et al., 2010). Even though there is some truth to it,
this separation is a geographical simplification. There are many examples
of what could be called the American view in Scandinavia and in other
parts of Europe. There are also a few examples of what could be called the
Scandinavian view in the US. Furthermore, it is possible to find both views
in other parts of the world, for instance, in Canada, Australia and New
Zealand. What is clear, however, is that the American view (what I prefer
to call the limited view) is dominating everywhere.

The differences between the limited and the more extended view on
entrepreneurship, and the frequent difference in how business entrepre-
neurship is seen in the US and in Scandinavia, becomes clear if you look at
how the subject is defined in American and in Scandinavian books. Let me
first look at some American examples:

Entrepreneurship is a way of thinking, reasoning, and acting that is opportunity
obsessed, holistic in approach, and leadership balanced. (Timmons, 1999:27)

An entrepreneur is one who creates a new business in the face of risk and
uncertainty for the purpose of achieving profit and growth by identifying
opportunities and assembling the necessary resources to capitalize on them.
Although many people come up with great business ideas, most of them never
act on their ideas. Entrepreneurs do. (Zimmerer & Scarborough, 2005:4)

Entrepreneurship is a dynamic process of vision, change, and creation. It
requires an application of energy and passion towards the creation and imple-
mentation of new ideas and creative solutions. Essential ingredients include the
willingness to take calculated risks — in terms of time, equity, or career; the abil-
ity to formulate an effective venture team; the creative skill to marshal needed
resources; the fundamental skill of building a solid business plan; and finally,
the vision to recognize opportunity where others see chaos, contradiction, and
confusion. (Kuratko & Hodgetts, 2004:30)

Compare this with some Scandinavian definitions:

Entrepreneurial processes are about identifying, challenging and breaking insti-
tutional patterns, to temporarily depart from norms and values in the society.
(Lindgren & Packendorff, 2007:29; my translation)

Entrepreneurship is tangible action as creative organizing in order to realize
something different. (Johannisson, 2005:371; my translation)

Entrepreneurship = to satisfy user values and/or needs — new or old — in new
ways. (Bjerke, 2013:31)

2.8.5 Business Entrepreneurship = Behaviour?

It is obvious from the above that the more extended view defines entrepre-
neurship less specifically than does the limited view. In other words:
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1. The more extended view, unlike the limited one, does not find it
necessary to specify what personality or which behaviour is generally
associated with (successful) entrepreneurs.

2. Results of entrepreneurship are, in the more extended view, normally
not very radical. The limited view is more restrictive. Most entrepre-
neurship results, in the view of the former, are better seen as ‘only’
more or less constructive imitations of what exists already, and they do
not have any major effect on our lives as customers or citizens.

3. The limited view claims that entrepreneurs are extraordinary people;
the more extended view does not do so.

Lindgren and Packendorff (2007:18) point out that there are some weak-
nesses in existing business entrepreneurship research (that is, what I refer to
as the limited view on entrepreneurship):

e It suggests that entrepreneurship can be measured, predicted and
stimulated in an objective and neutral way, which leads to a number
of problems because the phenomenon of business entrepreneurship
is characteristically complex.

e It almost always lets individuals embody business entrepreneurship,
in spite of the fact that most business entrepreneurial acts are
performed by people in cooperation.

e Business entrepreneurship is operationalized — lacking better data —
as freshly registered new firms, which excludes a number of business
entrepreneurial acts which take place within existing firms and/or do
not lead to the start of traditional companies.

e Focus is too narrow, often excluding, for instance, women and ethni-
cal minorities and what is referred to as the cultural sector.

2.8.6 To Behave out of the Ordinary and Act ‘as if’

I am of the opinion that regarding entrepreneurs, maybe social entrepre-
neurs in particular (I will return to those in Chapter 3), with ‘acting’ eyes
will lead to different results than if they are seen with ‘behaviouring’ eyes
(Bjerke & Karlsson, 2013a). However, both perspectives are possible, and
both are applied in entrepreneurship research.

To behave

If a human activity is seen as behaviour, it is looked at as observable,
1.e., it can be perceived empirically consistent with classic behaviourism.
‘Behaviour’ is used by many social scientists as an umbrella term for all
human activities. This may lead to confusion, however, if it is not clear
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whether ‘behaviour’ or ‘action’ is referred to. I therefore suggest ‘activity’
as an umbrella term, and ‘action’ and ‘behaviour’ as two possibilities to
look at human activities.

When looking at a human activity as behaviour, all non-observable
aspects of this activity are neglected, as it is then necessary to try to explain
using observable ‘stimuli’ and observable ‘responses’. Every object in the
environment then represents a potential ‘stimulus’. In empirical research,
an object is described as a ‘stimulus’ if it gives a behavioural reaction.
‘Response’ is defined as ‘something a human person does’ (Watson,
1970:6). To reduce human activities to observable processes should, as
claimed by the behaviourist Watson and his followers, make a consistent
application of (natural) science methods possible. The ambition with
behavioural science is then to define behaviour causally within the frame-
work of scientific theories such that, given specific ‘stimuli’, corresponding
responses can be predicted in a deterministic way.

Theories of cognitive behaviour constitute a development of classic
behaviourism, because behaviour is then no longer described only in
terms of stimuli and responses. ‘Stimuli’ are here transferred through
reflection, cognition and awareness, and not seen as behaviour until then.
The cognitive (motives, needs, attitudes, levels of aspiration etc.) is seen as
a perceptual filter for ‘stimuli’. Stimuli are in turn described in terms of
information. In these theoretical terms, human behaviour is explained as
responses to stimuli, which are chosen selectively in the social and environ-
mental milieu, pass through cognitive processes and become information.

In a behaviouristic view on entrepreneurship, scientific orientation is to
see the environment as a cause. Entrepreneurs live here in a world full of
circumstances, so to say. Bodies react in a deterministic way and their reac-
tions are determined voluntarily only to some extent. Those who represent
this view note that the subjective perception of environment sometimes dif-
fers from ‘objective’ facts. The reasons for why and how different perceptual
filters appear are, however, not studied any further.

To act
From an ‘action’ perspective, the situation is seen in a different way.
Action can be defined as ‘intentionally effecting or preventing a change
in the world” (von Wright, 1971:83). An action can also ‘designate the
outcome of this ongoing process, that is, the accomplished action’ (Schutz,
1962:67). If a human activity is to be denoted an ‘act’, this is not only one
aspect of ‘reflexivity’ which can be found in cognitive behavioural theories,
but it also includes an actively purposeful result.

‘Quasi actions’ are described by Habermas (1984:12) as ‘behavioural reac-
tions of an externally orinternally stimulated organism, and environmentally
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induced changes of state in a self-regulated system’. By this, Habermas
means processes which can be described ‘as if they were expressions of a
subject’s capacity for action’, i.e., activities of a mechanism which itself is
not capable of providing any cause of its actions. This can be compared
with von Wright’s distinction between ‘quasi causal’ (causal descriptions
of intentional action) and ‘quasi teleological’ (intentional descriptions of
causal processes in the sense of functional explanations) activities (1971).

Actions might be ‘open, directed at the external world’ (Schutz,
1962:67). Behavioural theory explains human activity as determined by
stimuli, while action is purposeful and meaningful. In the latter case, the
entrepreneur lives in a world full of meaning (not circumstances as in the
case of behaviour). When concentrating on individuals’ mental processes,
cognitive behaviourism is inadequate when conducting research in a social
milieu, because it assumes that the meaning context for socially relevant
activities can be reduced to individual stimulus-behaviour. It consequently
cuts off the social context. The context in the social world can only, as I see
it, be considered if we look at members of society as purposeful and not
just as ‘responses’. Action theory provides a frame to do this. Behavioural
theory does not.

Researchers as well as entrepreneurs could be regarded as news agents.
One could question, however, whether it is adequate to see them as rational
agents, in the sense that in an objective way they select the most effective
roads forward to reach a clearly formulated goal, or that they constitute
some kind of ‘invisible hands’ in Adam Smith’s sense (1776/1991). They
should be rather seen as business-driven (business entrepreneurial) or idea-
driven (social entrepreneurs) ‘visible hands’. This is partially what I refer to
as the more extended view on entrepreneurship.

2.8.7 Two Metaphors
I have found it useful to discuss entrepreneurs by using two metaphors:

1. Entrepreneurship means ‘not only to be’ and to ‘act as if”.
2. Entrepreneurs are involved with more parts of their body than just
their brains.

To be an entrepreneur means basically, as I see it, ‘not only to be’, for
instance, not only to be employed, not only to be a business manager,
or not only to be a citizen, to take some examples. It is necessary,
in my opinion, not only to continue the same but also to create new
methods to satisfy users’ demands or needs to be worthy of the epithet
‘entrepreneur’. It is possible to see that to be entrepreneurial means not
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to be restricted in your actions by those resources that exist (and are
expected to come), but to act in such an interesting way to others (among
others, potential users of what you come up with) that new resources are
generated, not only in terms of money but also in terms of voluntary
help, time, cooperation and joy. It is the same as the difference that some
make, already mentioned above, between being a manager (administra-
tive and bureaucratic behaviour) and being an entrepreneur. The former
means to operate within those resources you have and expect to get, the
latter means to operate so that new resources will be created or as if new
resources already are there.

To behave or act ‘as if” does not, however, not only mean to act ‘as if’
you already have necessary resources. It can also be seen, for instance:

o To act “as if” you can forecast the future better than others.
e To act “asif’ you are already on the road of success, even though you
may not have arrived yet.

Gartner et al. (1992) express it such that entrepreneurship always has to
do with something ‘which is going on’, and never with something ‘which
is finished’.

I have found another interesting metaphor to discuss all kinds of entre-
preneurs, which is that to be successful, they should involve four different
parts of their body, which are:

the brain (to know)

the heart (to be willing)
the stomach (to dare)
the limbs (to do things).

All these parts must be there. If any of the four is missing, the actual
entrepreneurial attempt will not succeed. If you do not ‘know’, you will
fumble blindly. If you are not ‘willing’, it will become an action against
yourself. If you do not ‘dare’, something constructively will hardly come
out of it. The fourth, that is, the ‘limbs’, means that you must do things for
them to take place.

I am not using these two metaphors to indicate that I believe that I have
been able to come with a better formula than others for what is required if
you want to succeed as an entrepreneur. The metaphors should rather be
seen as examples of a special way to work with pictures, what Max Weber
calls ideal types. He also refers to them as pure types. One famous example
of his ideal types is to make a distinction between traditional leadership,
charismatic leadership and bureaucratic leadership. Weber asserts that
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you rarely find ideal or pure types in reality, but that combinations and
deformed varieties exist (Weber, 1975).

2.8.8 My Conceptualization of Entrepreneurship — A Summary

To put some parameters on a phenomenon that can easily (and in many
cases already have) exceed all borders (many warn against allowing
entrepreneurship to mean almost anything, arguing that the concepts have
been watered down that way, for instance, Jones & Spicer, 2009), I want
to conceptualize entrepreneurship to such enterprise that leads to results
which have some kind of news value, at least in some respect, and which are
used by somebody who is not (only) the entrepreneur.

To leave some doors open, I prefer to talk about conceptualizations
(from Latin concipere = summarize) than about definitions (from Latin
definire = put limits to). Most American definitions of ‘business entre-
preneurship’ tend to limit it to specific behaviour and to specific thinking.
Some examples:

[Business] entrepreneurship is the process by which individuals pursue oppor-
tunities without regard to resources they currently control. The essence of
entrepreneurial behavior is identifying opportunities and putting useful ideas
into practice. The tasks called for by this behavior can be accomplished by either
an individual or a group and typically requires creativity, drive, and a willing-
ness to take risks. (Barringer & Ireland, 2006:5)

Entrepreneurship, as a field of business, seeks to understand how opportuni-
ties to create something new arise and are discovered or created by specific
individuals, who then use various means to exploit or develop them, thus
producing a wide range of effects. (Baron & Shane, 2008:5)

An entrepreneur is one who creates a new business in the face of risk and
uncertainty for the purpose of achieving profit and growth by identifying
opportunities and assembling the necessary resources to capitalize on those
opportunities. (Scarborough et al., 2009:21)

[Business] entrepreneurship is a mindset or way of thinking, that is, oppor-
tunity-focused, innovative, and growth-oriented. [Business] entrepreneurship is
also a set of behaviors. [Business] entrepreneurs recognize opportunity, gather
the resources required to act on the opportunity, and drive the opportunity to
completion. (Allen, 2010:3)

I do not want to put such limits on entrepreneurs by characterizing
them in terms of separate features, behaviours or acts. It is my opinion
that in order to succeed, entrepreneurs must not have a specific behaviour
set-up, nor that they must be growth-orientated, which is common in the
American type of definitions (see above). It is even the case that most busi-
ness firms do not grow after having been started (or are even interested in
growing) over and above a certain level (Davidsson, 1989; Wiklund, 1998).
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Social entrepreneurial ventures are often more useful if they are locally
connected and do not become too big (Nicholls, 2006:226). In other words,
I want to conceptualize entrepreneurship only in terms of its effect, that is:
Entrepreneurship = to satisfy demands andlor needs (new or old) in new
ways.

2.8.9 Further Examination of the Limited View on Entrepreneurship

Most entrepreneurship theories are based on the limited view and market-
based. Historically, business entrepreneurship discourse is based on eco-
nomic discourse (Steyaert & Katz, 2004). These business entrepreneurship
theories do not position themselves in place or in time, i.e., they are
ahistorical and non-cultural (Bjerke, 2010). Some examples:

o Business entrepreneurs are achievement-motivated, have a risk-
taking propensity, have an internal locus of control, have a need
for autonomy, are determined, creative and self-confident and take
initiative (Bridge et al., 2009).

® Many business entrepreneurs seem to think counter-factually, live
more in the present and in the future than in the past, become more
involved when making decisions and evaluating things, and under-
estimate costs as well as time required in succeeding (Baron, 1998).

e Positive consequences for entrepreneurs of starting a business
include creating one’s own future, having a high degree of independ-
ence, being responsible only to oneself and following in the family’s
footsteps (Coulter, 2001).

Three things emerge from this type of theory:

o To look at growth as something primary (Coulter, 2001; Wickham,
2006; Allen, 2010).

o To see opportunity recognition as a distinct and fundamental entre-
preneurial behaviour (Gaglio, 1997; Kirzner, 1979; Stevenson &
Jarillo, 1990; Venkataraman, 1997).

o To view business entrepreneurship as a (special) type of management
(Drucker, 1985; Stevenson & Jarillo, 1990; Wickham, 2006).

2.8.10 Further Examination of the More Extended View on
Entrepreneurship

Progressive imitating and necessary mundane aspects of entrepreneur-
ship is what Steyaert (2004) calls the prosaic in entrepreneurship. With
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a prosaic study of entrepreneurship, we leave the dominating focus on
building models, which is usually supported in entrepreneurship research
(Steyaert, 2000), and study the conversation process which is supporting
the ordinariness of entrepreneurial processes.

The point of departure of prosaic writing is the belief that everyday is the scene
where social change and individual creativity take place as a slow result of
constant activity. The daily effort of thousands of small steps makes after all a
difference. . . . As prosaic has a sensitivity for the eventness of an event, for its
creative moving ahead, it is highly suspicious of systems and all attempts that
try to create all-encompassing patterns. In creating systems, there is a chronic
double danger. One is the act of exclusion, things become driven out and end in
a state of ‘non-existence’, and the unnoticed becomes even more unnoticeable.
Another is that things which happen accidentally are meaningless (at least to the
system being created) and not related but become somehow related, meaningful
and are no longer accidental. (Steyaert, 2004:10)

The basic or at least a natural consequence of the more extended view
on entrepreneurship is to make a difference between traditional ways of
doing business and new business venturing — between ‘managerialism’
and ‘entrepreneurialism’ in Hjorth and Johannisson’s terminology (1998).
Business entrepreneurship has been reserved a place within management
theory (and is consequently part of what I refer to as ‘the limited view
on entrepreneurship’), because it was seen among some management
researchers as a given way to success. The discourse of business entre-
preneurship became part of the view of management during the 1980s
(Peter & Waterman, 1982; Kanter, 1983). It progressed on a broad front,
including what was called Thatcherism and Reaganism in those days, and
developing into the idea of making the employee an enterprising individual
in the 1990s (Peters, 1994a, 1994b; du Gay, 1997). Enterprising (Burchell
et al., 1991) represents the business entrepreneurial as consistent with
managerialism (du Gay, 1997) and is therefore spread quickly to all places
where managerialism has become the ruling basis for rationality (Hjorth &
Steyaert, 2003:299). During the 1990s it was almost impossible to see any
limits to what some scholars wanted managerialism to contain: ‘attempts
to construct a culture of enterprise have proceeded through the progressive
enlargement of the territory of the market — the realm of private business
enterprise and economic rationality — by a series of redefinitions of its
objects’ (du Gay, 1997:56).

The result became a target for management knowledge — the employees
themselves. They were seen in business entrepreneurial terms and as parts
of a business entrepreneurial company. All that could be governed, should
then function as entrepreneurial management. To become successful and
to contribute to the success of the company, almost any human activity
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should be built up by employees who develop a knowledge of themselves
(Townley, 1995), a knowledge which centres around the management ver-
sion of the entrepreneur. When Drucker (1985) expressed his wish to do for
business entrepreneurship what he did for management in the 1950s — turn
it into a successful discipline — he was prophetic both in terms of enterpris-
ing became the ruling power of the new technologies of the self (Martin et
al., 1988; Townley, 1995; Deetz, 1998), and how business entrepreneurship
as an academic discipline emerged during the 1990s (Katz, 1998). How
to do something about your life was increasingly answered in business
enterprising terms: manage your life as a business entrepreneurial venture
and become an enterprising individual.

The more extended view on entrepreneurship sees no point in creating
conceptual systems to explain entrepreneurship. What is needed, instead,
is to invent a new way to understand entrepreneurship such that it includes
more of society than just its economic parts.

Another aspect of the more extended view on entrepreneurship is not to
have a focus on the discovery of opportunities but on the creative process
itself, which is made clear by using the verb ‘to enterprise’ as something
ongoing, that is, entrepreneuring (Steyaert, 2007). Entrepreneurial studies
must then be based on a process philosophy (Steyaert, 1997) and can be
called the science of the art of the power of imagination (Gartner, 2007).
Two proponents of the more extended view on entrepreneurship, that is
Hjorth and Steyaert, have used this as their starting point in their so-called
movements books (Hjorth & Steyaert, 2004, 2009; Steyaert & Hjorth,
2003, 2006).

One important difference between the two views on entrepreneurship
is that the more extended view inevitably looks at entrepreneurship as
an activity embedded in a special (historical, cultural, economic) context.
Entrepreneurship is, however, not determined by this context. It is rather a
specific response to those limitations that are part of the specific context;
it is a special way to problematize and transform these limitations.

Entrepreneurship can [then] be translated as an activity that takes advantage of
the Zwischenraum, that is of the in-between space (entre = between, prendre =
to take in French). This means that entrepreneurship is an activity that searches
and actively creates the distance to what is seen as normal and habitual; it enters
and actively creates the between-space as an intensive space and can thus reveal
the becomingness of the world. It is further a creative activity in the sense
that it connects and reconnects — assembles, dis-assembles and re-assembles —
materials, ideas, and so on in a new way. Given rules, plans, norms, models and
so on are transformed in the process of ‘application’. Application, however, has
to be understood in a new way. It is not a technical process or the execution of
a programme that is fully determined. Rather, ‘it would be a concept of applica-
tion which generates something unpredictable in a totally different context, in
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contexts which no one can master in advance’ (Derrida, 2000:28). Application
can be rethought as the space between rules, regulations, and so on and the
concreteness of the situation. (Weiskopf & Steyaert, 2009:196)

The more extended view on entrepreneurship also means that an
understanding of business entrepreneurs cannot neglect those contexts in
which they exist, and that entrepreneurs in different sectors of the society
are guided by, at least partly, different logic. Nilsson (2003), for instance,
makes a clear distinction between entrepreneurship research in the econ-
omy and other entreprencurship research. This means, for instance, that
business entrepreneurs are satisfying market values through new business
ventures, while citizen entrepreneurs or entrepreneurs in the public sector
are satisfying social values through new activities.

A criticism of the more extended view on entrepreneurship has come
from the those supporting the limited view, which asserts that entrepre-
neurship research should limit itself and produce results in terms of what
the critics call distinctly entrepreneurial, find its domain or so-called core,
that is, claims that the subject should be consolidated (Venkataraman
1997; Low, 2001; Davidsson, 2003; Baron & Shane, 2008). The proponents
of the more extended view, on the other hand, would be happy to support
Johannisson (2005:28, my translation) in the following statement:

To be enterprising in everyday life is to take initiatives, to take responsibility
together with other people that something is done. Entrepreneurship is the
antipodes to apathy and indifference. Some people picture entrepreneurship as
extreme cheerfulness, intellectual malnutrition and a hysterical run for empty
places to fill with its own content. It may be so. Nevertheless, an enterprising
individual is recognizing his or her own humaneness, believes that he or she
can do something about his or her own situation and is driven by being able
to involve others in that project he or she is initiating. Entrepreneurship as
persistent and creative business design, sometimes successful, becomes in this
perspective just a special case of general enterprising.

2.8.11 Is it Possible to Combine the Limited and the More Extended View
on Entrepreneurship?

Some concepts associated with the limited view on entrepreneurship are:

— There is a common profile among all entrepreneurs.

— Entrepreneurs are powered by a need for achievement.
— Entrepreneurship is an economic phenomenon.

— Entrepreneurs are looking for growth.

— Entrepreneurs must find an opportunity to become one.
— An entrepreneur is a kind of manager.
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— Entrepreneurs should start with a good business plan.
— Entreprencurship means extraordinary behaviour among extraordi-
nary people.

Some concepts associated with the more extended view on entrepreneur-
ship are:

— Entrepreneurs differ with context.

— Entrepreneurs are powered by imagination.

— Entrepreneurship belongs to the whole society, not only to its economy.
—  You can be an entrepreneur without willingness to grow.

— Entrepreneurs start with the wish to become one.

— Entrepreneurs and managers think differently.

— An entrepreneur does not need a formal plan to start.

— Entreprencurship means extraordinary actions among ordinary people.

The limited view on entrepreneurship is focused on explaining the
consequences of a rational way to behave; the more extended view on
entrepreneurship is focused on understanding consequences of a bricoleu-
rial way to act.

Some scholars recommend a more extended view on entrepreneurship
without completely neglecting the limited view. What should be kept in
mind in a more extended view on entrepreneurship is, as stated by some
entrepreneurship researchers, the following:

o Entrepreneurship is as much a matter of improving imitation as
genuine creation of what is new (Johansson, 2010).

e It is too simple to claim that entrepreneurship needs freedom to
thrive. It needs resistance to be triggered in the biggest degree to
achieve great things (Berglund & Gaddefors, 2010).

o Thereis a risk in claiming that entrepreneurship requires spectacular
action and that it excludes more mundane activities closer to every-
day reality (Bill et al., 2010).

I normally prefer the more extended view on entrepreneurship. However,
both views are observed in this book: the limited when discussing the
managerial view on marketing for entrepreneurs, and the more extended
view when discussing the social phenomenological view on marketing for
entrepreneurs.



3. Knowledge development of social
entrepreneurship

3.1 INTRODUCTION

My view on social entrepreneurship, as previously mentioned, is based on
talking about three sectors in a society (Figure 3.1).

These three sectors can be associated with three kinds of social
entrepreneurs:

e entrepreneurs in the public sector
e Dbusiness entrepreneurs with social visions
e citizen entrepreneurs.

Models similar to (but also different from) Figure 3.1 have been sug-
gested by Augustinsson and Brisvall (2009) (Figure 3.2) and Nicholls
(2006) (Figure 3.3).

The three new sectors and the hybrids are presented by Augustinsson
and Brisvall in the following way:

The public sector

The citizen sector The business sector

Figure 3.1  The three sectors in society

38



Knowledge development of social entrepreneurship 39

Traditional
public
sector

Traditional
industry

New
idealistic
sector

Traditional
idealistic sector

Source:  Augustinsson & Brisvall, 2009:25.

Figure 3.2 Entrepreneurial sectors in society today

' Social ‘

entrepre-

neurship |

The civil
society

Source: Nicholls, 2006:229.

Figure 3.3 The three estates of society

® New industry: These are entrepreneurs who challenge the traditional
industry’s lack of social and ecological considerations.

® New public sector: These are social entrepreneurs and citizen enter-
prisers who challenge sluggishness and bring new thinking to the
traditional public sector.
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Table 3.1 Aspects of sector logics

Private sector Public sector NPVO sector
Institutional pillars Normative Regulative Cognitive/Cultural
Time perspective Short-term Long-term Short- and
long-term
Focal form of capital Financial Human Social
Interaction rationale Calculative Ideational/ Ideational/Genuine
Calculative
Commitment Voice/exit Loyalty Involvement
Control Output Process Culture
Innovation Advancing Ongoing, Mobilizing human
technology reforming resources
Outlook Global Local Glocal

Source: Berglund et al., 2012:11.

® The new idealistic sector: These are the revivers within the idealistic
sector who are using business methods and logics to challenge
the power elite in non-governmental Sweden, from cooperative
movements to public communities, to become entrepreneurial and
self-going.

® Hybrids: These are the people who come up with new combinations
of logic, methods and traces from all three new sectors to make
money and save the world.

Figure 3.3 is rather self-explanatory. Another trans-sectorial idea is
found in Table 3.1 (Berglund et al., 2012:11):

In Table 3.1 NPVO stands for ‘non-profit voluntary’ and social entre-
preneurs are here seen as combining the other two sectors in the table. To
stress their trans-sectorial role, the authors behind this table use the term
‘societal entrepreneurs’ instead of ‘social entrepreneurs’.

The reason why I want to separate entrepreneurs into three clear sectors
in the society is because I see clear differences, partly between social entre-
preneurs and business entrepreneurs and partly between different kinds
of social entrepreneurs, but above all between citizen innovators, citizen
enterprisers and other types of social entrepreneurs, and not only in terms
of their use of marketing, which is the subject of this book.
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3.2 SOCIAL ENTREPRENEURSHIP - A YOUNG
SCIENCE

The concept ‘social entrepreneur’ appeared for the first time in the literature
in Banks (1972). Such an entrepreneur can be defined like this:

Social entrepreneurship is the use of entreprencurial behaviour for social rather
than profit objectives. (Burns, 2011:454)

One example of a Scandinavian definition is:

A social entrepreneur is a person who takes an innovative initiative to develop
functions which are useful for society. (Gawell et al., 2009:8; my translation)

There are many suggestions for names for social entrepreneurs. Some of
the names below will later appear as specific types of social entrepreneurs:

— social entrepreneurs (Brinckerhoft, 2000)

— community entrepreneurs (De Leeuw, 1999; Johannisson & Nilsson,
1989; Dupuis & de Bruin, 2003)

— non-profit entrepreneurs (Skloot, 1995)

— civic entrepreneurs (Henton et al., 1997)

— idealistic entrepreneurs (Piore & Sabel, 1984)

— mundane entrepreneurs (Rehn & Taalas, 2004)

— public entrepreneurs (Hjorth & Bjerke, 2006).

There are also many suggestions to what could be meant by social
entrepreneurs. Some suggestions are:

— social enterprisers

— entrepreneurs in the social economy

— participants in associations

— participants in protest movements

— business entrepreneurs devoted to Corporate Social Responsibility
(CSR)

— cultural activists

— proponents of fair trade

— environmental activists

— managers of public events

— public entrepreneurs.

Even these could be specific types of social entrepreneurs.
We can summarize differences between business entrepreneurs and social
entrepreneurs as in Table 3.2 (Johannisson & Nilsson, 1989:5).



42 Alternative marketing approaches for entrepreneurs

Table 3.2  Differences between business entrepreneurs and social

entrepreneurs

Business entrepreneurs

Social entrepreneurs

Look at society as a means to reach
personal goals

Strengthen their own self-esteem and
competence

Put themselves at the top of their
organization

Look at authorities and other
stakeholders in society as obstacles

Look at the development of society as an
essential goal

Make conscious moves and assist in
building self-esteem and competence with
other citizens

Participate as coordinator at grass-root
level

Approach authorities and external actors
as potential supporters and supplier of

and threats if they do not serve resources
their own purpose
Exploit opportunities to build their

own network

Use and build arenas where different
networks can be connected

Source: Johannisson & Nilsson, 1989:5.

Nicholls (2010) argues that he can see three types of social entrepreneurs
in the scientific discussion: (1) heroes that solve difficult social problems;
(2) those who successfully use business entrepreneurs’ methods to solve
social problems, and (3) entrepreneurs with their own logic based on local
community and social justice values.

So, social entrepreneurship is not an unambiguous concept. Furthermore,
there is no (and there probably never will be) neutral view on what a social
entrepreneur is doing, and what he or she should do. Among other things,
there are always political aspects (Steyaert & Katz, 2004:180; Boddice,
2009:137). Social entrepreneurship is by its very nature a political phenom-
enon (Cho, 2006:36).

Social entrepreneurs are not new in society. We just have to think
about historical figures such as Florence Nightingale and Mahatma
Gandhi. What is new, however, is that the amount of social entrepre-
neurial activity is much bigger than ever before in history (Bornstein,
2004:3-6). There are, as stated by Nicholls (2006), studies in Great
Britain that show that the number of new social entrepreneurial pro-
jects there is larger than the number of new business entrepreneurial
projects. During 2003, it is estimated that 6.6% of the adult population
of Great Britain was involved in some kind of new activity, which
basically had a socially useful purpose. This was higher than what
GEM (Global Entrepreneurship Monitor, 2007) estimated business
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entrepreneurial startup activities to be there during the same year, which
was 6.4%.

Knowledge development of the subject of social entrepreneurship is
rather short, and has not existed for more than twenty years or so. It is
therefore difficult to characterize its knowledge development in the same
six steps used to describe knowledge development of the older subjects of
business entrepreneurship (Chapter 2), marketing (Chapter 4) and leader-
ship (Chapter 5). However, we can classify what we have learnt about social
entrepreneurship in the following four steps (the last four steps of the six
used for the other three areas):

social entrepreneurial thinking and behaviour

contextual theories of social entrepreneurship

results and effects of citizen entrepreneurship

to better understand the citizen entrepreneurs by understanding
users better.

I will return to the reason why I limit myself to specific types of social
entrepreneurs in the last two sections.

We may ask why there is a citizen sector in society and how large it
is. Westerdahl (2001) provides three proposals to explain why this is the

case:

The vacuum hypothesis: The stagnating of the public sector and (in
some cases) decline in large areas of the business sector has created a
space for other actors. As stated by Westerdahl, this hypothesis is the
most important one of the three.

The global hypothesis (the identity hypothesis): At the same time as
we are experiencing more globalization we also note a greater wish
for local and regional identity.

The influence hypothesis: We are experiencing an increased question-
ing of the public sector’s handling of tax revenues connected with a
wish of a greater influence over the way in which this is done.

These three hypotheses — if they are correct — show that the transformation of
society currently under way in the Western world exhibits certain development
features suggesting a probability that, whether by necessity or by voluntary
commitment, certain social elements of the economy will assume increased
importance for certain actors. This makes it possible for activities conducted
under social-economic forms to expand. The extent to which these activities
can make use of this potential for expansion is determined primarily by their
strength, their competitiveness and the attitude towards them of other actors in
society. (Westlund, 2001:435)
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Estimated employment in the third sector is 8-10% in Western Europe
(somewhat less in Sweden due to its large common sector and consider-
ably more in, for instance, Greece). Between 1980-90, the increase of this
sector was 40% in France, 36% in Germany and 41% in USA (Salomon &
Anbheier, 1994) and in twenty Western European regions the increase was
44% (Westlund & Westerdahl, 1997). All numbers are here very uncertain
however (and in a sense misleading), among other reasons due to the large
proportion of part-time work in the citizen sector (Vasi, 2009:169) and
its many volunteers. The so-called not-for-profit sector in USA (which
refers to all social entrepreneurs, not only those in the citizen sector) is
much higher than in Europe and is estimated to be 7% of GNP (Burns,
2011:454).

In almost all industrialised countries, we are witnessing today a remarkable
growth in the ‘third sector’, i.e. in socio-economic initiatives which belong
neither to the traditional private for-profit sector nor to the public sector. These
initiatives generally derive their impetus from voluntary organizations, and
operate under a wide variety of legal structures. In many ways, they represent
the new or renewed expression of civil society against a background of eco-
nomic crisis, the weakening of social bonds and difficulties of the welfare state.
(Defourney, 2001:1)

Citizen entrepreneurs have their roots in local service and development
(Grenier, 2009:199). Citizen entrepreneurship can even be seen as a univer-
sal attempt in a society to answer to the specific in local needs (ibid.). It is
this local history that feeds their passion for creating activities which are
important to society (Emerson & Twersky, 1996:2-3).

3.3 SOCIAL ENTREPRENEURSHIP THINKING AND
BEHAVING

Areas in which social entrepreneurs have been operating are (Nicholls,
2006:228):

— poverty alleviation through empowerment (e.g., the micro-finance
movement)

— healthcare, ranging from small-scale support for the mentally ill ‘in the
community’ to larger-scale ventures tackling the HIV/AIDS pandemic

— education and training, such as widening participation and the democ-
ratization of knowledge transfer

— environmental preservation and sustainable development, such as
‘green’ energy projects
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Figure 3.4  One positioning of social entrepreneurship

community regeneration, such as housing associations

welfare projects, such as employment for the unemployed or homeless
and drug and alcohol abuse projects

advocacy and campaigning, such as Fair Trade and human rights
promotion.

Whatever way we look at it, social entrepreneurship is always about

engagement (Figure 3.4).

Networking seems to be more important for social entrepreneurs than

for business entrepreneurs. There are several reasons for this:

The former does not offer tangible goods and/or services that can speak
for themselves. They must constantly confirm their social entrepre-
neurial activities to those who support what they are doing and, above
all, to the users of what they create.

Social entrepreneurs exploit network relations in a much broader field
(Dennis, 2000; Blundel & Smith, 2001; BarNir & Smith, 2002). They
are looking for alliances and cooperative possibilities where they can
most easily find them. Many social entrepreneurs work, at the same
time, with local governments, welfare institutions, volunteering groups
and banks. Further, social entrepreneurs use their networks not only to
leverage resources and strengthen their own ventures, which is primary
to business entrepreneurs, but also to deliver impact and to create new
social value (Nicholls, 2006).
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— Social entrepreneurs operate in a more diversified and dynamically
strategic landscape than do business entrepreneurs (O’Gorman, 2006).
Social entrepreneurs also often show a much larger variation in the form
of organization under which they operate. Furthermore, economies of
scale are not as obvious for social entrepreneurs as they are for business
entrepreneurs. The former may often get maximum impact by remain-
ing small and local and through deepening their activities, rather than
broadening them (Nicholls, 2006).

— Social entrepreneurs are often looking for social space where traditional
business activities and the public sector have not shown any major
interest, and they improve on and create new social capital through
institutional or gradual improvement and innovation. The urge to
change the terms of engagement for the benefits of their stakeholders
often marks social entrepreneurs out as quite distinct from business
entrepreneurs (Nicholls, 2006).

— The ultimate aim (even if it may not be attainable) for social entrepre-
neurs is to do so well that they are no longer needed. This is not the case
for business entrepreneurs (Nicholls, 2006).

— Paton (2003) asserts that social entrepreneurs and business entrepre-
neurs live in different meaning-worlds. To bring the business venturing
mind to social entrepreneurship could undermine what is the strength
of social entrepreneurs (Krashinsky, 1998), neglecting the dialogical
and political praxis which is central to social entrepreneurship (Cho,
2006).

3.4 CONTEXTUAL THEORIES OF SOCIAL
ENTREPRENEURSHIP

There is social entrepreneurship taking place in the public sector. One
example is a business school which presents itself as entrepreneurial
(Lundqvist, 2009). There is also social entrepreneurship in the business
sector, for instance, a natural social responsibility with small business
firms as stated by Sundin (2009). There are studies in Great Britain,
on the other hand, which state that social contributions made by small
business firms often stop with the economic ones (ODPM, 2003:Ch. 2).
This can be summarized such, which I have said before, that all entrepre-
neurial activities that take place in the public sector and the citizen sector
can be called social entrepreneurship, but only some entrepreneurial
activities that take place in the business sector should be seen as social
entrepreneurship.

Nicholls (2006:229) provides a list of contexts for social entrepreneur-
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Table 3.3  Contexts for social entrepreneurship
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Origins Social Means Ends Example
market
failure
Grassroots Lack of Critical social Coordinated Housing
institutional innovation creation of associations
support social capital
through local/
community
action
Institutional ~Changing Normative Social Open
social social innovation entrepreneur-  University
landscape ship champions
new social
institutions
Political Retreat of Market Introduction Public—private
centralised  socialism of enterprise/  finance
government private sector  initiatives
control from market (e.g. London
society philosophy into  Underground)
public sphere
Spiritual Decline Commercial- Revitalise role  CAFOD/
of church isation of of faith in Fair Trade
influence in  congregation- public affairs ~ Foundation
society and church-
based activities
Philanthropic Lack of Foundations Link business  Skoll
finance for  coordinating and social Foundation
development charity giving innovation and community
of social as social education
capital entrepreneurial
startup funding
Source: Nicholls, 2006:229.

ship (Table 3.3). Referring to this table, I want to speak of social entre-
preneurs only in the first case (grassroots), and to some extent the next
three (institutional, political and spiritual); however, only before they have
become too institutionalized. The fifth (philanthropic), I do not count as
entrepreneurial at all, because it does not contain any new solutions (even
though such attempts may be financed through this channel).
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3.5 RESULTS AND EFFECTS OF CITIZEN
ENTREPRENEURSHIP

The content of this section is valid only for such social entrepreneurs that 1
call citizen entrepreneurs; hence the restriction in the heading above.

It has been suggested that citizen entrepreneurs can express themselves
in at least three different ways (Vasi, 2009:160-1):

1. Some initiatives focus on disseminating a package of innovations
needed to solve common problems. This form of entrepreneurial activ-
ity attempts to serve widespread needs because it assumes that ‘infor-
mation and technical resources can be reconfigured into user-friendly
forms that will make them available to marginalized groups’ (Alvord et
al., 2002:10). Once such packages are constructed by various experts —
a difficult task, because it requires substantial creativity to adapt
materials and resources for low-cost usage — they can be disseminated
by individuals and agencies with relatively few resources.

2. Some forms involve building capacities to identify capacities needed
for self-help. This approach is based on two assumptions: local groups
possess the best knowledge about which issues are most important,
and local actors may solve their problems if they have access to more
resources and better capacity to act. Therefore, entrepreneurship
directed at capacity building requires paying special attention to local
constituents and resource providers.

3. Some initiatives focus on mobilizing grassroots groups to form alliances
against abusive elites or institutions. The assumption underlying this
approach is that marginalized groups can solve their own problems if
they have increased access to political institutions (Alvord et al., 2002).

Examples of how different groups in the society may need citizen
entrepreneurial achievements is shown in Table 3.4 (Dees et al., 2002:143).

There are many negative trends in our society, such as lower participa-
tion in elections, higher contempt of politicians and decreased involvement
in civic society. Whether social entrepreneurs in general, and citizen
entrepreneurs in particular, will be able to counterbalance these negative
trends is an open question.

One unsolved issue in social entrepreneurship (unlike in business) is how
to measure its effect. A number of qualitative and quantitative measures have
been suggested. The most recognized one is a model for ‘social return on
investment’ (SROI) which was suggested by Roberts Enterprise Development
Foundation (REDF) in the US (Emerson, 1999) and then refined in the UK
by New Economics Foundation. These measures have, however, not in any
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Table 3.4 Communities likely to work with and need citizen entrepreneurs

Types of communities

Defining features

Geographical

Marginalized

Historically isolated and under-resourced
or abused areas.
Stigmatized groups often viewed as

nonconformist particularly with regard to
work, personal and residential maintenance
and sexual practices.

Populations segmented by virtue of their
need for services, support and control they
seem unable to provide for themselves.
Affiliations that advocate for recognition,
preservation or expansion of issues or
entities that cannot speak for themselves.
Alliances built through a sense of common
history, often shared hardships and hopes
for a better future.

Devotion to what are often leisure activities
or specialized ways of carrying out
particular types of work.

Age groupings dependent on working
population

Special interest groups

Groups that self-identify through
religious, ethnic, racial or national
membership

Affiliate groups aligned through
pursuit of similar activities

Source: Dees et al., 2002:143.

way been generally accepted. There are consequently few agreed-upon or
even available benchmarks or ‘best practice’ for the effect of social entrepre-
neurship. The establishment of the effect of social entrepreneurial operations
will, therefore, continue to be open for criticism and discussions.

3.6 TOBETTER UNDERSTAND CITIZEN
ENTREPRENEURS BY UNDERSTANDING
USERS BETTER

The reason why I only talk about citizen entrepreneurs here is because
only those social entrepreneurs (and, above all, those citizen entrepreneurs
who are called citizen innovators and in some cases social entrepreneurs
in the public sector) provide something new concerning marketing for
entrepreneurs. Other social entrepreneurs, that is, social entrepreneurs in
the business sector and citizen enterprisers, are not using marketing very
differently from business entrepreneurs, which I have already discussed.
Furthermore, I talk about ‘users’, not ‘customers’ in this context.
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As stated by Grenier (2009:174-5), it is possible to see two kinds
of citizen entrepreneurs: ‘citizen enterprisers’ (for instance, Borzaga &
Defourney, 2001; Martin & Thompson, 2010) and ‘citizen innovators’ (for
instance, Steyaert, 1997, 2004; Bornstein, 2004). It is not easy to separate
the two, however. Citizen enterprisers are also often interested in local
issues, collective and private actions, local communities and local political
struggle (Dey & Steyaert, 2010:98). In countries such as Sweden, the citi-
zen entrepreneurial issue is different from many other countries. They are
supposed to be managed there by the public sector. I am a Swedish scholar
and therefore more interested in citizen innovators than of citizen enter-
prisers, that is, citizen entrepreneurs who act with the logic which exists in
different public places. By public places I refer to physical, virtual, discursive
andlor emotional arenas which, in principle, every citizen has access to
and which, still in principle, every citizen should feel responsibility for. I
refer to these people as public entrepreneurs rather than citizen innovators.
They are usually not on the institutional decision makers’ agenda (Hjorth
& Bjerke, 2006:120). But notice that public entrepreneurs do not refer to
entrepreneurs operating in the public sector, but in public places; places
which, by the way, are often publicly owned (I refer to the former as public
sector entrepreneurs). Citizen enterprisers, which have sheltered work-
shops, people’s homes or the like as their operative location, do usually not
operate in public places (and they often do not need to be innovative, and
if not then they are not of interest to me). Protest movements traditionally
operate in public places as well (for a discussion of Attac in Swedish as an
entrepreneurial movement, see Gawell, 2009), but it is possible to make a
distinction between value creating citizen entrepreneurs and critical citizen
entrepreneurs (Nicholls, 2006:235). I am more interested in the former.

[Citizen enterprisers] identify service gaps and efficiently mobilize resources to
fill them. In doing so, however, they privilege addressing symptoms over resolv-
ing more fundamental root causes, such as social inequality, political exclusion,
and cultural marginalization. (Cho, 2006:51).

Talking about public entrepreneurs in different citizen situations opens
the door for a new discussion of entrepreneurs as a social force (Hjorth
& Bjerke, 2006:99). Social entrepreneurs in general, and citizen entre-
preneurs in particular, are commonly seen as people who are correcting
unsatisfactory public service in society. It is a concept which is used today
primarily when discussing how to ‘fix’ problems with a withering ‘welfare
state’ (Dreyfus & Rabinow, 1982), including ‘reinventing government’
(Osborne & Gaebler, 1992). ‘Public’ entrepreneurs do not, however, devote
themselves to such corrections, but to make more people in a society
feel that they are part of that society instead of feeling alienated, that is,
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building citizenry. It is not a simple matter to determine what is meant
by ‘citizenry’, but it can, in principle, be seen as ‘a collective engagement
(affective relation) that generates an assemblage (a project, a group of
people)’ (Hjorth, 2009:216).

So, public entrepreneurs do not try to make the public institutions’
job better or to replace the market. There are even those who claim (for
instance, Spinosa et al., 1997) that the concept of ‘market’ —in the sense of
situations where supply and demand, and sales and buys take place — does
not adequately catch those negotiation processes and those democratic
structures that exist in a well-functioning citizen arrangement. It is therefore
not surprising that established entrepreneurial and marketing models can
only to some extent be used to understand who the citizen entrepreneurs
are and what they do. Furthermore, theoretical views such as convention
theory (Wilkinson, 1997; Renard, 2002) and analysis of networks (Callon,
1986, 1999; Latour, 1993) have challenged and provided new pictures of
how economic mechanisms function in our world. (Convention theories
are about how world trade of many fruits and vegetables are controlled
more by governments and agreements than by market forces. Analyses
of networks started with sociological, ethnographical studies during the
1990s of how, in practice, research is done in laboratories, and changed the
widespread opinion at the time about the existence of a simple relationship
between scientific knowledge and nature).

Public entrepreneurs are citizens who involve other citizens in making some
marginal phenomena more central (more public) in a society (Bjerke, 2005;
Bjerke & Dalhammar, 2006). Public entrepreneurs are primarily interested
in getting other citizens and actors in the society together to reinforce what
might be called our citizen capital. In a country such as Sweden, you might
find values such as ‘solidarity’, ‘representative democracy’ and building
more ‘inclusiveness’ to be part of this capital. This is, of course, of great
importance for how those entrepreneurs use ‘marketing’, which is the main
interest in this book. As we will see, it is even more appropriate sometimes
to talk about ‘place vitalization’ rather than ‘marketing’ when these kinds
of entrepreneurs act.

One might think that social exclusiveness (the opposite of ‘inclusive-
ness’) is a clear concept, but that is far from the case (Blackburn & Ram,
2006). Firstly, we should make a distinction between a ‘strong’ and a ‘weak’
version of the concept:

In the ‘weak’ version of the concept, the solution consists of supporting
excluded people’s unprivileged conditions and support their integration in the
mainstream of the society — Stronger versions of this concept are also stressing
the role of those who lead to exclusion and consequently attempt to find solu-
tions that decrease their power. (Blackburn & Ram, 2006:74)
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Secondly, on the government part and from public institutions it has
been claimed that the ‘solution’ would be to start more citizen enterprises,
where the concept of ‘enterprise’ is seen as an essential factor in our new
society. Unfortunately, this concept of ‘citizen enterprises’ is not very clear
either. The concept might have been born in the USA, a country where
‘enterprising’ is of great importance. As I see it, in a country such as
Sweden (and probably also in many similar countries today), an increase
in so-called citizen enterprising is not enough. Citizen innovators, that is,
public entrepreneurs, should be given more attention.

Public places are arenas for interventions in the society that link the
institutional structured public sector with the mundane everyday practical
maintenance of citizenry in civic society (Hjorth & Bjerke, 2006:109). This
is where public entrepreneurs are operating. Local authorities, including
local governments, can also act in these public places in different ways, for
instance by (Bjerke & Karlsson, 2011:90):

o Creating awareness in general.

a. Participating in arranging a public entrepreneurship day.

b. Financing various publications on public entrepreneurship
issues.

c. Instituting a prize, ‘The local public entrepreneur of the year’.

® PFarticipating in building public places, more specifically:

d. Physically: offering venues at a low rent; initiating ‘Middle Age
Weeks’ and the like; arranging cultural exhibitions, music festi-
vals and the like; opening an ‘entrepreneurship office’” accessible
for all kinds of entrepreneurs, not only in business.

e. Virtually: Presenting and discussing public entrepreneurs on the
home page.

f.  Discursively: Starting a series of discussions and lectures on
public entrepreneurship open to the public.

g.  Emotionally: Participating in discussions about what it means to
be a citizen in the local community in question.

In complex societies, ‘the civic society consists of the intermediary struc-
ture between the political system on one hand and the private sectors of the
lifeworld and the functional systems on the other’ (Habermas, 1996:373).
This quotation and suggestions above to local communities to act in public
places are aspects of ‘governance’, a concept which I will return to.

I believe that ‘the public sphere’ is at stake. We urgently need new ideas and
tactics for imagining what the public should be today, and for exploring how
we can act as citizens in order to enhance individuals’ quality of life. My ambi-
tion is to contribute to this by elaborating on what I will call a public form of
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entrepreneurship which can create a new form of sociality in the public realm.
The purpose of such a development is to re-establish the social as a force differ-
ent from the economic rather than being encompassed by it. Entrepreneurship
is then re-conceptualized as a sociality-creating force, belonging to society and
not primarily to business. I also make use of an analysis of entrepreneurship as
distinct from management, the latter being focused on efficient stewardship of
existing resources and social control, while the former is animated primarily by
creativity, desire, playfulness and the passion for actualizing what could come
into being. Public entrepreneurship is a term thus meant to emphasize the
creative and playful as central to entrepreneurial activity. (Hjorth, 2009:207)

Similarities between public entrepreneurs and the more extended view
on entrepreneurship are obvious.

Citizenship is a composite concept that includes individuals and groups,
and discussions of citizenship always have to deal with right, values and
social practice in which forms of citizenship are practised (Petersen et al.,
1999). Citizenship in today’s society is less of an institution and more of
an achievement. It is therefore a matter of identity. Spinosa et al. (1997)
attempted to discuss the entrepreneurial aspects of citizenship. In their
discussion, social changes are realized by ‘virtuous citizens’ as well as by
entrepreneurs in co-creation with each other.

Examples of public entrepreneurial activities are (compare Thompson,
2002):

— remobilizing depleted social areas

— setting up agencies for support and advice

— re-utilizing of buildings and resources for social purposes

— providing ‘suitability training’

— generating means for some common good issue

— organizing voluntary operations

— generating or supporting cultural activities that are not commercial
— generating or supporting sports activities that are not commercial.

3.7 THE IMPORTANCE OF A ‘PLACFE’

Public entrepreneurs act in public places. Let us clarify the concept of
‘place’, before we look at the role which entrepreneurs play in the develop-
ment of a local community as a place.

The concepts of ‘space’ (Raum in German; espace in French) and ‘place’
(Ort in German; lieu in French) are basic components of the world, and
we normally take them for granted. We notice the absence of space when
we are pressured and the absence of place when we are lost (Tuan, 1977).
Because we take them for granted, we normally deem them not worthy of
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separate treatment. What we also take for granted is, that we are ‘put in a
situation’ in space and place to begin with, that space and place existed
a priori of our existence on Earth. Just because we say that we cannot
choose in this matter, we believe we do not have to think about such basic
facts to start with (Casey, 1997). However, when we think about the two
concepts, they may assume unexpected meanings and raise questions we
have not thought to ask. The same thing happens to other concepts that we
normally take for granted. For instance, we take for granted that we have
a language and acquired a culture. But what does it mean, really, that we
have a language and acquired a culture? In fact, space as well as place can
be very complicated concepts, which is all the more confusing because, at
first glance, they appear obvious and common sense. After all, it is impos-
sible to think of the world without the two. To look at the world as space
and/or place is to use dimensions to characterize the world into a special
fashion and a special way to talk about and to understand the world. As
stated by Cresswell (2004:27), ‘by taking space and place seriously, we can
provide another tool to demystify and understand the forces that effect and
manipulate our everyday life’.
Looking at the world as a world of places, we see different things:

Looking at the world as a set of places in some way separate from each other
is both an act of defining what exists (ontology) and a particular way of seeing
and knowing the world (epistemology and metaphysics). Theory is a way of
looking at the world and making sense of the confusion of the senses. Different
theories of place lead different writers to look at different aspects of the world.
In other words, place is not simply something to be observed, researched and
written about but simply part of the way we see, research and write. (Cresswell,
2004:15)

Space is normally seen as the more abstract of the two concepts. When
we speak of space, we tend to think of outer space or possibly spaces
of geometry (Cresswell, 2004). Space is something deterritorialized (de
Certeau, 1984). It can be discussed without considering that it might
contain social life, inhabited by actual identifiable people. Spaciousness
is closely associated with the sense of being free. Freedom implies space,
enough room in which to act (Tuan, 1977).

Space is generally seen as being transformed into place when it acquires
definition and meaning. Brenner (1997:137) expresses it such: ‘Space
appears no longer as a neutral container within which temporal develop-
ment unfolds, but, rather, as a constitutive, historically produced dimen-
sion of social practices’. Considering antonyms to place, we refer to words
such as ‘remove’, ‘take away’, ‘dislodge’, ‘detach’ and ‘take off” (RAmo,
2004). When space feels familiar to us, it has become place (Tuan, 1977).
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Place is then a meaningful location, to which people are attached (Altman
& Low, 1992).

Places are significant to human life. We might even say, like Cresswell
(2004:33), that ‘there was no “place” before there was humanity, but
once we came into existence then place did too’. Places are being made,
maintained and contested. All over the world, people are engaged in place-
making activities. Nothing we do is unplaced (Casey, 1997:ix).

However, places are not isolated from each other. Cronon (1992) argues
that we must pay attention to their connections. Relationships between people
and places are as complex relationships between people, but of another kind.
Places give meaning to people. This is where people learn to know each other
and themselves. Places become points which stand out in every individual’s
biography and a set of feelings for different places develop through social
interaction (Ekman & Hultman, 2007). Altman and Low (1992:7) phrase it
such that ‘the social relations that a place signifies may be equally or more
important to the attachment process than the place qua place’.

Even though the term homo geographicus has been coined (Sack, 1997),
place is more than geography. It is something, the meaning and usefulness
of which is continuously created in social relations and networks, which are
in meetings and flows between people and objects. This is something which
has gained an increasing response within social as well as within human
sciences (Ekman & Hultman, 2007). To put it differently, place is culturally
defined (Casey, 1993).

The political geographer John Agnew (1987) has outlined three funda-
mental aspects of place:

1. Location.
2. Locale.
3. Sense of place.

‘Location’ has to do with fixed objective coordinates on the Earth’s
surface (or in the Earth’s case, a specific location vis-a-vis other plan-
ets and the sun). By ‘locale’, Agnew means material setting for social
relations — the actual shape of place within which people conduct their
lives as individuals. By ‘sense of place’, Agnew refers to the subjective and
emotional attachments people have to place. Place can vary in size from
being very large (e.g., the Earth, universe or nation), mid-sized (e.g., cities,
communities and neighbourhoods), smaller (e.g., homes or rooms) or very
small (e.g., objects of various kinds) (Altman & Low, 1992). It may even be
something completely imaginary, such as Utopia. A place can be called a
‘room for activities’ (Massey, 1995b) or an ‘arena’ (Berglund & Johansson,
2008). ‘Home’ is an ‘exemplary kind of place’ (Cresswell, 2004:115).
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It is possible to have a similar discussion about time. Places are never
finished, but are constantly being performed (Thrift, 1996). Whereabout is
always whenabout (Casey, 1993). The old Greeks separated chora (space)
from topos (place, or rather, region), but also chronos (dated time) from
kairos (valued time). Ramo (2000, 2004) makes a four-field classification
from this, of obvious relevance to entrepreneurship. Being aware of the
difficulties of separating time from space and place, however, I still do
not discuss separate concepts and perceptions of time explicitly in this
book. One excuse for this ‘neglect’ is possibly that in modern times we are
so inured to the primacy of time that we rarely question the dogma that
time is the first of all things. This modern obsession with time may have
blinded us to the presence of place in our lives (Casey, 1993). More about
entrepreneurship, space and place can be read in Bjerke and RAmo (2011).

In this book, I use the concepts of ‘space’ and ‘place’ in the same way
as Hudson (2001) does. To him, ‘space’ is an economic evaluation of a
situation based on its capacity for profit, while ‘place’ is a societal situation
based on meaning. Spaces are therefore valued predominantly through
the lens of production and consumption based on supply and demand,
use of factors of production and operations on markets. Places, on the
other hand, are situations of meaningful societal life where people live and
learn; they are situations of socialization and cultural acquisition. Places
are made up of a complex system of societal relations. While space is the
situation of enterprise, place is the situation of societal life. Occasionally,
situations thrive both as spaces for profitable business and as places with
a rich societal fabric. Under these circumstances, the situation appears to
combine the best of economic and societal life (Florida, 2002). In such
situations, there is a synergistic relationship between space and place
(Johnstone & Lionais, 2004).

Using the concepts of space and place when analysing entrepreneurship
can have several advantages, as stated by Hjorth (2004), including:

a. It brings into focus an often-neglected but basic element of everyday
life.

b. Power becomes naturally included in our studies, which is something
that rarely happens in entrepreneurship research.

Paradoxically, place has been even more important in our modern society,
with increased mobility (Ekman & Hultman, 2007). Today we can witness a
multitude of what might be referred to as ‘non-places’, such as airports and
other temporary dwellings, which Augé (1995) sees as different from genuine
(what he refers to as ‘anthropological’) places. Our view on place has impor-
tance for such issues today as migration, cases of refugees and asylum.
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It seems that place is more important to public entrepreneurs than space.
Compare concepts such as public places, homes and work places with
concepts such as expansion space and budget space.

Within the traditional, managerial approach to marketing, which is one
of my two ways to look at the subject (marketing management), place
constitutes that part of marketing mix which is used by a company to make
its products available to the customers. One issue which is raised in market-
ing management is, for instance, how available a product should be, that is,
how simple it should be for a customer to get hold of a specific product.
Another issue which is normally put under the place category within
marketing management is whether you, as a producer, should manage
the whole so-called value chain of middle-hands yourself, or whether you
should invite other actors into this chain.

From an interactionist perspective, Svensson and Ostberg (2016) (in
their case in terms of symbolic interactionism, which is close to that
approach I use when discussing an alternative possibility to marketing for
entrepreneurs, which is the social phenomenological one) discuss place as
something going on under the following points:

® places as interaction and co-action
o cnacted places
e negotiating and challenging places.

Places as interaction and co-action. A shop, seen as a place for instance,
is often seen as a delimited thing, where you can go as a customer, do your
shopping and then leave. A shop consists of walls, ceiling and a floor. The
owner of the shop (or its personnel) is selling and the customers are buying
there.

Enacted places. Places may require people who interact, but in order for
a place to be one for selling and buying, it is necessary for people to inter-
act consistently with certain rules and patterns. The shop must be enacted.

Negotiating and challenging place. One of the main points here is that the
meaning of places is not something that is instilled only by those who put it
up and by those who use it. The meaning of a place is a result of attempts
to define and interpret it by several parties, that is, in this case of a shop
the result of interaction between the owner of the shop (or its personnel)
and/or its customers.

In a similar way in which I have discussed ‘place’ here, I will analyse the
concepts of ‘customer’ and ‘user’ as well as the concepts of ‘market’ and
‘value creation’ in Chapter 7.
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3.8 DEVELOPMENT OF A LOCAL COMMUNITY

An interesting area which is relevant to all kinds of entrepreneurs is the
development of a local community. There is an increased interest in local
communities. There are several reasons behind this:

o The bases of central control of an economy have changed — they
have become smaller (MacKinnon et al., 2002).

o Small and medium-sized activities have shown themselves better at
managing modern society in geographically concentrated areas — in
spite of globalization in the world (Porter, 1998).

o Nearness between people has proven itself to reinforce productivity
and innovation (ibid.).

o People come together in urban centres, and the economy of a coun-
try continues to concentrate itself to specific places. It seems that
‘place’ rather than the more abstract ‘space’ is essential for economic
life (Florida, 2003).

Three developments have influenced local urban centres today, influences
that should be seen as possibilities, not as threats (Hall, 2005):

e post-industrialization
e globalization
e migration.

Post-industrialization. With Daniel Bell’s book The Coming of Post-
Industrial Society (1974), the concept of the post-industrial society made
a name for itself in public debate. In this classic work, Bell describes
how American society is changing from an industrial to a service soci-
ety. Information and communication technology, knowledge and a new
organizational paradigm (‘the network society’) constitute important
parts of this society. It is in ‘hot’, urban places, where ideas are created and
disseminated (Sernhede & Johansson, 2005:10). In these urban centres,
however, in parallel with the growth of a well-situated middle class which
is adapting to the new knowledge-intensive economy, new types of poverty
and ‘social exclusion’ exist. The middle class is developing a demand for
new services (cleaners, gardeners, painters, crafts people, etc.). These are
provided by the less educated workforce which has not been able to adapt
to the new economy. Post-war welfare state is transformed by new urban
development concepts, where, in the beginning, expansive industrial sub-
urbs were part of a national effort for modernization, inclusion and social
cohesion. However, nobody walking around in a city today can avoid meet-
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ing people begging. To those who bring themselves out to the peripheries
of the large cities, meeting other kinds of stigmatization and alienation
is even more tangible (ibid.:10-1). Reports about the conditions in many
modern suburbs are not edifying. Many modern societies have developed,
where the most exposed groups are no longer positioned at the lowest rung
of the ladder. They have been placed outside the very ladder itself.

Globalization. The form of globalization which is referred to in contem-
porary globalization debates is a new global economy (totally different
from colonial times), which started to develop during the second half of the
1970s. This new form is based on multinational corporations, on new forms
of communication and on free flow of financial capital (Hall, 2005). Old
relationships between periphery and centre are no longer valid as before.
Division between developed and less developed regions at a global level is
more complex today. Subordination, misery and hunger in so-called devel-
oping countries exist today in urban centres in the Western world. This new
order is neither less cynical nor less brutal (Sernhede & Johansson, 2005:18).

Migration. Migration, the global relocation of people, has caught and
transformed most cities in modern countries. Migration processes during
the latest decades have brought the third world to all Western metropolises
due to flight from devastating wars etc., and it is transforming the meaning
and content of the EU.

Post-industrialization, globalization and migration are seen in cities and
urban centres in the following way (Johansson & Sernhede, 2005):

1. Newly rich people are getting together in attractive suburbs (‘the new
underclass’) and that part of population with money to spend settles
down in the inner city (so-called ‘gentrification’).

2. It is more and more a matter of ‘we’ and ‘they’ now, that is, more of
social exclusion for many.

3. Thecity is transformed from manufacturing, work and trade to tourist
attractions and exclusive apartments.

The new, post-industrial economy, globalization and migration has not only
created new class constellations, tensions and interfacial conflicts but also led to
new strategies for how the dominating levels maintain and reinforce the social
order. In a similar fashion, the subordinated and excluded develop new forms of
resistance. All these tendencies are seen and are possible to read in the city space
(Sernhede & Johansson, 2005:22; my translation)

Necessary changes in local governments today are (Ohrstrom, 2005:511F):

a. To go from service providers to leadership (‘community-manship’?)
b. To go from administration to governance.
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c. To go from office management to acting on arenas, where venturing
citizens (‘public entrepreneurs’) participate in various action nets.

It is increasingly clear that it is not possible in a local community to
reach sustainable development by copying success elsewhere, but only by
connecting to and building new networks locally and outwards, and to
base these on what is unique and organic in the new situation, pointing this
out in all possible ways (so-called ‘place marketing’) (Ekman & Hultman,
2007). What has become a classic centralized government programme
in many countries should be replaced by attempts to create territorial
specializations which cannot be copied elsewhere. They circle around a
mix of specific local conditions which only exist in one place. Continuous
competitive advantages can be created that way (Ohrstrom, 2005:65).

Local governments are, in many ways, at the centre of development of
a new entrepreneurial society. Also, they need all sorts of entrepreneurs
within their area of interest. They have long tried to promote incoming
business entrepreneurs to create employment and economic growth.
Increasingly, however, they need to focus on other types of entrepreneurs
as well. Above all, their officials need to become more entrepreneurial.

Local government employees’ intervention in their own development
could be called municipal-community entrepreneurship (Dupuis et al.,
2003:131). But another type of local entrepreneur, central to ‘community’,
is the ‘ordinary’ person (Thake & Zadek, 1997; Leadbeater, 1997), that is, a
‘new breed of local activists who believe that energy and organization can
improve a community. They can be found organising street patrols to liber-
ate red-light districts, or running local exchange-trading schemes’ (Rowan,
1997:T67). But they can also be some prominent member of a local centre,
attracting external investment, thereby improving the employment situation
without necessarily starting any business themselves. These people could be
called community business magnets (Vestrum & Borch, 2006:2). Community
business magnets ‘entails innovative community effort as a catalyst for the
growth of local employment opportunities’ (Dupuis & de Bruin, 2003:115).

Community business magnets could be defined as the mobilization
of resources to create a new activity, institution or enterprise, or an
enterprising environment, embedded in an existing social structure, for the
common good of individuals and groups in a specific region (Johannisson
& Nilsson, 1989). The community is an aggregation of people within a
rural area that are generally accompanied by collective culture / ethnicity
and possibly other shared relational characteristics (Paredo & Chrisman,
2006).

Table 3.5 (adapted from Zerbinati & Soutaris, 2005) presents a summary
of differences between independent business entrepreneurs, corporate
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Table 3.5 Some entrepreneurs and other actors of interest to local

governments
Independent  Corporate Public sector Community
business business entrepreneurs  business
entrepreneur  entrepreneur magnets
Institutional New business Business Public sector Community
setting venture venture organization
Role and Independent  Corporate Politicians/ Local public
position business executives common sector figure/regional
people officers developers
Main Create Create values Create value Facilitate
activity and grow with an for citizens and inspire
business. innovative by bringing entrepreneurship
Usually invest  project. No together and renewal
own cash financial (but unique within their
aspiring to career) risk,  combinations  community.
create wealth  but also less  of resources. Limited focus
for them and  potential Career risk and  on financial
their investor.  for creating no financial rewards.
personal rewards.
wealth.
Source:  Adapted from Zerbinati & Soutaris, 2005.

entrepreneurs, common sector entrepreneurs (or municipal-community
entrepreneurs) and community business magnets.

Citizen entrepreneurship becomes a way of reimagining the role of
individuals within communities, where a sense of community has been
‘lost’ following the embrace of the market and neo-liberalism during
the 1980s (Taylor, 2003). Community business magnets or community
business entrepreneurs can play a decisive role for depleted communities
(Johnstone & Lionais, 2004). Business magnets or community business
entrepreneurs have several similarities with the bricoleurs, a concept
which I have mentioned earlier and which I will discuss in more detail in
Chapter 7.

Johnstone and Lionais (2004) use the term ‘depleted community’ to
better understand the problems of communities affected by downturns in
the local economy. To them, depleted communities are manifestations of
uneven development. However, to these two authors, depleted communi-
ties are more than simply locations that lack growth mechanisms. They are
also areas to which people retain an attachment.
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A depleted community, therefore, continues to exist as a social entity because
it is shaped by positive social forces as well as by negative economic forces.
While the economic signals are for people to move, the ties to community, the
emotional bonds and the social benefits of living there create a powerful resist-
ance to leaving. A depleted community, therefore, maintains a strong and active
network of social relations. This can be understood in terms of the distinction
made in the literature between space and place. (Johnstone & Lionais, 2004:218)

Florida (2002) argues, for instance, that certain features of place, such
as tolerance to social differences, serve to attract highly creative economic
actors who are drivers of wealth creation. In such locations, there is a
synergistic relationship between space and place. Depleted communities do
not enjoy this kind of synergy, however; instead, they suffer from economic
stagnation and decline from social problems associated with economic
decline.

Depleted communities may also be expected to have a diminished stock
of entrepreneurs especially if, in the past, those communities relied on a
limited number of growth mechanisms.

Community entrepreneurs and other actors working in depleted com-
munities are likely to experience several obstacles to development, includ-
ing venture capital equity gaps (Johnstone & Lionais, 1999, 2000), labour
skills gaps (Massey, 1995a; Davis & Hulett, 1999) and a lack of business
and financial support institutions (Johnstone & Haddow, 2003), as well as
a lack of appropriate institutional weight (Amin & Thrift, 1994; Hudson,
2000). Because of these obstacles, conventional private sector development
in depleted communities is less robust and less likely. As a consequence,
depletion could be something of a permanent condition there.

Redevelopment in depleted communities is not likely to occur through tra-
ditional private industry-led mechanisms. If redevelopment occurs at all, it
will probably be through less traditional means. This does not imply that the
entrepreneurial process is irrelevant; on the contrary, in areas where capitalistic
relations are less robust, the entrepreneurial process will, as it is argued here,
manifest itself differently. Depleted communities will act as hosts to alternative
forms of entrepreneurship that are adapted to their particular circumstances.
(Johnstone & Lionais, 2004:220)

Community business entrepreneurship can be distinguished from social
entrepreneurship because it is focused on business organizations rather
than charities, social ventures and purely social organizations. The process
of community business entrepreneurship is neither entrepreneurship in
the traditional business sense nor social entrepreneurship as commonly
understood. It employs the tools of the former with the goals of the latter
(Johnstone & Lionais, 2004).
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Although the barriers to development might be the same as those faced
by traditional business entrepreneurs (finance gaps, labour skills gaps, lack
of business support institutions, etc.), community business entrepreneurs
can adapt in a variety of ways to overcome these obstacles. Some examples
from Johnstone and Lionais (2004):

e Community business entrepreneurs can accept unconventionally low
rates of return from their projects because personal profit is not an
objective.

e Community business entrepreneurs may also have a wider choice of
organizational forms to employ when doing business.

o Also, once a project is undertaken, community business entrepre-
neurs have a different set of resources to call upon to achieve their
goals. Among these resources is the access to volunteers.

® Another resource available to community business entrepreneurs is
access to capital from neo-traditional sources. Community business
entrepreneurs can overcome this by convincing local people, who
would normally not invest in private businesses, to invest in their
community businesses and organizations.

o Similarly, community business entrepreneurs can attract customers
who will buy from them in preference to other (often non-local)
organizations (Kilkenny et al., 1999).

A strong commitment to place consequently enables community business
entrepreneurs to marshal a number of financial, professional and labour
resources around their projects that would not be available to other, more
traditional, business entrepreneurs. That is, community business entrepre-
neurs use the assets of community to overcome the obstacles of depletion.

Studies show that there are four main arenas within which citizen
entrepreneurs can have a potentially critical impact (Grenier, 2009:183).

1. Community renewal (Brickell, 2000; Thake & Zadek, 1997). Citizen
entrepreneurship is said to enhance citizen capital and build commu-
nity. ‘Community leaders and “citizen entrepreneurs” were to become
the catalysts for overcoming the problems of run-down neighbour-
hoods’ (Newman, 2001:145).

2. Voluntary activity professionalization (Defourney, 2001; Leadbeater,
1997). Citizen entrepreneurship is essential to reform a sector that is
‘slow moving, amateurish, under-resourced and relatively closed to
new ideas’ (Leadbeater, 1997:50). In these accounts, citizen entrepre-
neurship appears as a kind of modernizing force within the voluntary
and community sector, providing an impetus for change, new forms



64 Alternative marketing approaches for entrepreneurs

of voluntary action, and a professional edge that will take the sector
forward to further expand its role as a mainstream provider of social
services.

3. Welfare reform (Leadbeater, 1997; Mort et al., 2003; Thompson et al.,
2000). This is another envisaged citizen entrepreneurship as a timely
response to social welfare concerns of the day and as an answer to
the ‘crisis of our welfare systems’ (Leadbeater, 1997; Thake & Zadek,
1997). Citizen entrepreneurship is claimed to ‘help empower disad-
vantaged people and encourage them to take greater responsibility
for, and control over, their lives’ (Thompson et al., 2000:329), and to
counter dependence on welfare systems and charity (Leadbeater, 1997;
Mort et al., 2003).

4. Democratic renewal (Favreau, 2000; Mulgan, 2006). Citizen entre-
preneurship can be described as part of the democratization process
in society — how people begin to take control of their own lives, the
economy and society (Mulgan, 2006).

Two concepts which are of interest in this context are citizen capital and
governance.

3.9 CITIZEN CAPITAL

It is important for citizen entrepreneurs through marketing and in other
ways to build and exploit what I call citizen capital (a more common
and more accepted term is social capital). This new capital concept was
launched during the 1990s. The idea of citizen capital came from sociol-
ogy, and it has proven particularly useful when analysing small firms and
entrepreneurship (Westlund & Bolton, 2003). The very term citizen capital
is commonly attributed to Jacobs (1961). As their main interest, analysts
of citizen capital are concerned with the significance of relationships as a
resource for action in the society (Nahapiet & Ghoshal, 1998). This reflects
the growing concern over the role of citizen relationships in explaining and
understanding business activity. A deeper view is that an actor’s embed-
dedness in social structures endows him or her with citizen capital (Portes
& Sensenbrenner, 1993; Oinas, 1999). In the literature, citizen capital is
defined as the asset that exists on social relations and network literature
(Burt, 1997; Leana & Van Buren, 1999). Citizen capital can be described
as a consequence of how social processes work, where lack of coop-
eration leads to a decreased flow of information and resources (Bjerke &
Karlsson, 2011:101). Citizen capital can reduce transaction costs (Putnam
et al., 1993) or as Dosi (1988) puts it, by using middlemen that cannot be
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A

Source: Coleman, 1990.

Figure 3.5  Differences and relationships between human capital and
citizen capital

bought or sold on a market. Citizen capital can also reduce uncertainty
(Fafchamps, 2000). To have access to citizen capital can be described as
a catalyst for a useful social and economic interaction. All in all, citizen
capital offers a way to understand how networks are functioning.

Citizen capital is, as stated by Bourdieu and Wacquant (1992:119):

The sum of the resources, actual and virtual, that accrue to an individual or a
group by virtue of possessing a durable network of more or less institutional-
ized relationships of mutual acquaintance and recognition.

Coleman’s (1990) definition is however on a different plane from the
individual. In his book, he uses a diagram (Figure 3.5) to illustrate the
difference between human capital and citizen capital.

As stated by Coleman (1990), human capital exists only in the nodes,
with the individuals A, B and C. Citizen capital, on the other hand, is
found on the sides of the triangle, that is, in the relationships between the
individuals A, B and C. So, Bourdieu and Wacquant (1992) claim that citi-
zen capital is provided to individuals when they are part of a network, while
Coleman (1990) asserts that citizen capital exists in the very relationships
between people in a network. The difference between human capital and
citizen capital with Coleman is consequently that the former exists only
within people, while the latter exists between people.

Fukyama (1995) defines citizen capital as ‘the ability of people to work
together for a common purpose in groups or organizations’. Leadbeater
(1997) adapts this by suggesting a wider meaning to contain building
something of real value for local communities or contexts. The citizen



66 Alternative marketing approaches for entrepreneurs

entrepreneur is using some kind of citizen capital — relationships, network,
trust and cooperation — to get hold of physical and financial capital that
can be of value to the local community.

Citizen capital can be seen as a glue as well as a lubricant (Anderson &
Jack, 2002). When it is seen as a glue, it ties people harder together. When
it is seen as a lubricant, it facilitates actions within a network. In the former
case, citizen capital may consequently have a binding effect, by preventing
deviants from acting and thereby having a negative effect on development.
Powell and Smith-Doerr (1994:368) express it such:

Sociologists and anthropologists have long been concerned with how individu-
als are linked to one another and how these bonds of affiliation serve as both
a lubricant for getting things done and a glue that provides order and meaning
to social life.

Citizen capital could also be called network capital (Anderson & Jack,
2002:196). Given that citizen capital is what ties people to each other
(Putnam et al., 1993), ‘capital’ is a reasonable picture of the structural
aspects of citizen capital. As is the case with financial capital, it is possible
to see citizen capital as an asset and a necessary part of a structure. It also
influences the structure and thereby its outcome. Furthermore, as a capital,
it is tied to the network and becomes an integrated part of its structure.

Citizen capital is a productive asset, making certain specific results
which, where citizen capital does not exist, would be impossible or more
difficult (Coleman, 1990). In this perspective, citizen capital is created
within the embeddedness process, both as a ‘result’ (a product of network)
and as a ‘means’ (to facilitate what is going on). That embeddedness that
takes place becomes an inevitable part of the social structure. However,
networks can provide a mechanism for trust and legitimacy, but networks
can also function to exclude or include — they can consolidate power
without spreading it (Flora, 1998).

I regard citizen capital primarily not as a ‘thing’ but as a process. It is a
process that is created to facilitate an effective exchange of information and
resources — an artefact, which can only be studied considering its effects.

There is a close connection between the development of citizen capital
and the corresponding growth of the third sector and the number of
citizen entrepreneurs. The organization of the third sector has sometimes
been called ‘the organization of the civic society’ (Salomon & Anbheier,
1997). It is possible to talk about civic capital instead of citizen capital
(Evers, 2001). If citizen capital is seen as civic capital, it points out the
role of a wider group of political factors, both in terms of its general role
in creating confidence and cooperation as well as its in-building orienta-
tion and behaviour of groups and associations in the society. Citizen
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capital is then seen both as an indicator of the development of the civic
society (built by social as well as political action) and a way to debate
civic engagement with an eye on economic development and governance
(Evers, 2001:299).

Citizen capital constitutes a resource that may be mobilized to a greater or lesser
degree within a production process so as to improve its performance. But it is
also an end in itself because it is a ‘civic’ capital contributing to a democratiza-
tion process. Citizen capital is present in groups, networks and the local social
fabric. Inasmuch as it is — at least partly — indivisible and thus cannot be appro-
priated by any single individual citizen capital constitutes a local quasi-public
good. (Laville & Nyssens, 2001:317)

Westlund and Bolton (2003) see certain differences between citizen
capital and other capital (Table 3.6).

3.10  GOVERNANCE

The concept of ‘governance’ has arisen on several occasions in this chapter.
Governance is the name given to the more complex public decision process
today.

Up to the 1970s, national states and political authorities could, through
their elected advocates, more or less decide on the politics themselves.
Today, due to the economic globalization the growth of EU, regions
having more power and a demand for a deeper democratization process,
government at different levels in a country that wants to keep up with
the rest no longer has exclusive power. Within the EU in particular,
politics is shaped through different networks, where representatives at
the EU level as well as at the national level, non-profit organizations
and business companies are made part of the process. Consequently,
more parties are involved in different political decisions. A problem with
governance experienced by some researchers, for instance, Blomgren and
Bergman (2005), is that power becomes more blurred because politics
is created in networks. This also makes political accountability more
difficult.

As stated by Jessop (1997), governance is associated with a particular
form of rule. Unlike the hierarchical rule provided by local state and the
anarchy of the market, he argues that governance involves ‘heterarchy’,
which might be defined as ‘rule through diversity’.

The change from ‘government’ to ‘governance’ means a shift from an
isolated public sector to a picture where the business and citizen sectors are
part of and share responsibility and tasks.
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Table 3.6  Similarity and dissimilarity between citizen capital and other

capital forms
Similarities Dissimilarities
Productivity

Citizen capital is sunk costs that Citizen capital expresses interests of

might become obsolete. actors, good or bad from society’s
Citizen capital can be put in good perspective. It is not neutral with regard

or bad uses (from society’s to society’s interests.

perspective).

Vintage

Citizen capital consists of vintages. The vintages of citizen capital are more

comparable to a port wine than to
other capital forms. The composition of
vintages is decisive. There is no simple
correlation between age and decreasing
productivity.
Accumulation and maintenance
Citizen capital is worn out if it is not  Citizen capital is a product of both

intentional. investments and an unintended
Citizen capital is a result of past by-product of other activities.
activities. Accumulation of citizen capital does not

necessarily need deliberate sacrifices for
further benefits.
Citizen capital is harder to construct
through external interventions.
Rights of possession versus public goods
Access to citizen capital is never Citizen capital is social, that is, it cannot

completely public. Access be individually possessed.

demands connections to a network

and/or certain skills.

Complexity and levels of aggregation

Diversified citizen capital means Citizen capital is the most diversified,
less vulnerability to economic least homogenous form of capital.
structural changes. Aggregating citizen capital belonging to
different levels meets great methodological
difficulties.

Source:  Westlund and Bolton (2003).

Urban politics is no longer, if it ever was, a process of hierarchical government
in which decisions by local politicians are translated straightforwardly by public
bodies into social and economic change. Rather it involves a complex process of
negotiation, coalition formation, indirect influence, multi-institution working
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and public-private partnerships. This diffuse and multi-faceted form of rule has
come to be termed ‘governance’. (Painter, 1998:261)

The new urban entrepreneurialism typically rests on a public—private partner-
ship focusing on investment and economic development with the speculative
construction of place rather than amelioration of conditions within a particular
territory as its immediate (though by no means exclusive) political and eco-
nomic goal. (Harvey, 1989:9)

We are probably moving from a welfare state to a new welfare mix where
responsibility should be shared among public authorities, for-profit providers
and third-sector organizations on the basis of strict criteria of both efficiency
and fairness. (Defourney, 2001:2)



4. Knowledge development of
marketing

4.1 INTRODUCTION

Knowledge development of the academic subject of marketing is pre-
sented in this chapter in the same steps as knowledge development of the
subject of business entrepreneurship in Chapter 2, that is, in the following
order:

— marketing as a function

— personality traits of marketers

— marketing thinking and behaving

— contextual theories of marketing

— results and effects of marketing

— to better understand marketing by understanding customers and/or
users better.

The reason to follow this order is not to claim that knowledge develop-
ment of marketing is the same in all respects as knowledge development
of entrepreneurship. In fact, those subjects started quite differently,
and also developed in separate directions from the beginning. The most
important aspect of knowledge development of marketing as well as of
entrepreneurship (which we saw in the last two chapters) and (as well as
we will see in the next chapter) of leadership is that all of these disciplines,
at present, find it increasingly important and constructive to gain a better
understanding of those people who can benefit from using the results of
what entrepreneurs, marketers and leaders are doing, which are custom-
ers, users and/or followers. If this understanding cannot be considered
explicitly, they all find it useful to do it implicitly, at least. By this, I was
supported in my opinion that a serious alternative approach to market-
ing for entrepreneurs is emerging, where customers and/or users are
included more actively in the picture — that is, a social phenomenological
alternative, next to the dominant rational alternative, which is marketing
management.

70
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4.2 MARKETING AS A FUNCTION
It is possible to talk about marketing as a function at three different levels:

1. Marketing as a function in society in general.
2. Marketing as a business or activity function.
3. Marketing as a sub-function.

I will look at the marketing as a function in society in general later in
section 4.6. Studies of marketing have existed since the beginning of the
twentieth century; although Adam Smith (Smith, 1776/1991) had already
pointed at the importance of matching the needs of sellers and buyers in
a free and competitive exchange, systematic research around marketing
did not start until the beginning of the last century. As the marketing
concept was developed in the US, with a focus on consumer goods in
the beginning, it is natural to take the development in that country as a
starting point for an outline of how the academic subject of marketing
developed in the beginning — later supplemented by contributions from
other countries.

At first, much marketing in practice was based on big companies in the
US, such as International Harvester, Curtis Publishing and US Rubber
around the time of the First World War. However, in 1881, the railway
businessman Joseph Wharton had already donated a sum of money to
University of Pennsylvania for them to develop The Wharton School of
Finance and Commerce. The action took shape over the years, and in
1904 the course ‘Marketing of Products’ was started. In 1909, courses in
advertising and the art of selling were added (Frankelius et al., 2015).

One could say that the knowledge area of marketing has oscillated from
the integrated functional perspective to different sub-functions. When
these sub-functions broke through can partly be derived from when they
were first allocated their own books, which can be seen in the following list
(Johansson, 1991):

— The Theory of Advertising (Scott, 1903)

— Science of Salesmanship (Estabrook, 1904)

— Credit and Its Uses (Prendergast, 1906)

— Scientific Sales Management (Hoyt, 1913)

— Retail Selling and Store Management (Nystrom, 1914)
— Commercial Research (Duncan, 1919)

— Marketing and Merchandising (Butler, 1923)

—  Wholesaling (Beckman, 1926)

—  World Marketing (Collins, 1935)
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— The Management of Marketing Costs (Culliton, 1948)
— The Life Cycle and Consumer Behavior (Clark, 1955)

During the 1910s, the overall and integrated perspective was dominant,
even though different sub-areas started to develop during this period. These
sub-areas were, however, to a large extent treated in an integrated fashion.

During the 1920s and the 1930s, different marketing sub-functions and
activities gained interest in education and research. Above all, there was
a concentration on structural issues, and issues related to whether the use
of middlemen led to higher prices or not were discussed to a large extent.
During this period, the study area was also broadened to include industrial
goods and services. So, for instance, Converse, in his book (Converse,
1936), has one chapter each on producer goods and services, even though
the book is mainly discussing distribution matters.

During the 1940s, the leadership function gained a larger influence on
marketing thinking. Market planning, market research and budgeting were
important concepts. Problem solving and decision making became central
areas, and the connection with behavioural sciences became closer.

Early ‘marketing’ research in the US followed, by and large, a functional
stream:

The commodity school proposed that marketing could best be understood
by analysing the types of goods being exchanged, while the functional school
asserted that the focus of analysis should be on the activities conducted in the
course of the exchange. While institutional theorists appreciated the arguments
advanced by their colleagues in these other two schools, they nonetheless
believed that the marketing discipline could benefit by paying greater scholarly
attention to the organizations that actually perform the functions required to
move the goods from the producer to the consumer. (Sheth et al., 1988:73-4)

‘For later development of marketing, the functional stream was probably
the most important one of the three [mentioned in the above quotation]’
(Bjerke & Hultman, 2002:26).

In the beginning of the 1900s, practitioners showed that demand was
more complex than a simple function of purchasing power, due to adver-
tising and personal selling. Furthermore, price was not a simple function
of production costs even if the concept of marginal utility provided other
aspects to the subject. Elasticity in demand considered other factors than
just price elasticity alone. Price could be increased through promotional
efforts, and production costs could be lowered through the benefits of large
scale. The view of middlemen also became different — their role became
more active and an increasing number of functions could be transferred to
intermediaries. The overall concept of distribution then became marketing.
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In early marketing theory, however, no major difference was made
between separate sub-activities. The functional orientation in the subject
built on identifying different parts of the marketing process, and finding
out a structure to execute them in a combination. One author (Shaw, 1912)
saw four such parts:

sales

assembling, assorting, reshipping or delivering
risk sharing

financing.

In principle, all organizations were assumed to consist of these parts,
and all of them were supposed to be seen in a similar fashion. However,
in practice it was not that simple. There are economies of scale in many
of the above activities. Also, risk sharing and development of specialized
channel structures could be seen functionally (for example, transporting
and insuring) as well as geographically (for example, assembling, assorting
and delivering).

From the 1950s, different marketing activities were understood as being
related to one another. Exchange of goods and services associated with
payments and change of ownership would take place only if time, place as
well as assortment were appropriate. Marketing as a whole was expected to
make sure that this was the case!

The functional stream was probably the earliest predecessor to the
concept of value chain, later popularized by Porter (Porter, 1985).

The discussion on whether marketing is a specialist function (among
several) in a business-orientated firm, or whether it is a more general
philosophy for all organizations, is a commonly held discussion within
the subject of marketing. As stated by Hunt (1976), the discussion on the
limits and possibilities as far as marketing is concerned was boosted by an
article that was presented by the Ohio State University during the 1960s.
Marketing researchers at this university wrote that marketing represents
‘the process in society by which the demand structure for economic
goods and services is anticipated or enlarged and satisfied through the
conception, promotion, exchange, and physical distribution of goods and
services’ (Marketing Staft of the Ohio State University, 1965:43-4). A few
years later, Kotler and Levy (1969:15) broadened the discussion to suggest
that marketing should also include non-business organizations. They
asserted that no organization can function without having a marketing
perspective, and ‘the choice is whether to do it well or poorly’. Even Brown
(1995:35) referred to this discussion of marketing as something broad and
general, valid not only in the business world:
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Marketing was an all-pervasive activity which applied as much to the selling of
politicians, universities and charities as it did to toothpaste, soap and steel. As
a consequence of dramatic, post-war social changes and the emergence of large
complex professionally managed non-business organizations, such as museums,
police departments and trade unions, it has become necessary to broaden the
concept of marketing. Traditional notions of the ‘product’, the ‘consumer’ and
the marketing ‘tool-kit” had to be re-defined in non-business terms and attempts
made to transfer the principle of effective marketing management — generic
product definition, target group identification, customer behaviour analysis,
integrated marketing planning, continuous feedback and so on — to the market-
ing of services, persons and ideas.

Brown (1995:35-6) continues:

Developing this theme Kotler (1972) went on to argue that it was necessary
to extend the concept even further. There were, he maintained, three stages of
marketing consciousness. The first represented the traditional view of market-
ing that it was essentially a business-oriented philosophy involving market
transactions, the economic exchange of goods and services. Consciousness two
held that marketing was applicable to all organizations that had customers or
clients, even though payment in the normal sense may not take place. However,
the third level of consciousness, deemed the ‘generic’ concept, contended
that marketing was not only relevant to all organizations, be they churches,
political parties or government departments, but to the relations between
the organization and all of its publics, not only the consuming public. . . . he
[Kotler] concluded that ‘marketing can be viewed as a category of human action,
distinguishable from other categories of human action such as voting, loving,
consuming and fighting’. ... Needless to say, not everybody shared Kotler’s
marketing megalomania.

Gummesson (1975) as well as Gronroos (1994) claimed that marketing
is more of an overall management responsibility than a specialist function:
contacts with the market are spread all over the firm and there is a large
number of part-time marketers in all organizations (Gummesson, 1990,
1991). This means that individuals in different specialist functions also
contribute to the firm’s marketing efforts, directly or indirectly.

From the functional stream, it is possible to see the subject of market-
ing develop into sub-schools, which jointly can be labelled ‘mainstream
marketing’. Sub-schools constituting mainstream marketing today are:

— macro-marketing

— consumer behaviour

— managerial marketing

— marketing channels and distribution
— international marketing

— industrial marketing.
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As in other research influenced by systems theory, the wider links
between marketing and the environment are focused in macromarketing
research (see, for example, Holloway & Hancock, 1964; Fisk, 1967). This
area is defined by Hunt (1977:56) as follows: ‘Macromarketing refers to
the study of (1) marketing systems, (2) the impact and consequences of
marketing systems on society, and (3) the impact and consequences of
society on marketing systems’.

The importance and function played by middlemen in marketing was
stressed rather early in the development of this subject. Among others,
Butler (1923) coined the term ‘utilities’ in this context and separated
elementary utility (what goods basically provide) form utility (to develop
products and make them appealing to customers), place utility (buyers
normally need products in other places than where they are produced,
consequently transportation) and time utility (storage time between pro-
duction and consumption). He asserted that middlemen could provide
time and place utility more effectively than producers.

A general definition of marketing is to claim that the function of
marketing is to reach objectives being set up, including determining the
demands, needs and wishes that exist in those markets which are in focus,
to deliver that satisfaction which is wanted there, and to do this more
effectively than competitors.

The dominating marketing approach today is managerial marketing,
which consequently is presented in this book as one of the two alternative
ways of marketing for entrepreneurs, that is, the managerial approach. I
will return to managerial marketing in more detail shortly.

4.3 PERSONALITY TRAITS OF MARKETERS

Research on the necessary personality traits to be a successful marketer
provides very little over and above what we can read about personality
traits of entrepreneurs in Chapter 2 or of leaders in Chapter 5, as I see it.
One way to express the matter in question is (Smith, 2011):

In order to make it as a successful marketer in a senior position, there are many
traits of character that you must have. It is not just a matter of how to be able to
understand and succeed in a marketing position as such, but what is more impor-
tant is to be able to establish and implement the business plan of the firm from a
sales and marketing perspective. Marketing managers of today are very different
from marketing managers ten years ago. At the same time as they have a general
ability to ensure that their group implement the marketing plan they intend to
carry out, it is equally important to keep themselves updated with the latest in
marketing techniques, changes in the economic and political environment and to
have an ability to function in a partnership with professional sales people.
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A successful marketing manager should have the following characteris-
tics as stated by the same author:

Vision. A strong vision for what they want to achieve in terms of their
brand in the short as well as in the long term, plus an ability to articulate
this vision on various platforms and via different communication channels.

Strategic thinking. To have an ability to implement a marketing strategy,
which is in line with the more total business strategy, and to ‘think’ strategi-
cally in all marketing aspects is not only something a marketing manager
must have — it is also decisive negotiation skill. If a marketing manager
is not a strategic thinker, he or she is simply not a qualified marketing
manager and another role would be better for that person. A marketing
manager needs to have a strong understanding of the market trends, be
able to develop a goal-directed marketing strategy and reach the objectives
of the firm.

Business acumen. The marketing department must be able to understand
and to implement the total business plan. This means to understand what
is essential and to be able to influence the business operation. To know the
market, what makes it tick, change and develop is extremely important. A
successful marketing manager can run business operations and encourage
growth through innovative business solutions.

Consumer focus. A successful marketing manager needs to be very inti-
mate with his or her consumers. He or she needs to be able to understand
every aspect of the consumers’ characteristics, wishes, dislikes and prime
movers. To feel close to the consumers means in a way to share their bed,
to accept their habits even if they may be experienced as heavy snorers, and
to understand their sleeping habits. It might mean knowing that the first
thing that a ‘normal’ consumer does in the morning is to pick up his or her
I-phone, and that he or she sometimes wakes up in the middle of the night
to have a drink or to go to the toilet. All outstanding marketing managers
walk, so to say, regularly in the consumers’ shoes in order to understand
what it means to be a consumer in their case. They take in feedback and
modify their goods and services accordingly. A marketing manager knows
when and to whom to direct his or her efforts, and also has an ability to
find the consumer, no matter where he or she is.

Champion behind the brand. To have a passion for one’s brand means to
eagerly find results. If you do not love your brand, you cannot market it.
To inspire one’s team, consumers and market to love one’s brand means for
a successful marketing manager to love one’s brand, and to inspire their
customers to see the passion that lives in every brand just like that.

Personality. A bit of personality can go far in marketing. When talking
to an entrepreneur or a leader and asking about his or her favourite as far
as a marketing manager is concerned, the answer will be something like ‘he
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or she has a great personality, is straightforward and strategic, and has fun.
People expect you to be good at performing, to be at the top of what you
want to represent and to be innovative and self-confident’.

As with the case of entrepreneurs and of leaders, it is hard to find unique
characteristics of marketers. Many managers, not being entrepreneurs,
leaders or marketers, have similar traits.

4.4 MARKETING THINKING AND BEHAVING

What has dominated much of marketing thinking is the expression 4Ps,
which was coined by McCarthy (McCarthy, 1960) and later developed by
Philip Kotler (1967). The original 4Ps stood for Product, Price, Place and
Promotion; as time went by, these were supplemented by other Ps such as
Policy, Personnel, etc. Perhaps having additional Ps meant that the idea
behind this approach was no longer sustainable as a concept valid for all
marketing areas.

® Product relates to the company’s product, issued to become the
‘correct’ one for the market niche that has been selected. In practice,
product means that combination of a good and a service — or other
kind of value — which the company offers its customers.

® Price is about adapting the product’s pricing so that the sales offer
becomes attractive to the customer and profitable to the company.
The price is also important as a differentiator and as a communica-
tion factor.

® Place is about all issues concerning how the product is to reach the
customers in the chosen market niche, for instance, where it is sold
and how logistics and distribution are to be organized.

® Promotion is focusing on how and through which market channel
communication is to be designed.

During the 1950s and 1960s, the management-orientated marketing
perspective became the dominating approach. Early contributors were, for
example, Howard (1957), McCarthy (1960) and Buzzell (1964). The giant
in marketing management, however, was Philip Kotler, who first published
his Marketing Management in 1967 — it is probably the most widely read
book in marketing. Due to its dominance, it is sometimes referred to as the
marketing Bible.

With its origin in well-established theories of microeconomics, based
on the assumption of an open market with pure transactions and influ-
enced by recent findings in behavioural sciences, the managerial view of
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marketing became the paradigm of marketing. In the view of many com-
mentators, one of its benefits is that the management paradigm offers a
distinct guide to marketers in their actions and a framework that is rational
and easy to understand.

One of the most widespread definitions of marketing, the official
definition from the American Marketing Association (AMA), clearly dem-
onstrates the managerial paradigm. The original version from 1935 was
not changed until 1981. After that, reformulations took place more often:

o Marketing is the performance of business activities that direct the
flow of goods, and services from producers to consumers (AMA
1935).

e Marketing is the (social) process of planning and executing the
conception, pricing, promotion, and distribution of ideas, goods,
and services to create exchanges that satisfy individual and organiza-
tional objectives (AMA 1981).

e Marketing is an organizational function and a set of processes for
creating, communicating, and delivering value to customer and for
managing customer relationships in ways that benefit the organiza-
tion and its stakeholders (A MA 2004).

e Marketing is the activity, set of institutions, and processes for creat-
ing, communicating, delivering, and exchanging of offerings that
have value to customers, clients, partners, and society at large (4 MA
2007).

The 2004 definition lasted only for three years, compared to the decades
that passed before the previous changes in definition. This probably
reflects both the more changing business world and also a belief that a
new definition can better cover such a complex field as marketing. For the
academics involved in the new formulation in 2007, the definition probably
reflects a different perspective. But, in reality, much of the discipline’s basic
principles remain as far as the function as well as the content of marketing
is concerned, the way I look at it.

Well-known marketing terms in the managerial view on it are marketing
concept (McKitterick, 1957); market myopia (Levitt, 1960); marketing mix
(McCarthy, 1960; Borden, 1964); marketing planning; segmentation (Smith,
1956); product life cycle (Levitt, 1965); market positioning (Ries & Trout,
1981; market orientation (Narver & Slater, 1990) — the list of contributions
from the managerial view on marketing is quite long.

Today, the managerial view of marketing is, among most scholars, still
as valid as before (Kotler, 2015): To transform marketing strategy into
marketing programmes, marketing managers must make basic decisions on
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marketing expenditures, marketing mix and marketing allocation. Then,
the company has to decide how to divide the total marketing budget
among the various tools in the marketing mix: product, price, place and
promotion — all consistent with managerial marketing, which is very
rational in its assumptions with a view on behaviour in accordance with the
economic man in MiCroeconomics.

Kotler (1986) suggests that marketers must also engage in megamarket-
ing, where power and public relations are important. For instance, in
blocked or protected markets, marketing should be more of a political
nature:

In addition to the four Ps of marketing strategy — product, price, place and
promotion — executives must add two more — power and public relations. I call
such strategic thinking megamarketing. Megamarketing thus takes an enlarged
view of the skills and resources needed to enter and operate in certain markets.
In addition to preparing attractive offers for customers, megamarketing may
use inducements and sanctions to gain the desired responses from gatekeepers.
(Kotler, 1986:119)

In situations where relationships between sellers and buyers act in any
form of administrated system, or as Arndt (1979) calls it, ‘domesticated
markets’, marketing changes character and becomes more of a political
issue.

By following traditions brought up by Simon (1947) and Cyert and
March (1963), many studies in marketing have followed a behavioural
tradition to discuss internationalization; the so-called Uppsala School
suggested, for example, a sequential pattern when internationalizing (for
instance, Johansson & Vahlne, 1977).

4.5 CONTEXTUAL THEORIES OF MARKETING

One kind of contextual theory of marketing started from research on
agricultural goods, and the conclusion that marketing in practice depends
on the characteristics of the product being marketed and some of its
knowledge is still with us today. Several systems for classification of goods
have, for instance, been based on buyer habits, such as convenience goods,
emergency goods and shopping goods (Sheth et al., 1988; here Charles
Parlin is given credit for generating the initial classification system in 1912
published in Department Store Report, Volume B, October); convenience
goods, shopping goods and speciality goods (Copeland, 1923); red, orange
and yellow goods (Aspinwall, 1958); and shopping and non-shopping
goods (Bucklin, 1962). Later classifications in this respect have also been
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suggested, based on behavioural sciences aspects such as perceived risk and
expected effort from customers.

Some important special areas of marketing grew into prominence during
the 1960s, 1970s and 1980s. Noteworthy among these are international,
industrial (or business-to-business, B2B, as it is often referred to today)
and service marketing.

The International Marketing Committee Review Board defined the
field of industrial marketing (Industrial Marketing Committee Review
Board, 1954). Early works in this area were done for example by Robinson
et al. (1967); Webster and Wind (1972); Sheth (1973) and in Europe
among others by Hakansson and other members of the IMD (Industrial
Marketing and Purchasing) Group (for instance, Hakansson, 1982).

In service marketing, foundations were laid by scholars such as Richard
Normann (1978, 1984); Evert Gummesson (1977, 1979); and Christian
Gronroos (1979, 1983) in the Nordic countries as well as Robert Judd
(1964); Lynn Shostack (1977); and Leonard Berry (1980) in the US. Much
work done in this area can be contained in the managerial paradigm or in
relationship marketing (more about this concept later). Much of service
marketing and special conditions related to marketing of services are
commonly regarded as a special area of marketing closely related to the
differences between goods and services. These differences, however, can
be questioned in the context of marketing today. In most marketing situ-
ations, what is offered to the market is a combination, having tangible as
well as intangible components which are inseparable and where differences
between these components are very blurred. Activities associated with
marketing goods and marketing services are no longer useful to separate,
at least not from a practical point of view, as no goods can be sold without
services being involved. Every product is more or less service dominated.

Even the manufacturing industry ‘is selling and exporting more and
more services, either by services being integrated with the goods, or by
selling them as supplements to the goods’ (Anér & Rentzhog, 2012:13).
The trend is referred to as servicification.

Models for firms’ internationalization and international marketing
behaviour are developed within international marketing. Neo-classical
trade theory has been used to explain the pattern of movements of prod-
ucts across borders. Burenstam Linder (1961) claimed that home market
demand was the driving force in the development of potential export prod-
ucts. Exports could be expected to be directed to similar foreign markets,
and the more similar demand the structures in two markets, the higher the
trade potential between the two countries. Vernon (1966) developed this
thinking later into the product cycle theory.

International business research was mainly interested in big multina-
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tional corporations and their investments. Domestic market characteristics
as well as internal firm characteristics were used to explain the selection
of foreign markets and the establishment of foreign subsidiaries (Calvert,
1981).

In 1955, the researchers Katz and Lazarsfeld presented a book about
marketing communication, which threw light on the phenomenon of
‘word-of-mouth’ in particular. This is the importance of what customers
say to each other — what in our modern Internet-world is called viral
marketing (Katz & Lazarsfeld, 1955).

4.6 RESULTS AND EFFECTS OF MARKETING

One consequence of marketing, which is often denoted, is measured in
terms of growth and market share, and this has been the case during most
periods of the knowledge development of the subject of marketing.

Many marketing planning models were developed in the 1950s and
1960s. At that time, big corporations were often bureaucratic and hierar-
chical in their structure (Webster, 1992) and large planning systems were
natural both from a corporate perspective as well as from messages in
various management seminars.

One example of the view of benefits from marketing planning can be
found in Oxenfeldt (1966). He cited six such benefits that a firm can derive
from setting up such a plan:

— coordination of the activities of many individuals whose actions are
interrelated over time

— identification of expected developments

— preparedness to meet changes when they occur

— minimization of non-rational responses to the unexpected

— Dbetter communication among executives

— minimization of conflicts among individuals which, if individuals are
on their own, would result in a sub-optimization of the goals of the
company.

One book from around that time presents the advantages of marketing
planning as follows:

The trend toward increased acceptance of marketing planning is a fundamental
premise of business adjustment to present and future market patterns. As
planning becomes a basic management technique and the cornerstone of man-
agement philosophy in designing market systems, practical methods of linking
many market-related decisions and programs will be developed. The firm will
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be better able to capitalize on areas of market opportunity and profit, thereby
achieving corporate goals in the market. (Kelley, 1972:54)

4.7 TO BETTER UNDERSTAND MARKETERS BY
UNDERSTANDING CUSTOMERS AND/OR
USERS BETTER

When markets changed, so did marketing. This will probably be so even in
the future. Today, consumption patterns are changing and are becoming
ever more complex. Old knowledge about customers will be — old! What is
needed is continuous follow-ups and surveillance of the way in which the
market is using and relating itself to the company’s own products.

What will this lead to in terms of the future of marketing? Firstly, it
will be increasingly important to have good knowledge of one’s customers.
Secondly, it will be more important than ever before for companies to do
well in terms of communication.

What will be increasingly required is probably a fit between the com-
pany’s values and those values which are centrally held among customers.
This means that the image which a company has on the market (or on
different submarkets) will determine which customers will be attracted
by its own sales offers. Image should be seen quite broadly here, and it is
necessary to be aware that it might be difficult to alter it to any great extent
in the short term. If there is no fit, there is no way to make good business.
The conclusion is that it is not enough to just know one’s target groups
and their wishes; it is also necessary to know one’s own values and, most
importantly, how one is perceived by the target group.

The need for information is well satisfied by the seller for the buyer in
most areas. This relates to companies’ advertising and other promotional
efforts which take place to convey the message about their goods and
services. But, in the other direction, from buyer to seller, the information
flow is not equally natural and effective (Lekvall & Wahlbin, 2001).

It sounds obvious that communication in business should take place
on the customers’ and other users’ conditions, but you only need to look
briefly at a daily newspaper to realize that this does not always take place
in practice. However, this means, in extension, that it might sometimes be
necessary to have a good understanding of and close feeling for the receiv-
ers’ way of thinking, and their way of using various symbols and codes in
their language.

It is important, of course, that all communication outputs from a
company give the same message and communicate at the same pitch.
Communication outputs are here interpreted in a very wide sense. These
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cover the way telephone exchanges operate, how staff members behave on
various occasions when in contact with customers and other target groups,
the tone in demand notes and more. Even though this discussion has been
going on for a very long time, there are, in my opinion, not many compa-
nies that have a complete control of their communication. Important to
keep in mind here is that the company’s communication should be ‘true’.
It must mirror those values which are real for a company. It is very difficult
to build an image which does not correspond with reality. Sooner or later,
customers will discover if that is not the case, and they will feel cheated.
And you do not want to continue to do business with somebody who has
cheated you.

Frankelius et al. (2015:13) claimed that one of three changes that has
taken place within the subject of marketing in recent years is the concept of
creating value by involving people outside the company (in their opinion,
the other two changes are the new media landscape and that marketing
should be seen as an integrated part of what a business is doing). Shimizu
(2016) refers to this as co-marketing or symbiotic marketing.

Marketing is, in a way, so much more than separate activities such as advertising
campaigns, market surveys, segmentations, positional strategies and clever sales
promotion at Christmas time. We claim that marketing should be understood
as a social and interactive phenomenon, that is, as something which is created
and exists in human interplay, between people when they interact. (Svensson &
Ostberg, 2016:9; my translation)

Wikstrom and Normann (1994:160; my translation) write the following:
‘The role of a company does no longer limit itself to providing goods and
services. It is rather a question of putting together a system of activities,
within which customers can create their own values’.

An extension of this way of looking was the idea about value co-creation
between the company and its customers. The customer becomes a co-
producer or a co-creator, or the way Vargo and Lusch (2004:3) put it: “The
customer is always a co-creator of value.” In earlier perspectives, as stated
by the same authors, the customers were rather seen as passive receivers
of value.

To go back in time, buyer behaviour theories have been important con-
tributions to marketing knowledge (for example, Katona, 1953; Howard
& Sheth, 1969; Howard, 1963). Sheth et al. (1988) mention important
concepts such as perceived risk (Bauer, 1960), information processing
(Bettman, 1979), reference group influence (Bourne, 1965), social class
(Martineau, 1958), involvement (Krugman, 1965), psychographics (Wells,
1975), attitudes (Hansen, 1972) and situational influences (Belk, 1974).

The focus on buyers and their needs is one of the most fundamental
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aspects of modern marketing. In the expanding economy of the 1950s and
1960s, the consumers’ behaviour was already of utmost importance, and
marketing was the business function to deal with this:

Growing acceptance of this consumer concept has had, and will have, far-
reaching implications for business, achieving a virtual revolution in economic
thinking. As the concept gains ever greater acceptance, marketing is emerging
as the most important single function in business. (Keith, 1960:35)

Other important concepts from behavioural sciences included in market-
ing were cognitive dissonance and motivation.

Many marketers emphasize a focus on customers. However, there can
be a major difference between what you say and what you practise, e.g., to
claim that you are marketing-orientated compared to actually being so (the
same thing often goes for leadership when claiming that ‘the employees are
the most important asset in my firm’) (Argyris & Schon, 1989).

As mentioned, one much discussed issue in modern marketing is its
marketing concept (versus the product concept — this is related to the
market orientation in a company). The marketing concept, as interpreted
by Kotler (2001:12), ‘holds the key to achieving its organizational goals
and consists of determining the needs and wants of the target markets
and delivering the desired satisfactions more effectively and efficient than
competitors’. The marketing concept can be seen as a three-fold conceptu-
alization concerned with:

1. Orientation on customers and their needs.
Long-run profitability as an objective rather than sales volume.

3. Integration and coordination of marketing and other corporate func-
tions.

On the other hand, the product concept (Kotler, 2001:11) ‘holds that
customers favour those products that offer the most quality, performance,
or innovative features. Managers in these organizations focus on making
superior products and improving them over time, assuming that buyers can
appraise quality and performance’.

Market orientation, which can be understood as conceptualizing and
operationalizing the marketing concept, is commonly regarded as critical
for long-term success and superior performance at the marketplace (Kohli
& Jaworski, 1990; Narver & Slater, 1990; Jaworski & Kohli, 1993) and is
seen, if it exists, as part of a firm’s culture, affecting both its learning capa-
bility and its strategic resources position. In the marketing literature, we
can read that market orientation comprises three components (compare
the marketing concept earlier):
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1. Customer orientation.
2. Competitive focus.
3. Cross-functional coordination.

Kohli and Jaworski (1990:13) conclude: ‘[Market orientation provides]
a unifying focus for the effects and projects of individuals, thereby leading
to superior performance’.

Market orientation is regarded as directly relating to business perfor-
mance. The components of market orientation influence a firm’s ‘core
capabilities’ such as customer service, quality, and innovation. These
core capabilities may in turn affect aspects of the firms’ ‘competitive
advantage’ (consumer loyalty; new product success; market share),
leading overall to positive business performance such as profitability
and sales growth (Narver & Slater, 1990; Slater & Narver, 1994a, 1994b,
1995).

Langerak (1997) extends the constructs made by Narver and Slater, and
looks at market orientation as the business philosophy that commits the
organization to the continuous creation of customer value, doing this by
encouraging four core skills (Langerak et al.,1997):

customer orientation
competitor orientation
supplier orientation
interfunctional coordination.

One fundamental theoretical discussion in marketing today is whether
the concepts of transactions or relations are the key to what marketing is
all about. The traditional US perspective (which is ruling today) is that
research in marketing ultimately studies transactions driven by exchanges
of value. On the other hand, contemporary schools among some
researchers, especially in the Nordic countries and in the UK, claim that
relationships to customers and others are the essence of the marketing
discipline. No representative from the two perspectives, however, excludes
the importance of the other, but supports the prominence of the own
focus.

One leading advocate of the US research on tramsactional marketing
(Kotler, 1972:48) writes that:

The core concept of marketing is the transaction. A transaction is the exchange
of values between two parties. The things-of-values need not be limited to
goods, services, and money: they include other resources such as time, energy,
and feelings.
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Another leading US researcher (Hunt, 1983:12—-13) states: ‘that the basic
subject matter of marketing is the exchange relationship or transaction.
Marketing is the behavioural science that seeks to explain exchange
relationships.’

Transactions are explained by exchanges of value. Oliver, in a book with
the challenging title Marketing Today, says (Oliver, 1990:114):

Despite the difficulty in defining the edge of marketing, the central focus is on
exchange. An exchange is precipitated when a person recognizes that another
person has something he would like to have. They both assign values to that
which they currently have, and to that which they would like to have. If they
both value what the other has, more than they value what they have themselves,
then the exchange will be mutually beneficial. Fundamental marketing activities
therefore include the need to understand what it is that buyers value, to design
an offering so that it has those values, and to ensure that the values are com-
municated effectively.

Bagozzi (1974, 1975) goes so far as to claim that marketing can be
regarded as the ‘science of exchanges’; he asserts that marketing is a general
business function of universal applicability and marketing is the discipline
of exchange behaviour. Bagozzi was inspired by ideas from anthropology
and sociology, and suggested that market transactions should be seen as
complex exchange systems. He was partly elaborating the idea which was
launched already a couple of decades earlier by Sidney Levy (1959) that
market transactions to a large extent were symbolic.

Especially in the Nordic countries and in the UK, research in the mar-
keting discipline has for a long time focused on different relational aspects.
This does not necessarily mean, as already noted, that other aspects have
been neglected, but a growing interest in relationships started early in that
part of the world, for example within research in industrial marketing
(Ford, 1990, 1998) as well as in service marketing (Gummesson, 1999).
However, the number of relationship papers presented at US marketing
conferences has been increasing rapidly.

One could say that customer relationships are part of the marketing core;
promises are mutually exchanged and kept between buyers and sellers. As a
result, customer relationships are established, strengthened and developed
for commercial purposes. As an advocate for ‘relationship marketing’,
Gronroos (1990:5) defines marketing:

Marketing is to establish, maintain and enhance long-term customer relation-
ships (often but not necessarily always long-term customer relations) so that the
objectives of the parties involved are met. This is done by mutual exchange and
fulfilment of promises.

Furthermore, this definition can be accompanied by the following supple-
ment: The resources of the seller — personnel, technology and systems — have to
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be used in such a manner that the customer’s trust in the resources involved and,
thus, in the firm itself is maintained and strengthened. The various resources
the customer encounters in the relation may be of any kind and part of any
business function. However, these resources and activities cannot be totally
predetermined and explicitly categorized in a general definition.

Several approaches to research where relationships are important exist
in parallel, for example, the network approach (Johansson & Mattson,
1993), interactive marketing (Hakansson, 1982), direct marketing (Davies,
1992) as well as the concept of relationship marketing as introduced
by Berry (1983). These approaches to marketing are often presented as
alternatives to the managerial paradigm; it is even sometimes stated that
the relationship perspective is more relevant in the modern business world
of today. What these approaches have in common is the prominence of
relationships as an important concept in marketing.

The idea of transactional marketing versus relationship marketing is
sometimes seen as two ends of intended time of the involvement with
individual customers (for instance, Gronroos, 1991; Gummesson, 1999).
This view can be further illustrated by a view from Gummesson (1999:21):

In order to conceptually incorporate transaction marketing in RM (relationship
marketing), it can be seen as a zero point on the RM scale. The scope of the
relationships can then be enhanced until a customer and a supplier are practi-
cally the same organization. No doubt we were misled by the authoritarian neo-
classical economics in which markets are made up of standardized goods and
anonymous masses who behave according to simplistic and distinct laws. Only
the price relationship exists, and I call that the zero relationship on the RM scale.

As stated by Gummesson (1999), the relationship marketer should work
with thirty different relations, which in turn can be divided into three
different levels:

® Market relations — relations to customers, suppliers, retailers and
competitors.

® Mega relations — relations to politicians and other important deci-
sion makers and moulders of public opinion, such as researchers,
experts and journalists.

® Nano relations — relations within own organization and with owners,
investors, internal customers, advertising agencies and more.

Interactions and relationships are, consequently, noted to some extent
in marketing research since several years. But even if different contribu-
tions to marketing thinking may note interactions and relations as central
phenomena in marketing situations, there are few authors who come to a
halt at this observation, analyse how these relations really work and reflect
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on different consequences of them for society and people. It is possible to
use symbolic interactionism in such a project, which, as stated by Svensson
and Ostberg (2016), uncovers several of those circumstances and phenom-
ena which are hidden behind marketing as consistent with the managerial
perspective. As the reader of this book will discover later, this is one part
of the discussion about an alternative marketing approach which entrepre-
neurs can use, distinct from the more established managerial marketing.

Regis McKenna used the concept of ‘relationship marketing’ (RM) in a
book titlein 1991 (McKenna, 1991). He analysed some growing technology
firms in Silicon Valley and showed how the marketing world had changed
from the idea of massive advertising campaigns which were supposed to
dictate to the customers what to buy, to a personal relationship building
supported by computers, which assisted in keeping information about
persons and about relations between the company and every customer.

It is possible to separate five components in the RM approach, as
presented by Berry (1983) and others:

e focus on existing customers (supported by the thesis that it costs
more to try to recruit new customers than to develop existing
relationships)

e involve all colleagues in marketing (the importance of meeting
customers)

e value-creating systems — services (customer and company are
co-creating)

e value is defined by the experienced quality by the customer

e personal dialogue (rather than advertising, for instance).

The approach has several merits, but in the real world, the philosophy
seems to have advantages as well as disadvantages; there are many different
types of contexts and no marketing philosophy fits them all. Furthermore,
there are signs that some customers are tired of all relations, which is
understandable as it is almost impossible to buy a hot dog without being
asked whether you are interested in joining a customer club. Another
criticism against the RM approach could be that it does not clearly point
at social and environmental responsibilities and similar matters. Like the
classical marketing approach (the marketing mix), the approach focuses on
customers, thereby running the risk that a number of other factors in the
environment are neglected in the analysis.

As stated by Bjerke and Hultman (2002), this is too much of a simpli-
fication of how the two perspectives of RM and transactional marketing
relate to each other. Since the two perspectives focus upon different aspects
of marketing (unless, as I do in this book, you go further and look at them
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from the point of view of two strictly different philosophical perspectives),
it is possible to claim that both could be needed if we want to understand
marketing behaviour. The problem is, however, that while the conceptual
framework for transactional marketing is more elaborated — especially as
perceived by most people through the well-known managerial perspective —
the conceptual status of RM is still rather loose and scattered. So, in order
to get a more specific conceptual orientation of RM in modern times, the
‘co-creational’ aspect of it could be stressed — which I do in this book.

Business relations operate in general at many different levels, and RM
can follow this pattern as well. Within the area of marketing, RM is, as we
have seen, often referred to as focusing upon long-lasting relations with
customers. However, a more extensive perspective can be taken as three
different levels for RM can be identified (Li et al., 1997):

1. Integration of the development of long-term customer relationships with
the traditional marketing activities. Relationship selling is then market-
ing-orientated towards a strong, lasting relationship with individual
accounts (for instance, Jackson, 1985); or, described differently, the goal
of relationship selling is to earn a position of preferred supplier by devel-
oping trust in key accounts over a period of time (Doyle & Roth, 1992).

2. Relations as a change in the firm’s strategic orientation. Here, the concep-
tual aspects of customer relationships and its strategic consequences are
in focus for marketing, supported by a well-known statement of Berry
(1983:25): ‘Relationship marketing is attracting, maintaining and — in
multi-service organizations — enhancing customer relationships.’

3. General relationship management is the third category. Broadened RM
can be described as follows: ‘Relationship marketing refers to all market-
ing activities directed towards establishing, developing and maintaining
successful relational exchanges’ in supplier-orientated, lateral, buyer-
orientated and internal partnership (Hunt & Morgan, 1994:22). This
can be defined as a type of management in RM, which orientates itself
towards establishing close interactions with selected customers, suppliers
and competitors. This creation of value is developed through cooperative
and collaborative efforts (Parvatiyar & Sheth, 1994). To manage all types
of business relations in the network would then be the key to success.

Another further development of RM which is possible to see today,
is to study it from a perspective of a paradigmatic shift, in what is called
co-creation marketing:

The meaning of value and the process of value creation are rapidly shifting
from a product- and firm-centric view to personalized customer experiences.
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Informed, networked, empowered, and active customers are increasingly co-
creating value with the firm. The interaction between the firm and the consumer
is becoming the locus of value creation and value extraction. As value shifts to
experiences, the market is becoming a forum for conversation and interactions
between customers, customer communities, and firm. It is this dialogue, access,
transparency, and understanding of risk-benefits that is central to the next
practice in value creation. (Prahalad & Ramaswamy, 2004c:5)

It is possible to see the development of co-operation between producer
and customer to genuine co-creation marketing in the following way:

— In their review of the literature on ‘customer participation in produc-
tion’, Bendapudi and Leone (2003) found that the first academic work
dates back to 1979.

—  From 1990 onwards, new themes are emerging: Czepiel (1990) suggests
that customers’ participation may lead to greater customer satisfaction;
Kelley et al. (1990) are dealing with productivity, but suggest other ways
to look at customer participation: quality, employee’s performance and
emotional responses.

— Although not reviewed by Bendapudi and Leone (2003), the ground-
breaking article by Normann and Ramirez (1993) suggests that suc-
cessful companies do not focus on themselves or even on the industry,
but on the value-creating system.

— Michel et al. (2008) recognize the influence of Normann (2001) on
their own work and acknowledge similarity between the concepts of
co-production and co-creation: ‘his customer co-production mirrors
the similar concept found in Foundational Premise 6 (FP6)’ (concern-
ing the reading of FP6, see below). The authors suggest that Normann
enriched the ‘service-dominant logic’, particularly through his idea of
‘density’ of offerings (for ‘service-dominant logic’, see below).

— In a letter sent to the editor of the Harvard Business Review in reaction
to an article of Pine et al. (1995), Schrage (1995) argues that not all
customers are alike in their capacity to bring some kind of knowledge to
the firm.

—  Wikstrom sees the role of customers as beginning to change (Wikstrom,
1996).

— Firat et al. (1995) introduced the concept of ‘customerization’ (which
is a buyer-centric evolution of the mass-customization process) and
stated that it enables customers to serve as ‘the co-producer of the
good and service offering’. However, Bendapudi and Leone (2003)
concluded in their article that ‘the assumption of greater customiza-
tion under co-production may hold only when the customer has the
expertise to craft a good or service to his or her liking’.
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— At the turn of the century, Prahalad and Ramaswamy (2000) produced
another important piece of work, and built further on ideas from
Normann and Ramirez (1993).

— In 2004, Prahalad and Ramaswamy (2004a) kept working on their
original idea, published four years earlier. At the same time, Vargo and
Lusch (2004) published on the service-dominant logic of marketing
(see Tables 4.1 and 4.2). The process of value creation is covered in
Foundation Premise 6 (FP6), which, in fact, is opposing the goods-

Table 4.1 Goods-dominant logic vs service-dominant logic

Goods-dominant logic

Service-dominant logic

Value driver

Creator of value

Process of value
creation

Purpose of value

Measurement of
value

Resources used

Role of firm

Role of goods

Role of customers

Value-in-exchange

Firm, often with input
from firms in a supply
chain

Firms embed value in
‘goods’ or ‘services’, value
is ‘added’ by enhancing or
increasing attributes
Increase wealth for the firm

The amount of nominal
value, price received in
exchange

Primary operand resources

Produce and distribute
value

Units of output, operand
resources that are
embedded with value

To ‘use up’ or ‘destroy’
value created by the firm

Value-in-use or
value-in-context

Firm, network partners, and
customers

Firms propose value through
market offerings, customers
continue value-creation
process through use
Increase adaptability,
survivability and system
wellbeing through service
(applied knowledge and
skills) of others

The adaptability and
survivability of the
beneficiary system

Primary operand resources,
sometimes transferred by
embedding them in operand
resources-goods

Propose and co-create value,
provide service

Vehicle for operand resources,
enables access to benefits of
firm competences

Co-create value through the
integration of firm-provided
resources with other private
and public resources

Source:

Adapted from Vargo et al., 2008.
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Table 4.2  Conceptual marketing progress

Goods-dominant logic
concepts

Transitional concepts

Service-dominant logic
concepts

Goods

Products
Feature/attribute
Value-added

Profit maximization
Price

Equilibrium systems
Supply chain
Promotion

To market
Product orientation

Services

Offerings

Benefit
Coproduction
Financial engineering
Value delivery
Dynamic systems
Value chain
Integrated marketing
communications
Market to . . .
Market orientation

Services

Experiences

Solution

Co-creation of value
Financial feedback/learning
Value proposition

Complex adaptive systems
Value-creation network
Dialogue

Market with . . .
Service orientation

Source:  Adapted from Lusch & Vargo, 2006.

dominant logic versus the service-dominant logic, and the reading of
which in this article was “The customer is always a co-producer”. In
Vargo and Lusch (2006), FP6 was reformulated to “The customer is
always a co-creator”.

Tables 4.1 and 4.2 summarize the goods-dominant logic and the service-
dominant logic, which, as we know, was a decisive step towards increas-
ingly talking about ‘co-creation of value (and of marketing)’.

The Internet has fundamentally changed the logic of markets, and created
new rules for marketing. As an example, small firms (and entrepreneurs) or
genuinely niched products today have a much larger possibility of reaching
customers, and this can be done all over the world today. Digital marketing
has become a matter of course for marketing (Frankelius et al., 2015).

Generally, we can say that to a large extent, managers and researchers
in marketing have ignored the customer, that agent who most dra-
matically has transformed the industrial system as we know it (Prahalad &
Ramaswamy, 2004a).

There is more about knowledge development of the subject of market-
ing in Chapter 7, when I scrutinize four concepts of great importance to
this book:

e market
e customer
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® user
e value creation.

The principles behind the two marketing alternatives, which are the
managerial approach and the social phenomenological approach (that
is, the two orientations around which my discussion in this book about
how marketing for entrepreneurs is built), will also be given in Chapter
7. Chapters 8-10 will then present how these two marketing alternatives
can be designed as an independent business entrepreneur, as a business
intrapreneur or as a social entrepreneur.



5. Knowledge development of
leadership

5.1 INTRODUCTION

I also present my version of knowledge development of the academic
subject of leadership. There are several reasons for this. One is that
leadership is close to entrepreneurship as well as to marketing. You can
talk about entrepreneurial leaders as well as market leaders, for example.
Interestingly, knowledge development of leadership can be described in my
six steps more clearly than the other two elements, which are:

— leadership as a function

— personality traits of leaders

— leadership thinking and behaving

— contextual theories of leadership

— results and effects of leadership

— to better understand leaders by understanding followers better.

What is interesting is that this subject is also increasingly stressing
the importance of followers for leaders, maybe because followers in a
way ‘are closer to’ their leaders than are entrepreneurs and/or marketers
to their customers and other users. This will therefore provide me with
several ideas about how to discuss the alternative version of marketing
for entrepreneurs, which I will present alongside the more developed
rational, managerial version, that is, the budding social phenomenological,
co-creation version.

5.2 LEADERSHIP AS A FUNCTION

Leadership consists of two parties, who interact with each other, i.e.,
leaders and followers. Leadership can be defined as the process, where the
leader has the ability to frame and define the reality of those who are led. To
do so, the leader must make the situation meaningful and then transfer this
meaning to their followers (Smircich & Morgan, 1982). By doing this, a

94
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feeling of solidarity and a shared feeling of meaning is created in organiza-
tions or other situations of being together (Bryman, 1997). If this feeling
of being together is missing, followers tend to feel confused and a lack of
belonging, because values and ideas are not exchanged, or people do not
talk to each other (Smircich & Morgan, 1982).

5.3 PERSONALITY TRAITS OF LEADERS

Early research literature (until the late 1940s) followed the approach that
leaders had certain personality traits. This approach was influenced,
historically, by Theories of the Great Man (suggested by Thomas Carlyle,
1841) and was based on historical figures at his time. The primary studies
concerning leaders’ personality traits have been made, however, after the
Second World War, and they were guided by the idea that some indi-
viduals had personality traits that made them more suitable to leadership
positions.

Stogdill presented two summaries of leaders’ personality traits, and he
identified characteristics which often seem associated with great leaders
such as: ‘intelligence, task-orientation, power of initiative and persistency
in handling problems, self-confidence and the willingness to take respon-
sibility and occupy a position which implies dominance and control’
(Stogdill 1948:45).

Gardner (1990) also presented a list of those personality qualities which
a leader possesses, for instance, a need for achievement, the ability to
motivate people, self-confidence, flexibility, courage, credibility, etc.

The personality approach identified important personality traits which
were considered in a leadership role; these were criticized, however, as too
simplistic and not convincing enough to be able to separate between suc-
cessful and less successful leaders, and because it was difficult to identify
enough measurable characteristics which, in fact, could represent what a
leader is. We have seen the same for entrepreneurs and marketers.

The lack of answers to the questions that were raised by the personality-
orientated studies on leadership prompted researchers to look for other
conditions to understand leadership.

5.4 LEADERSHIP THINKING AND BEHAVING

Because of weaknesses in the research when trying to find personality
traits among leaders, some researchers up to the end of 1960s suggested
a kind of stylistic approach, and focused on behaviour among leaders. In
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the beginning, the theories were applied to military, political and industrial
contexts.

The main assumption of this approach was based on the belief that it
should be possible to identify a behavioural pattern and a leadership style,
which was effective in a leadership role.

The first more specific studies concerning leaders’ way of thinking
and behaving were made in 1939 by Lewin, Lippitt and White, when they
evaluated behaviour in five groups of children around ten years old under
the influence of three leadership styles: autocratic, democratic and laissez-
faire (Bass & Stogdill, 1990).

Autocratic leaders take decisions themselves: they tell the followers what
they are to do, and they expect to be obeyed without any problems. They
do not trust others, and their defence mechanisms trigger their tyrannical
and rigorous behaviour. The main weakness of this leadership style is
its great need for security and its apprehension of salary, reputation and
career. Democratic leaders include their followers in the decision process:
the main result is the outcome of a group discussion. Laissez-faire leaders
give freedom to their groups: they do not interfere and do not participate in
their work, because they avoid making decisions on their own. Even if the
company is heading in an unwanted direction, they do not seem to bother
about the situation: they just want to deliver decisions when superiors order
them to.

Leadership experts such as De Pree, Bennis and Gardner claim that
there are characteristics which are typical for good leaders. De Pree (2004)
mentions three qualities of such leading figures: integrity, the ability to
build and retain good relationships, and the ability to build a community
context; in other words, a milieu where ideas are thriving, and where
quality of life and performance are increasing.

Bennis also describes ingredients which are part of successful leadership
and characterize a true leader: a guiding vision for the future, passion
and, which is also mentioned by De Pree, integrity. To be an example in
this respect, a leader must have a great degree of self-knowledge. To know
yourself, your own strengths and weaknesses, is the key to being able to
lead others (Bennis, 2009).

Bennis stresses two other points concerning leadership characteristics.
First, he talks about maturity. Leaders are sharpening their qualities as
time goes on, often as followers. Second, he asserts that a leader is not
born, but developed in an environment, above all through devotion.

Leaders are not produced during a seminar over a weekend, which many
proponents of leadership theories seem to claim. I come to think of this as a
kind of microwave oven theory: put in Mr and Mrs Average and out pops the
ready-made Leader in sixty seconds. (Bennis, 2009:35-6)
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Gardner brings up another aspect concerning leadership behaviour.
Leaders function effectively by those stories they convey to their listeners
and viewers/followers. These stories can be conveyed in different ways. As
he looks at it, leadership is associated with arts: ‘Leaders inspire others
by the way in which they use the medium for artistic expressions that they
choose, for instance, as a part of a sonata, as a gesture in a dance or as a
mathematical equation with a theoretical physicist’ (Gardner, 2011:9).

Gardner goes on to claim that leaders themselves must embody their
stories and lead by good examples. They cannot expect that their followers
would react otherwise or, to put it differently, they should practise what they
preach (Gardner, 2011).

5.5 CONTEXTUAL THEORIES OF LEADERSHIP

The stylistic approach does not, on its own, identify the behaviour of uni-
versal leaders or give guidance in different situations. This approach led,
therefore, to a consideration of situational and contextual factors which
may influence the effectiveness of leadership.

Presenting contextual theories of leadership (until early 1990) came to
symbolize a change in leadership research: the effectiveness depends on the
leader, the follower, the task and the situation. This means that leadership
does not only depend on what the leader is or does, but also on the type
of followers that work in the organization, the type of task which is to be
performed and the context where everybody involved is acting.

Among different contextual theories, one of the most important is
Fiedler’s contextual model (1967), which attempts to explain behaviour in
a group as a result of interaction between two factors: the leadership style
and the influence of the situation. This model brings up two kinds of lead-
ers as stated by Bass and Stogdill (1990): task orientated (leaders are only
interested in getting their tasks done), and relationship orientated (leaders
perform their tasks by having good relationships with the group members).
There are no perfect leaders; both of the above can be effective in their
leadership style and should be adapted to the situation.

Furthermore, Hersey and Blanchard (1969) developed a model concern-
ing contextual leadership, which is ‘life cycle theory of leadership’. The
model is based on the idea that the most effective leadership style varies
in relation to the degree of maturity with followers and the characteristics
of the situation, and it contains two dimensions, similar to the above: task
dependence (direction) and relationship dependence (support). Hersey
and Blanchard (1969) assert that an effective leader can make a diagnosis
concerning a situation, understand the degree of maturity of the followers,
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and adopt the most suitable leadership style. It should be noted that the
key concept in this theory is the degree of maturity of followers, which
is defined as their willingness to take responsibility, their education,
knowledge and also their experience related to the task which is at hand.
Consistent with this model, there are four leadership styles — delegating,
supporting, coaching and guiding — depending on the best fit with the degree
of maturity among the followers: when they want to reach a higher degree
of maturity, leaders should decrease the control of the people and the tasks
(Bass & Stogdill, 1990).

It should be noted that those ways to function as a leader mentioned
above have been surpassed by more modern research and new approaches.
So-called ‘new leadership theories’ are based on charisma, authenticity,
inspiration and followers.

5.6 RESULTS AND EFFECTS OF LEADERSHIP

Knowing oneself as well as story-telling are both elements of what is called
authentic leadership. To be guided by one’s own values is what makes a
leader special. Authenticity is often seen as a crucial part of successful
leadership. The theory of authentic leadership covers three levels (Caza
& Jackson, 2011): firstly, the leader as a person, then the leader’s role and
function, and finally, the very phenomenon of authentic leadership itself.

George (2003) defines five characteristics of an authentic leader: he
or she is carrying out a task with passion; he or she is leading others in a
sympathetic way; he or she has lasting relationships with people; he or she
shows self-discipline, and he or she is consistent. Furthermore, authentic
leaders are ‘committed to developing themselves because they know that
becoming a leader takes a lifetime of personal growth’ (George, 2003:12).

Many researchers have tried to provide a definition of authentic leader-
ship, but no generally accepted definition has been created. Of course,
authentic leadership is related to authenticity, somehow. However, not
even the concept of authenticity is very clear. Walumbwa et al. (2008:94)
suggest the following definition:

A behavioural pattern with leaders which is based on and promotes positive
psychological capacities as well as a positive ethical climate, which fosters a
greater self-awareness, an internalized morale perspective, balanced information
refinement and openness as one part of leaders, working with followers and
which fosters a positive self-development.

This definition covers critical areas in authentic leadership, such as self-
awareness and self-development. May et al. (2003) assert that authentic
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leaders are expected to have a capacity for a higher morality, which makes
it possible for them to assess dilemmas from different points of view.
Authentic leadership is shown in the fact that a leader is true to him- or
herself, and above all it is so that somebody who is true to him- or herself
is also true to his or her followers (Nyberg & Sveningsson, 2014). This can
consequently be seen as a positive moral relationship between the leader
and his or her followers, based on trust and commitment (Whitehead,
2009).

Some researchers take into consideration the importance of the context
when studying authentic leadership. One may fear, for example, that a
person’s social responsibility will be reduced by rationalization, when a
personal drive to be true to oneself is stressed too much. Authentic leaders
are thought to be very much aware of the context in which they are func-
tioning (Avolio et al., 2009); authentic leadership does not only depend on
the positive psychological capacity of the leader; it is also determined by
the specific organizational context (Gardner et al., 2005; Ilies et al., 2005).

The above definitions are primarily formulated from the leaders’ per-
spective. The followers’ perspective is equally important. Avolio et al.
(2009:806) assert that authentic leaders:

build confidence and gain respect and trust with followers by encouraging vari-
ous points of view and building networks of cooperative relationships with fol-
lowers and consequently lead in a way which the followers look at as authentic.

In other words, leaders can only be authentic when followers regard
them as such. Authenticity can only be a perception of whether or not
the leader is real and true. No leader can claim that he or she is authentic.
Authenticity is something which is ascribed to somebody by someone else.

5.7 TO BETTER UNDERSTAND LEADERS BY
UNDERSTANDING FOLLOWERS BETTER

In modern times of leadership research, the importance of followers is
increasingly stressed. Followership means the ability to absorb supervision
well, to make up one’s mind to move in a specified direction, to be part of a
team, and to reach the results that one is expected to achieve. Traditionally,
followership refers to a role which a certain person can have in an organiza-
tion (Riggio et al., 2008). More specifically, it is the ability of an individual
to actively follow a leader (Forsyth, 2009). The study of followership is
a decisive part to better understand leadership, as success and failure of
an organization does not only depend on how well a leader can lead, but
also on how well a follower can follow (Kelley, 1988). More specifically,



100 Alternative marketing approaches for entrepreneurs

followers play an active role in success as well as in failure in groups and
organizations (Baker, 2007). How a follower is following is probably as
important to measure in a process as how a leader is leading. The founding
figure for the field of followership is asserted to be the researcher Robert
Kelley (Riggio et al., 2008). He describes four main qualities of effective
followers (Kelley, 1988). These are:

1. Self-control: This refers to the ability to think critically, to take control
of own actions and to work in an independent way. It is important for
followers to manage themselves as well as for leaders to have the ability
to delegate tasks to these individuals.

2. Commitment: This refers to an individual who is committed to an
objective, vision or purpose of a group or an organization. This is an
important characteristic of followers as it helps to keep their morale
and energy level high (as well as those of other members).

3. Competence: It is essential for individuals to own those skills and apti-
tudes which are necessary to fulfil the group’s or organization’s task.
These people are refining these skills through knowledge development
in classes or seminars and the like.

4. Courage: Effective followers stick to their convictions and maintain
ethical standards, even if they have unethical or corrupt leaders. These
individuals are loyal, honest and, not the least, straightforward with
their leaders.

Kelley (1988) also identifies two underlying behavioural dimensions
which assist in identifying the differences between followers and non-
followers. The first dimension is whether the individual is an independent
critical thinker or not. The other dimension is whether an individual is
active or passive. From these dimensions, Kelley has identified five types
of followers:

1. The sheep: These individuals are passive and require external motiva-
tion from the leader’s side. These followers lack commitment and
require constant guidance by the leader.

2. Yes people: These individuals absorb what the leader says and the task
and objectives of the group or organization. These conformists do
not question the leader’s decision and actions. Furthermore, they will
strongly defend their leader if they face opposition from others.

3. The pragmatics: These individuals are not drivers and they do not sup-
port controversial or unique ideas until the majority of the group has
given their support. These individuals often stay in the background of
a group.
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4. The alienated: These individuals are negative and often try to stop or
take down a group by constantly questioning the leader’s decision and
actions. These individuals often see themselves as being the rightful
leaders in the organization, and they are critical of the leader and
other group members.

5. The star followers: These exemplary individuals are positive, active
and independent thinkers. They will not blindly accept decisions
and actions of a leader until they have made a complete evaluation.
Furthermore, these types of followers succeed without the leader
being present.

Historically, followership has always been a part of leadership, of
course, even if only in an implicit way. It is only, however, in the last decade
that the leadership process has been studied such that both leaders and
followers are seen as essential parts (Carsten et al., 2010; Collinson, 2006;
Hoption et al., 2012; Sy, 2010). The study of followership is separate from
previous approaches on leadership, in that followership is as worthy of
study as leadership (Uhl-Bien & Pillai, 2007). One basic assumption in
followership approaches is that leadership cannot be completely understood
without considering how followers and followership contribute to (or reduce)
leadership (Carsten et al., 2010; Dvir & Shamir, 2003; Hollander, 1993;
Howell & Shamir, 2005; Sy, 2010).

We have normally not understood leadership as a process which is co-
created in social and relational interactions between people (Fairhurst &
Uhl-Bien, 2012). In such a process, leadership can also take place if there
is followership — without followers and their actions there is no leadership
(Uhl-Bien et al., 2014). However, we still know very little about these issues.

Problems with comprehending followership have been caused by the
negative connotations of ‘followers’ and ‘to follow’ that may arise if we do
not clearly clarify what constitutes a ‘follower’. These negative connota-
tions come from the leader-centric approach which has traditionally domi-
nated leadership research (Hoption et al., 2012). This view romanticizes
leadership and subordinate follower behaviour (Uhl-Bien & Pillai, 2007).
The term ‘followers’ has sometimes been controversial because it entices
the belief in passive, powerless individuals, who automatically do as the
leaders say (Kelley, 2008). As a result, some scholars have argued instead
for using terms such as ‘collaborators’, ‘participants’ and ‘members/team
members’. Gardner (1990), Rost (1993) and other researchers have even
suggested taking away the term follower completely because of its negative
connotations (for instance, Rost, 2008).

As Shamir (2007, 2012) asserts, however, if we eliminate ‘followership’,
this means that we no longer study leadership. Instead, we study social



102 Alternative marketing approaches for entrepreneurs

phenomena more generally such as cooperation and coordination in a
team. Shamir (2007) claims that a social phenomenon worth the name of
leadership must contain ‘disproportionate social influence’ (i.e., connected
to leaders’ and followers’ behaviours and identities). Shamir (2012) is
careful to point out that this means that leadership cannot completely be
‘separated’ from followership (Pearce & Conger, 2003). ‘If it is fully shared,
I suggest we don’t call it leadership because the term loses any added value’
(Shamir, 2012:487; italics in the original).

For a social phenomenon to qualify as leadership, we must therefore be
able to ‘identify certain persons who, at least in a certain time, exert more
influence than others on the group or the process’ (Shamir, 2012:487). The
clear implication is that followers and followership are central to leadership
and that the leadership process consists of a combination of leading and
following behaviour. We can even claim with some right that it is in_follower-
ship behaviour that leadership is created (Uhl-Bien & Ospina, 2012). Some
assert that our leadership measurements suffer from a kind of attributional
bias, that should make us question whether what we exploit is really a kind
of halo effect, related to what we believe that leadership ‘should’ consist
of rather than those theoretical concepts that we are actually measuring
(Martinko et al., 2011; compare with Phillips & Lord, 1981; Rush et al.,
1977; van Knippenberg & Sitkin, 2013).

The study of followership consequently means to investigate the nature
and influence of followers and followership behaviour or actions in the
leadership process. The leadership process then becomes a dynamic process
which involves leaders and followers, who interact together in a context
(Hollander, 1992; Lord et al., 1999; Shamir, 2012; Uhl-Bien & Ospina,
2012). This definition identifies followership in two ways, i.e., as a rank
or position (a role) or as part of the social process (a constructionist
approach).

Role-based approaches. Role-based approaches consider how individuals
behave as leaders and followers in a context where there are hierarchical
roles. The primary interest of role-based approaches is to improve the
understanding of how followers (e.g., subordinates) work with leaders
(e.g., bosses) in ways which contribute to or reduce leadership and the
organization’s outcome (Oc et al., 2013; Carsten et al., 2010; Sy, 2010). In
this way, role-based approaches are interested in the question: “What is the
proper mix of follower characteristics and follower behaviour to promote
desired outcomes?’ (Graen & Uhl-Bien, 1995:223). The social process
approach (Fairhurst & Grant, 2010) looks at followership from the other
side as a relational interaction, where leadership is co-created in combined
actions of leading and following (DeRue & Ashford, 2010; Fairhurst &
Uhl-Bien, 2012; Shamir, 2012). While role-based approaches consequently
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study followership as a role and a set of behaviours or behaviour styles with
individuals and groups, the constructionist approach studies followership
as a social action process which is necessarily tied together with leadership.

Role-based approaches are consistent with Shamir’s description of
‘reversing the lens’ in leadership research (Shamir, 2007). They consider
how followers are influencing leaders’ attitudes, behaviours and outcomes.
These approaches identify followers as causal agents. The focus in these
approaches is on follower characteristics and style, role orientation in
followership, implicit theories of followership, follower identities and how
follower identities and behaviours create leader attitudes, behaviours and
effectiveness (Collinson, 2006; Lord & Brown, 2004).

The earliest role-based approaches are provided in typologies which
identify follower characteristics and their styles. The first typology of
that type was provided by Zaleznik (1965). This typology identifies four
types of follower: (1) impulsive subordinates, (2) compulsive subordinates,
(3) masochistic subordinates, and (4) withdrawn subordinates. It was
introduced both to help leaders to better understand how they should
manage their followers, but also to guide followers who aspire to leadership
positions. As Zaleznik and Kets de Vries later expressed it: ‘the person who
aspires to leadership must negotiate the risky passage between dependency
and assertiveness’ (1975:167).

Even though Zaleznik provided the first typology, it is clear that the
most quoted work concerning followership is the one that was presented
by Kelley (1988). As I have already mentioned, Kelley defined the ideal
follower as one who participates in a joint process to reach some common
purpose (Kelley, 1988, 1992, 2008). He ascribes ‘effective followers’ a
number of qualities, such as being self-motivated, independently solving
problems and committed to the group and the organization. Effective
followers are ‘courageous, honest, and credible’ (Kelley, 1988:144). Kelley’s
typology uses dependent-independent and passive—active as quadrants
(i.e., alienated followers, exemplary followers, conformist followers, passive
followers, and a ‘centre’ group, halfway between the two dimensions, who
are called ‘pragmatic followers’) (Bjugstad et al., 2006; Hoption et al.,
2012; Townsend & Gebhardt, 1997). Kelley advocates trying to make all
followers become ‘exemplary followers’, arguing that the best followers
are not passive sheep — they are actively engaged and exhibit a courageous
conscience (Kelley, 1992).

Following Kelley, Chaleff published a practically orientated book
(Chaleft, 1995). His premise was that the key to effective leadership is
effective followership, which takes place when followers ‘vigorously sup-
port’ leaders in reaching organizational missions and visions. Chaleff
identifies four different follower styles: implementer, partner, individualist
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and resource (Chaleft, 1995, 2003, 2008). His basic premise is that ‘leaders
rarely use their power wisely or effectively over long periods unless they are
supported by followers who have the stature to help them do so’ (Chaleff,
2003:1).

Another typology is presented by Howell and Mendez (2008). They
suggest that there are different types of followers’ role orientation and
that they may influence the effectiveness of the relationship between
leaders and followers. The first is followership as an interactive role, which
supports and complements the leadership role. The second is followership
as a type of independent role. This role orientation involves a high level of
autonomy and, under positive circumstances, a high level of competence,
which complement the leader’s role (for instance, professional colleagues
such as engineers, physicians, or university professors, who are working
independently but contribute to the organization’s objectives). The third
type is more negative and consists of another type of independent role, that
may consist of a follower who works at cross-purposes to the leader. The
final follower role orientation is a shifting role, in which the individual
alternates between the leader role and the follower role. For example, in
collaborative teams, members in such roles may feel obliged to step up in
a leadership role or feel that a less visible followership role is appropriate,
depending on circumstances.

The idea that followers can hold different types of role orientations
can also be seen in the work of Carsten and colleagues (Carsten et al.,
2010, 2013). Carsten et al. (2010) offer the first formal empirical study
concerning followers’ views of followership. Their results identify different
follower schema. Some followers report more passive views and look
at their role as being obedient and deferent. Others report a proactive
schema, and look at their role as having a partnership with leaders
by feeling ownership of and responsibility for reaching organizational
objectives (e.g., active co-contributors — Chaleff, 1995; Kellerman, 2008;
Shamir, 2007).

The role-based approach to leadership is analogous with one of two
alternatives to marketing for entrepreneurs, which is presented in this book
and called managerial marketing.

Constructionist approaches. Constructionist approaches describe how
people come together in a social process to co-create leadership and
followership (DeRue & Ashford, 2010; Fairhurst & Grant, 2010).
What characterizes constructionist approaches is that they, by neces-
sity, constitute process approaches. They look at people as engaging
themselves in relational interactions and in these interactions, leadership
and followership are co-produced (for example, as continuing relation-
ships, actions and identities) (DeRue & Ashford, 2010; Shamir, 2007).
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These relational interactions do not necessarily follow formal hierarchi-
cal roles.

A constructionist approach imagines that leadership can only take place
when leadership met by followership granting actions (DeRue & Ashford,
2010; Uhl-Bien & Ospina, 2012; Shamir, 2012), showing deference or
obeying (Blass, 2009; Burger, 2009; Milgram, 1965, 1974), resisting or
negotiating with others’ wishes or influencing attempts (Fairhurst & Uhl-
Bien, 2012). In this way, followership is not tied to a role but to actions.
This approach permits us to consider that bosses do not always lead — they
may also show deference to subordinates (Fairhurst & Hamlett, 2003;
Larsson & Lundholm, 2013).

The constructionist approach shows that the relationships between
followers and leaders could be so tight that it can be difficult to separate
followership from leadership. This approach looks at followership as a
necessary element in the co-construction of leadership, even though,
sometimes, this is also the case in the role-based approach. One of the
largest challenges in future studies of followership, if we want to apply the
constructionist approach, is to get away from the semantics that arise in
reductionist logics that cause us to hone in on ‘the leader’ as an individual
or role and disregard the fact that ‘follower actions’ are crucial in the
construction (or failure of construction) of leadership.

Consistent with the constructionist approach to leadership, if there
are no followership actions, there is no leadership. The fact is that it is
probably easier here (which is sometimes the case in the role-based view)
to recognize leadership in the actions with followers than what it is in
leadership actions, because individuals who try to be leaders can only be
legitimized in the responses and receptions among those who are willing
to follow them.

The constructionist approach to leadership is analogous to that alterna-
tive to marketing for entrepreneurs, which is presented in this book and
called the social phenomenological approach. As we will see in Chapter 6,
social phenomenology is one variation of constructionism.

For a framework to be counted as a theory, it must specify those rela-
tions which are suggested to exist between theoretical concepts (Sutton &
Staw, 1995). Consistent with this, it is possible to identify two potential
frameworks for studying followership. The role-based approach (‘reversing
the lens’) is depicted in Figure 5.1.

A constructionist approach (‘the leadership process’) is shown in Figure
5.2.
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Followership outcomes
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Followership behaviour

Source: Uhl-Bien et al., 2014:98.

Figure 5.1 Reversing the lens

Leading actions

Leadership

Following actions

Source: Uhl-Bien et al., 2014:98.

Figure 5.2 The leadership process

5.8 COMBINATIONS OF ENTREPRENEURSHIP,
MARKETING AND LEADERSHIP

We have seen that the development of knowledge in entrepreneurship
has followed a similar path to marketing and leadership, starting with
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functions, personality traits, thinking and behaviour, and continuing by
looking contextually and at results and effects, finishing with the ambition
today to better understanding customers, users and/or followers.

A person of interest is one who combines the best of entrepreneurship
with the best of leadership, that is, entrepreneurial leadership. This could be
defined as a person who produces and assists in achieving new solutions to
followers (receivers or others). Entrepreneurial leadership is, for some, an
increasing necessity (Santora et al., 1999; Pointer & Sanchez, 1994). It is an
ability which should be valid in all contexts (Gupta et al., 2004).



6. Some methodological cornerstones

6.1 INTRODUCTION

It is my conviction that researchers and writers of books with a scien-
tific connection are influenced by those ontological and epistemological
assumptions that they carry around. To understand what they are trying
to say, I think it is necessary to know these assumptions. For this reason, I
want to reveal my own paradigmatic assumptions in this chapter.

6.2 THE PARADIGM CONCEPT

The scientist mostly associated with the concept of paradigm (‘model’,
‘pattern’) today is Thomas Kuhn (1922-1996), who first presented his
theories in The Structure of Scientific Revolutions in 1962. Kuhn was
originally rather unclear about what a paradigm consisted of, which he
admitted. In later editions of his book, however, he became more precise
about his view of its components:

1. Symbolic generalizations, which are typical expressions used within the
scientific community — what might be called jargon — which are not
questioned.

2. Metaphysical aspects, that is, typical background thinking (which may
vary along the whole spectrum from being heuristic to being ontologi-
cal). These backgrounds function somewhat like symbolic generaliza-
tions, which offer suitable and acceptable analogies and metaphors.
They also assist in determining what will be accepted as an explanation
or an understanding, which also means that they determine which will
be regarded as unsolved problems.

3. Values for judging research results (e.g., that they should be formulated
quantitatively), or theories (e.g., that they should be simple, consistent
and probable) and scientific topics (e.g., that they should be related to
specific social uses).

4. Ideal examples — such as specific solutions to a problem — that scien-
tists confront early in their careers and that can be found in ‘recog-
nized’ scientific journals.

108
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As stated by Kuhn, major changes in scientific thinking (scientific
revolutions) involve a shift in paradigm and such changes are rare. Kuhn’s
thesis is that when scientists work consistently with a paradigm they take
part in what he calls normal science, trying to solve the problems thrown up
by the theories they hold. Science then becomes a kind of puzzle solving.

Sometimes, a scientific revolution occurs when the existing paradigm pro-
ves unable to cope with what appears to be an anomaly (deviation from the
norm, from what is expected or from what should have happened consistent
with existing scientific law). Existing assumptions become so inadequate that
they collapse and are replaced by a new set of assumptions. A new paradigm is
theninaprocessof development. Such shifts of paradigmscannot occur within
normal science itself. That is why Kuhn talks about ‘scientific revolutions’.

Paradigms are based on ultimate presumptions about what we study
as researchers, which are certain assumptions about the quality of life
and research. These assumptions can be conceived as different kinds of
background ‘philosophical” hypotheses, but not in the sense that they can
be tested empirically or logically, as each paradigm is based on its own
postulation of the constitution of reality and science. In consequence, data
collected in that paradigm will be based on these assumptions. If we try to
use data to test the assumptions mentioned, these data will only confirm
their own assumptions in a kind of circular logic. These background
hypotheses, or, as we might better name them, normative theses, can only
be ‘tested’ reflectively. Furthermore, as different paradigms are based on
more or less incompatible assumptions, there is normally no empirical or
logical way to decide which paradigm is the best one. Also, looking at sci-
ence paradigmatically, there is every reason to doubt the common opinion
that knowledge develops in a simple linear and cumulative way.

HakanTornebohm (1919-2016) is a theorist of science. His works are
mainly in the theory of physical science, influenced by Kuhn among others,
but he has also, which is important in my case, developed theories of
paradigms further in social sciences. One important difference between the
development of natural sciences and social sciences of importance to him
and to this book is that in natural sciences, old paradigms are replaced by
new ones. In social sciences, on the other hand, paradigms live most of the
time together side-by-side, and many social science methodological views
do not even deserve to be called developed and mature paradigms.

Toérnebohm’s (1974) evolutionary position fits better with the purpose
of this book than does Kuhn’s revolutionary position. As stated by
Toérnebohm, a paradigm consists of:

® aconception of reality (a world view)
® a conception of science
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e a scientific ideal
e cthical and aesthetical aspects.

Conception of reality is connected to philosophical ideas about how
reality is constructed, whether reality exists in and of itself or through
our mediation; for example, that reality is ordered and logical in causes
and effects, or it has an inherent tendency to dissension with non-linear
relations, or it is based on chaotic relations, or it is ordered as well as
disordered at the same time.

Conception of science has to do with knowledge we have gained through
research education, which provides our concepts or beliefs about objects
and subjects we study, and our knowledge interests; for example, all kinds
of pre-scientific concepts and models contained in entrepreneurship and
marketing such as opportunity recognition, business plan, innovation,
consumption, demand, need and others.

Scientific ideal is related to the researcher as a person — to his or her
desires; for example, somebody perceives him- or herself as having the idea
that science is something objective and not influenced by partial interests,
or he or she claims that it is impossible to be impartial, or aims at changing
some aspects of society.

Ethical and aesthetical aspects cover what the researcher claims to be
suitable or unsuitable and to be beautiful or ugly; for example, people
should not be observed without their knowledge, well-constructed dia-
grams and graphs are ideals of beauty, or scientific results justify the
means used to achieve them.

There are many proposals in social sciences for classifying paradigms.
Two classifications are by Burrell and Morgan (1979) and by Guba (1990).
Burrell and Morgan discuss:

functionalist paradigms
interpretive paradigms

radical humanist paradigms
radical structuralist paradigms.

Guba explores:

® post-positivism
e critical science
e constructivism.

For the purpose of discussing marketing for entrepreneurs, I find it
interesting to make a distinction between two paradigms only. They are:
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e rationalism
@ social constructionism.

There are several differences between these two scientific views which
will be presented as we move on. One such fundamental difference is that
rationalism aims at coming up with explanations and social construction-
ism at coming up with understanding, and that explanations are connected
to models and understanding connected to interpretations. 1 will return to
these concepts.

6.3 RATIONALISM

The presumption of an ‘in here’ world of subjectivity and ‘out there’ world
of objectivity, creates riddles of great magnitude. Among the most pro-
found, how do we as subjects acquire knowledge of the objective world? In
philosophy, this is the problem of epistemology.

The ideal for most has been to demonstrate that — metaphorically
speaking — the mind functions as a mirror of nature. Within the epistemo-
logical tradition, attempts to justify the view of the mind as mirror are
typically identified as empiricist, that is, all knowledge of reality emanates
from our senses. The classic version of empiricism can be found in Locke,
Berkeley, Hume and Mill.

However, in their strong form, empiricist views of knowledge have never
been wholly convincing for many scholars. First, the ‘world as it is’ does
not seem to demand any particular form of categorization or thought. Nor
can any convincing account be given of how ‘abstract ideas’ are built up
from ‘raw sensations’. Finally, how can the empiricist stand outside his or
her experience to know whether there is a world being mirrored correctly?
If all we have is the reflection in our minds, how can we be certain that
what is ‘out there’ is producing this image?

Such doubts have given rise to a competing school of epistemology,
commonly called rationalism. For rationalists, mental processes inherent
within the individual play the role of fashioning our knowledge. To draw
information from the world, it is proposed, we must use our common
sense and approach reality with concepts already in mind. The world does
not produce our concepts. Our concepts help us to organize the world in
various ways.

The epistemology of rational thinking can be summarized following
Toérnebohm’s categories provided earlier:

Conception of reality. Reality consists of objective as well as subjective
facts. Such objective and subjective facts can be called factual. Even if we,
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through interference or through a change of mind, can make this reality
appear in various forms, it is basically a stable construction.

Conception of science. Science provides pictures of this factual and
stable reality. These pictures will improve, that is, become more and more
correct and more valid as science progresses. Theories (as language)
can be discussed in relation to how they are constructed (syntax), in
relation to what they stand for (semantics) and in relation to their users
(pragmatics). Because theories should be based on facts, their terms
should be as syntactically and semantically correct as possible and — as
far as possible — be made independent of pragmatic controversies. It is
therefore often seen as ideal science when terms are defined operation-
ally, based on logics and mathematics. Scientific knowledge should
be logically separated from moral matters and ethics. This means that
researchers can argue about which consequences different alternative
actions will have in terms of formulated objectives, but deciding which
objectives should be chosen is beyond its domain. There is also a sharp
boundary between philosophy and research consistent with rationalism.
Philosophy can be used as a basis for discussion, but it can never provide
the truth.

Scientific ideal. Gradually, science will fill in as many ‘empty spots’ in
our knowledge of reality as possible. Knowledge emerges best with the
use of well-tested techniques, many of which have been picked up from
the natural sciences. The result will be an increasing number of ever more
refined, logical models, a good set of concepts and representative, gener-
alizable cases. Knowledge is used to make better and better predictions of
the consequences of various alternative actions that could be taken, and
consequently to steer reality in a desirable direction.

Ethical and aesthetical aspects. These are relatively uninteresting ques-
tions to proponents of rationalism. It is instead seen as important to
regard science as progress; as researchers, we do not have to take respon-
sibility for how people use the knowledge that will be presented by the
research.

As mentioned, one out of two versions of marketing for entrepreneurs
presented in this book is based on rational thinking. The reason why I have
chosen rationalism as one version to discuss marketing for entrepreneurs
instead of the strong form of empiricism is that present mainstream
marketing thinking, which is managerial marketing, is based on quite
established terminology, strictly guiding the marketers — and it could be
called rational. Most current marketing books assert to tell the reader how
to succeed as a marketer in a rather normative way, using rational models
and concepts.
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6.4 KNOWLEDGE PROBLEMS

The prime importance we place on the self and the world can be traced
to our cultural history. Most would credit the Enlightenment as the
birthplace of our contemporary — modernist — belief about the self and the
world. Enlightenment thinkers gave us the idea that individuals are capable
of observing the world for what it is, and taught us to deliberate about the
best course of action — which are the capacities to observe for ourselves, to
think, evaluate and then choose our action. Neither royalty nor clergy could
declare themselves superior in these universal capacities.

Knowledge was thus defined as private and personal, and not dictated
by decree from on high. It is this legacy that stoked the fires of the French
Revolution and formed the basis of what has come to be called cultural
modernism. But did we generate this knowledge by ourselves, that is,
the knowledge of our unique individual ability for conscious thoughts,
self-determination and the freedom to determine our own future? The fact
is that this heritage was given us by some great thinkers who lived at that
time. There remain, however, problems today concerning the presumption
of individual minds facing the world unimpeded, and creating a picture of
it.

This means a belief in a private, interior consciousness (‘me here’) in
contrast to an exterior world (‘out there’). We presume the existence of
a psychological world of the self (which perceives, deliberates, decides)
at the same time as there is a material world (which exists outside of our
thoughts). This arrangement seems self-evident. In philosophical terms, we
find ourselves comfortably committed to a dualist ontology — the reality of
the mind and of the world. Yet, dualist beliefs create problems as profound
as they are insoluble. One thorny challenge is to comprehend how a mental
and a physical world can be causally related. In present day terms, we may
ask, how does ‘a thought’ (‘I should send her a SMS’) make its way into
action (‘picking up the phone’)? How does a wish or an intention produce
actual muscle movements? We have little difficulty in comprehending
causality within the physical world or within the mental world. But can a
‘thought’ or an ‘emotion’ have a physical effect, and if so, how does the
psychological impact on the physical? The question is how ‘mind stuft’
produces changes in material — or vice versa.

Another problem of knowledge is to provide answers to how, exactly, we
know what we think, feel or want. “We just do’, you might say, but how?
This is the problem of self-knowledge and it poses difficulties which are no
less profound and intractable as those of dualism.

Further, if the idea of individual minds with knowledge of the external
world is suspect, then what are we to make of our belief that knowledge
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based on experience is better than all subjective conceptions of this world,
considering all the problems associated with the subjective—objective
dualism? Such questions are closely related to the concept of truth. True
statements about the world, we hold, reflect the world ‘as it is’, and not as
we might ‘wish it to be’.

Some thinkers today question the dualist ontology and the role of expe-
rience above. This leads us to the thinking and ideas of postmodernism.

6.4.1 Postmodernism

If our world, as it is now, is in a state of often rapid and sometimes constant
flux, then what we need is not so much a careful review of past events, but
rather a continuous and constructive analysis of the reality of today and
the near future. An analysis is required that enables us to understand what
is taking place right now from multiple standpoints, which will help us to
become engaged in dialogues with others from varied walks of life and will
bring to our notice a range of different possible futures. Most importantly,
a social analysis of today should generate vocabularies of understanding
that will help us to create the future together. The point of social analysis
in the present state of the world is not, then, to ‘get it right’ about what is
happening to us. Rather, such analysis should make it possible for us to ‘see
again and in a new way’.

Our present world is often described as postmodern. Postmodernism is
a concept which generally refers to a longstanding development in critical
theory, philosophy, architecture, art, literature and culture, which can
be seen as either being generated from or as a reaction to modernism.
Postmodernism has also been defined as groping for something new since
modernism has run out of steam. But the meaning of postmodernism is
not clearly defined, however, and is the subject of a continuing debate.
Among other things, today it may be difficult to interpret what is said. How
it is said is often considered to be clearer. “The medium is the message’ has
become synonymous with postmodernism (McLuhan, 1964).

From a historical perspective, it is possible to see a chronological order
from the modern to the postmodern. Malpas (2005) describes it as a trans-
formation which has taken place during the last decades with the emergence
of a new kind of capitalism, the development of information technologies
such as the Internet and World Wide Web, the collapse of the Soviet Union
which ended the Cold War, plus the growth of voices from different cultures
to end the domination of the traditional white, male, European ideal. When
describing modern and postmodern conditions, it is, however, important to
be aware of the fact that what is modern and what is postmodern exist in
parallel in different cultural and social layers in our era.
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Postmodernism is often described as an objection to the idea that there
are fixed values, one absolute truth and the simple existence of self, and
thereby criticizes every opinion of objectivity. Instead, everything is seen as
relational and contextual — the postmodern picture of the world is sceptical.

Within social sciences, postmodernism is regarded as a consequence of
economic, cultural, technical and demographic changes and is characterized
by concepts such as post-industrialism and neo-capitalism, which in turn are
explained by therise of aservice society, the growingimportance of massmedia
and the integration of the world economy. Other important concepts here are
the information society, globalization, the global village and media theory.

As a cultural movement, postmodernism can be viewed as the Western
society after modernism. As stated by the French philosopher and litera-
ture theorist Lyotard, the most important distinction mark of postmoder-
nity is a scepticism against grand narratives.

Because the term ‘postmodernism’ is used in many different ways, per-
haps it is best for the purpose of this book to view it as pointing to a range
of inter-related dialogues on our current knowledge condition, in particu-
lar to another way of looking at marketing for entrepreneurs next to what
seems to be the ruling view, that is, the rational and the modernist belief
in objectivity and truth. It is no doubt fruitful to see the postmodernist
thought as a topic which has a bearing on the alternative view of marketing
for entrepreneurs which is presented in this book, that is, the non-rational
one, and looking at reality as a social construction.

6.5 SOCIAL CONSTRUCTIONISM

As stated by Wenneberg (2001), there are three philosophical sources of
inspiration underlying social constructionism:

1. Kuhn’s concept of paradigm.
2. Wittgenstein’s language philosophy.
3. Garfinkel’s ethnomethodology.

Social constructionism broadly defined rests upon several key philosophical
assumptions concerning the constitution of social life through language and
discourse. Significant themes include the semiotic and illocutionary character
of human life, the drive for ethnomethodological integrity in social research and
the focus on the mutual construction of meaning as the main unit of analysis.
(Hackley, 1998:125)

Social constructionist approaches share one distinctive assumption
which distinguishes them from cognitivist approaches in social research.



116 Alternative marketing approaches for entrepreneurs

The former approaches are based on a theory concerning meaning, that
originates in interactivity and is maintained as such. Interactivity means
that meaning is a social construction between people, as opposed to a
purely private cognitive construction in individual human beings. This
entails not only a concern with subjective meanings as the products
of private cognitive processing, but as ineluctably social constructions,
which involve active selection, suppression and purposiveness. Meaning is
constructed by drawing selectively upon discursive repertoires which are
public. There is no conclusive version of social events which can lie outside
of the discursive production of these events. The social constructionist
approach takes subjective reports of events, emotions and cognitions to be
multifaceted constructions which can be interpreted on many levels. The
things we say serve a purpose of reassuring versions of our selves or of
ideologies and power relations (Billig, 1987; Goffman, 1959). The versions
of events we construct are invariably negotiable and are bound up with
constructions of identity of self and social relations (Harre, 1998). We may
achieve things through the illocutionary force of the words we utter, and
these achievements may include the maintenance of a sense of meaning
to ourselves (e.g. Billig, 1987; Goffman, 1959; Mauss, 1985; Miller &
Hoogstra, 1992). The sense of meaning we maintain may entail sustaining
a particular social relation, maintaining an ideology upon which we might
depend for our reassurance, or creating and re-creating our very sense of
self through (unconsciously) selective narratives or stories of self (Harre,
1998; Wetherell, 1996). These stories are not (necessarily) conscious
fictions. Social constructionist qualitative research allows this sense of
constructed meaning to be acknowledged in the research.

The phenomenon of human communication entails an element of
indeterminacy (Cook, 1992). This implies that human communication
in the construction of social life is richer and more open than is implied
by a cognitive model of words as signifiers of private mental entities.
On a social constructionist view, this richness can be brought out in
social research which utilizes aspects of semiotics, speech act theory
and ethnomethodology (Austin, 1962; Barthes, 1964; de Saussure, 1974;
Garfinkel, 1974; Potter & Wetherell, 1987) to develop interpretations of
social data (primarily, but not exclusively, words) which point to both the
structure and the function of constructed meanings in discourse (Banister
et al., 1994).

A research orientation which is based on the belief of reality as a
social construction is sometimes called constructivism and sometimes
constructionism. I prefer the latter. For one thing, constructivism is
a branch of mathematics (Hacking, 1999). But more importantly for
my preference for constructionism over constructivism is, that even
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within social sciences, there is a strong intellectual and therapeutic
tradition often called ‘constructivism’. It is a tradition with deep roots
in rationalism, and represented in recent psychology by figures such as
Piaget (1954) and Kelly (1955). Constructivists propose that individuals
mentally construct the world of experience. In this sense, the mind is not
a mirror of the world as it is, but functions to create the world as we
know it. So far, constructivism and constructionism seem to be the same
thing. However:

Many scholars will use the words ‘constructivism’ and ‘constructionism’ inter-
changeably. However, you can appreciate a fundamental difference [between the
two]: for constructivists the process of world construction is psychological; it
takes place ‘in the head’. In contrast, for social constructionists what we take to
be real is an outcome of social relationships. (Gergen, 1999:237)

There are variations of social constructionism (Sandberg, 1999). They
include social phenomenology (Berger & Luckmann, 1981), ethnomethod-
ology (Garfinkel, 1967), symbolic interactionism (Mead, 1934), discourse
approaches (Foucault, 1972), post-structuralism (Derrida, 1998), cultural
approaches (Geertz, 1973; Alvesson, 1993) and gender approaches (Keller,
1985; Harding, 1986).

There are, however, several similarities among all constructionist
approaches (Wenneberg, 2001; Devins & Gold, 2002):

e Person and reality are inseparable.

e Language produces and reproduces reality instead of being a result
of reality.

e Knowledge is socially constructed, not objectively given.

There are four basic working assumptions among social construction-
ism researchers:

1. Those terms by which we understand our world and our self are neither
required nor demanded by ‘what there is’. This has to do with the failure
of language to map or picture an independent world. Another way of
stating this assumption is to say that there are a potentially unlimited
number of possible descriptions of ‘the situation in question’ — and
none of these descriptions can be ruled superior in terms of its capac-
ity to map, picture or capture its features.

2. Our modes of description, explanation and | or representation are derived
from relationships. Language and all other forms of representation are
meaningful only in their relationships with people. Meaning and sig-
nificance are born of coordination between individuals — agreements,
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negotiations, affirmations. Nothing exists for us as intelligible people
before relationships exist.

As we describe or otherwise represent our reality, so do we fashion our
future. Language is a major ingredient of our world of actions and
therefore a part of building futures either as confirmation of what
already exists or as part of what will be now.

Reflection on our forms of understanding is vital to our future well-being.
What shall we save, what shall we resist and destroy, what shall we
create? There are no universal answers, only socially constructed ones.

Wenneberg (2001) claims that one can apply social constructionism with

a higher or lower degree of radicalism. Of the following four levels, the last
is the most radical:

As a critical perspective. Everything in human existence can be ques-
tioned. Man is by nature more plastic and malleable than we normally
think.

As a theory for the development, maintenance and modification of
consciousness. This can be called social phenomenology.

As an epistemological position. This position claims that knowledge of
reality is exclusively determined by social factors.

As an ontological position. This position claims that reality in itself is
socially constructed.

This book shows my preference for the epistemological level.
As stated by Norén (1995), there are three different interpretative

approaches:

1.

A metaphoric approach, that is, to construct pictures, which not only
catch what seems to be going on, but also open possibilities for new
angles of interpretation.

An actors’ approach, that is, to construct pictures which stress the
studied actors’ own experiences and their points of view.

A social constructionist approach, that is, to construct pictures which
stress the researcher’s way of understanding how a collection of actors
produce and reproduce their own social reality.

I think it is possible to combine the last two approaches, or to put it

another way, to subordinate the actor’s approach to the social construc-
tionist approach.

The paradigm of the social constructionism philosophy can be sum-

marized following Térnebohm’s categories as follows:
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Conception of reality. Social constructionism assumes that reality, as
it exists for us, is a social construction, mentally relating actors to other
actors in this reality, where the researcher is one of the actors.

Conception of science of social constructionism is that all pre-scientific
conceptions must be objects of reflection in all kinds of research. The
social constructionism view claims that taken-for-granted concepts may
become obstacles for real understanding and renewal. As social construc-
tionism starts from the idea that a researcher always has self-reference to
the society at large, that is, participates as one of the constructors of the
social reality, it becomes natural that the scientific ideal of social construc-
tionism advocates a scientific and consciously active interaction. This may
mean everything from the language style of reports to actively interfering
in the area being researched.

Ethically this is about taking responsibility for a person’s part of the
construction of reality, which the researcher cannot disclaim responsibility
for, whether he or she wants it or not. Aesthetically it may be that the social
constructionist view wants to produce descriptions and interpretations
which are close to being artistic. The social constructionist view has an
expressed concern in an innovative knowledge interest, that is, not only to
describe but also to drive change.

Symbolic interactionism and social phenomenology are similar to each
other. However, they also contain some important differences. Let us look
at these two variants of social constructionism in some detail before I
account for my choice between the two in this book.

6.6 SYMBOLIC INTERACTIONISM

Symbolic interactionism as presented here is taken from Svensson and
Ostberg (2016). One division in studying human beings and society is
between psychology, which focuses on the individual and his or her inner
world, and sociology, which concentrates on society, organizations, institu-
tions and networks. Social psychology attempts to bridge this dualism by
studying the interplay between the individual and the society. Mead (1934)
is usually ascribed this thought and credited with being the founder of
symbolic interactionism. Self is basically a social process and Mead refers
to his science as social behaviourism, that is, a social variant of classic
behaviourism (Watson, 1970).

The very point with a society and a group is, that they consist of people.
This is one of the fundamental features of symbolic interactionism: what
we understand to be a ‘society’ is nothing but social interactions and rela-
tions, constantly going on between people. In some sense, society appears
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every day through social events such as conversations, meetings, collec-
tive travelling, telephone conversations, mail correspondence, arguments,
queuing in cars, discussions and lectures. We are created as individuals
through social co-existence.

Apart from pointing out the importance of interactions and relations,
symbolic interactionism stresses the importance of the use of symbols in
social interaction. This is related to the idea of people as interpretative
human beings, creating meaning. Sociality is what distinguishes human
life, and a human being exists as a social creature. Social co-existence and
interaction are the bases of rather than the consequences of the existence
of separate individuals. Interaction — that is, an action which takes place
between human beings — connects one or several people by their mutually
interpreting an action, and by their response to these interpretations.
Charon (1998:153) describes interaction in the following way: ‘I act; you
consider my act, and you act; I consider your act, and I act; you consider my
act, and you act. This give-and-take process is what is meant by interaction.’

Consistent with symbolic interactionism, it is everyday interactions
between people that constitute the body of what we call the society, and it
is created and recreated by all of those interactions that take place every
day. Within symbolic interactionism, this is sometimes referred to as talk-
ing about society as consisting of co-actions, which are chains of actions,
where two or more people mutually interpret and adapt their actions to
each other (Blumer, 1969). Co-actions are going on all the time, which
keeps society constantly moving. Society is taking place all the time, over
and over again.

‘Everyday life is an interpreted life’ (Asplund, 2006:47; my translation).
Things, fellow beings and situations obtain their meaning and are defined
through peoples’ interpretations. By interacting with other people, we learn
what things mean and how the world is functioning. Our interpretations of
the world are the world, at least from a practical point of view. The world,
as we perceive it, is more important to our actions than how the world is
in itself. The meanings we give to things have tangible consequences for us,
because our interpretations of things and situations guide us when we act
and make decisions. What ‘really’ is the case is, in a way, less important for
how we manage situations; even an incorrect interpretation has practical
consequences.

Interpretations and definitions of objects and everyday situations, where
we happen to be, are not neutral or objective descriptions of how things
are and what they look like. All definitions of a situation are both political
as well as ethical, in the sense that every situation creates expectations for
how to behave in a specific situation and in its interactions (Heidegren &
Wisterfors, 2008).
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When we interact and co-act, we use symbols, and language is the
most common symbolic system which is used in human communication.
Other important symbols are signs, signals, pictures, body language, facial
expressions and objects. Interpretations of these symbols are important
activities in human social life; symbols do not speak for themselves. An
action which is not symbolic is a reflex response; a symbolic action is an
interpretation of an ongoing or a previous situation.

As said by Charon (1998), symbols are meaningful, which means that
they always refer to something else (N6th, 1990). A symbol is also social.
It is shared by people. The meaning of a symbol is defined by people
who interact and co-act with each other. There is no intrinsic, objective
meaning of a symbol, but its meaning is the result of agreements between
people who find themselves in a specific concrete context. A symbol is
consequently something which is shared by several people. A ‘private’
symbol which nobody understands is rather useless for communicating
with the outer world. Symbols are created and recreated daily by people
who interact and communicate.

Symbolic interactionism maintains a relational view of the world (Israel,
1979), which means that things and persons become meaningful only in
relation to other things and people. According to symbolic interactionism,
to understand the world means to understand how objects and people
relate to each other.

6.7 SOCIAL PHENOMENOLOGY

The Social Construction of Reality is a book written by Berger and
Luckmann (1981), which is dedicated to the philosopher and social
phenomenologist Alfred Schutz (1899-1959). The discussion in the book
is about everyday reality (‘life world’) as a reality which is collective, but
which is produced and reproduced by individual actors together with other
actors, that is, developed and confirmed interactively. Reality is not ‘objec-
tive’ in the sense of constituting an entity independent of man. Instead it is
‘objectified’; that is, it is seen and treated as objective, even though it is not.

Reality is developed and sustained by processes, which are intimately
interconnected in a dialectic fashion. That process by which we create
our own experience is called subjectification. This process is intentionally
directed and leads to the idea that humans are a subjectified reality. When,
through our common language, we make these subjectified experiences
externally available, we talk about externalization. With externalization, we
create the surrounding reality and can therefore say that society is a human
result.
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That process by which an externalized human act might attain the
characteristic of objectivity is called objectification. Through objec-
tification, externalization loses its subjectively significant structure
and becomes a typification, that is, given an objectified significance
structure. Typification is related to our way of attaching various labels
and typical designations to — having different understanding of — people,
things and events around us. Examples of such typifications could be
‘refugee’, ‘entrepreneur’, ‘Englishman’, ‘souvenir’ or ‘networking’. We
expect, and then take for granted, that what is typified behaves or takes
place consistent with the understanding mediated by the typification.
The typification is not completely objectified until it has gone through
a process of institutionalization and legitimization. The process of
objectification constitutes the basis for the assumption that society is an
objectified reality.

The fourth and last of these processes in the socially constructed reality
is called internalization. This stands for taking over the world in which
others live. We are not born as members in this reality but become so via
internalization with its primary and secondary socialization phases. This is
the basis of the fourth assumption that humans are a social result.

Primary socialization, which takes place in childhood, is the most impor-
tant phase for a person’s development. Most of the ‘objective’ world that
is accepted by a child is imparted by others. Therefore, knowledge being
transferred becomes emotionally conditioned and identification becomes
a necessary prerequisite. Children, for instance, identify themselves with a
role or an attitude. It is in primary socialization that the first understanding
of reality is founded. Language becomes the most important internalizing
factor of primary socialization. Yet socialization is a continuous process
that does not end with the primary phase but continues throughout a
person’s entire life as secondary socialization.

Secondary socialization mainly encompasses the internalization of spe-
cific institutional sub-areas. The content of this internalization depends on
the complexity, the work specialization and the stage in life of a person.
In this phase, the learning of professional language and role-specific
knowledge associated with a person and what he or she is doing are often
necessary. The learning situations of the two socialization phases are dif-
ferent to the extent that the degree of anonymity is considerably higher in
the secondary phase. To summarize:

SUBJECTIFICATION => Humans are a subjectified reality
EXTERNALIZATION => Society is a human result
OBJECTIFICATION => Society is an objectified reality
INTERNALIZATION => Humans are a social result



Some methodological cornerstones 123

/  Humansare \
EXTERNALIZATION H a subjectified —— SUBJECTIFICATION

\ reality /
AT TSN -
7 N . Ve
/ Society is Y / Humans are )
a human a social
\ result ; \ result /
_7 @
/ Sometyl
OBJECTIFICATION —{ an objectified HINTERNALIZATION
\  reality /
\ - _ )

-~

Source:  Arbnor & Bjerke, 2009:150.

Figure 6.1 Social construction of reality

Just as we have described how reality is socially constructed in a society, we
can describe various organizations in the society. This means that we can
talk about the socially constructed reality, say, of an entrepreneurial venture
and can follow its construction using the four processes just mentioned. It is
only a question of levels in the social order — a venture is only a small piece
of the total social fabric. The development and self-movement of socially
constructed reality at any level in the society is illustrated in Figure 6.1.

In the development and self-moving construction just described, the
actors in the society construct their finite provinces of meaning which then
reflect simultaneously both what is subjectified (personal) and what is
objectified (common). The common set that emerges when all the finite
provinces of meaning are combined in a society or any of its organizations
constitutes the objectified reality for that aggregate. This is the reality in
which we all live our daily lives as members of society. It is always there
before us, its total existence is rarely or never in doubt, and only minor
aspects of it are sometimes questioned. This objectified reality is what we
call everyday reality (see Figure 6.2).
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Figure 6.2 Social dialectics and everyday reality

6.8 SYMBOLIC INTERACTIONISM OR SOCIAL
PHENOMENOLOGY?

There is a ‘hard’ and a ‘soft’ version of social constructionism. The hard
version is ethnomethodology, which focuses on micro processes (of which
practically all are taken for granted and of which we are — in practice —
unconscious), which make it possible for the life world to emerge and to
be maintained at all. The soft version is symbolic interactionism and / or
social phenomenology, which focus on how our life world (our everyday
world) is constantly produced and reproduced by actors who are part
of it. Both versions look at social reality as the only reality, which is
developed interactively between us. Social phenomenology stresses more
than symbolic interactionism that people carry language typifications
to every social situation (which emerge, develop and, to a large extent,
are confirmed in interactions between people) and that people (most of
the time unconsciously) play with narratives and stories of self, what we
could call interpretative schemes (another name could be social intercourse
scripts), in which they place themselves in every specific situation. Which
interpretative scheme they use depends on their intentionality at that place
and at that time (intentionality means, consequently, to be controlled by a
specific interpretative scheme). It is possible for an outsider, for instance a
researcher, to interpret a specific social situation by extracting the pictures
and typifications, by which the participants orientate themselves — which
they may modify and, at least partly, clarify for themselves as well as for
their environment — together with the interpretative scheme, which they
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Figure 6.3  Different degree of retrospectivity between social
constructionistic approaches

externalize at that situation. I find it interesting to interpret entrepreneurs
consistently with the social phenomenological approach in the light of that
interpretative scheme by which they live — as entrepreneurs!

The scientific backgrounds to the two alternatives of marketing for
entrepreneurs which are used in this book, which are rationalism and social
phenomenology, can also be interpreted as separating (which I do) between
explaining and understanding. I look at these two concepts later in this
chapter. Furthermore, it is so, that interviews are common in the rational
managerial alternative for entrepreneurs’ marketing, while dialogue is a
central concept within the social phenomenological alternative. A discus-
sion about the concepts of interviews and dialogues ends this chapter.

To summarize, it is possible to see three alternative ways to use social
constructionism, which are:

— ethnomethodology
— social phenomenology
— social interactionism.

These three have similarities (including a basic common view of the
construction of reality as social), but differences between the three can be
expressed in their degree of retrospectivity (Figure 6.3).

Ethnomethodology is concerned with unconsidered and unquestioned
background expectations and implicit rules that govern action in the life
world. Its method is to focus on micro processes which make it possible for
the life world to develop and to be maintained. Ethnomethodology has been
criticized for studying the consequences of our everyday conventions,
while ignoring the sources of these conventions:

Ethnomethodologists forget to bring into their analysis the fact that ambiguity
in human societies is partly eliminated by a whole range of tools, rules, walls and
things, of which they just analyse some. (Latour 1998:18-19; my translation)

Ethnomethodology never asks the central question: which are the supraindi-
vidual structures that shape the actors’ behavioural dispositions? (Alvesson &
Skoldberg, 2000:43)
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Ethnomethodology has been called ‘the science of sense-making’
(Gephart, 1993). Symbolic interactionism could be called social sense-
making. Sense-making is conceptualized as the reciprocal interaction of
seeking information and constructing meaning with action (Weick, 1995).
Created meaning influences action. Reciprocally, action influences the
meaning given to an action. One may conceptualize action as meaningful
behaviour (Sanner, 1997).

Sense-making can provide special insights into uncertain and ambigu-
ous situations, for example, when taking on a new and innovative activity
related to an entrepreneurial venture. It is important for an entrepreneur
to enact possibilities, and not be restricted by fixed ideas or definitions of
what the situation is all about. The environment can be acted upon to widen
these possibilities for an activity and include other actors. A broad network
widens the environment through social constructions and then enlarges the
room to act. Developing a problem to a possibility can be achieved through
an entrepreneurial sense-making of reality (Sanner, 1997).

Sense-making concerns the future but tends to be retrospective. When
people think of future actions, they think of similar actions they have
already taken to anticipate and make sense of the consequences of the
former (Gartner et al., 1992). One could say that ‘they use the meaning
they place in experience of their everyday life’ (Schutz, 1967:73) as an
interpretative scheme for their actions. We could also say that they, often
unconsciously, act consistently with a social intercourse script, or if we put it
differently, that they enact a narrative. Somebody might enact the narrative
‘I will present myself as an unconcerned person’ or ‘incredibly experienced
in relating to the opposite sex’. An entrepreneur might enact the narrative
‘I have been around before’ or ‘I know what I am doing’.

Interpretative schemes, which we often take for granted (although with-
out being able to tell somebody else their full content), make it possible for
us to ‘recognize’, ‘interpret’ and ‘negotiate’ even strange and unanticipated
situations and thus continue confirming and reconfirming meaning in
interaction with others (Ranson et al., 1980). But these schemes also work
as blinkers in a situation which should be looked at as new.

Sense-making, however, is more than a process of recalling existing
interpretative schemes or playing out old narratives. If that were not true,
no new learning could take place (Gioia, 1986). Instead, sense-making and
construction of meaning involve associating new experience with existing
knowledge, sometimes modifying existing schemes, scripts and narratives
to incorporate new knowledge and, even if infrequently, dramatically
restructuring existing knowledge or creating new knowledge by using
intuition and revelation (Bartunek, 1984).

My choice in this book is social phenomenology. I am using symbolic
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interactionism with the addition that our experience of the world is directed
by intentionality in a kind of natural attitude, where we take for granted
that our (social) world is built up by assumptions of groups of event in our
language, so-called typifications, assumptions which are rarely questioned,
and which can also be controlled by social intercourse scripts (interpretative
schemes), the content of which is influenced by our ambitions, in the case
of this book being an entrepreneur. However, our typifications as well as
our schemes, apart from being confirmed in social situations, can also be
modified and changed through so-called language development.

I have mentioned a few times that I am presenting two alternative
approaches of marketing for entrepreneurs in this book, of which one
is the rational approach and the other social phenomenological. It will
become clear that the former is naturally associated with ‘explaining’ and
with ‘interviews’, while the latter with “‘understanding’ and ‘dialogues’.

6.9 EXPLAINING AND UNDERSTANDING

To claim a clear difference between ‘explaining’ and ‘understanding’ may
seem of little interest to some. However, it has become customary, though
by no means universal, to distinguish between trying to build a picture of
events and a picture of acts. It is suggested that the term ‘understanding’,
in contrast to ‘explaining’, ought to be reserved for the latter.

Since the inception of the disciplines of social sciences, lines of contro-
versy have been drawn between those who do and those who do not make a
principal distinction between two presumed alternative modes of thought,
which are the natural sciences and social sciences. Theorists rejecting any
fundamental distinction between those modes could be called explainists.
They assume that the methods which have proved their unparalleled value
in the analysis of the physical world are applicable to the materials of the
social sciences, and that while these methods may have to be adapted to a
special subject matter, the logic of explanation in natural and social sciences
is the same. Theorists who draw a distinction between ‘understanding’ and
‘explaining’ could be called understandists or anti-explainists. The critical
element in anti-explainism is the insistence that the methods of natural sci-
ences, however modified, are intrinsically inadequate to the subject matter
of social sciences; in the physical world man’s knowledge is external and
empirical, while social sciences are concerned with interpretations and with
various kinds of experience.

Many methodological and theoretical discourses within social sciences
since the late nineteenth century have concerned modes of thought of
‘understanding’ and ‘explaining’. These discussions reached a high point
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in the period before the First World War, and they have been part of social
sciences ever since.

The controversy between explaining and understanding is deeply rooted
in Western thought. In its most elementary sense it is based on a presumed
intrinsic difference between mind and all that is non-mind. The contro-
versy cannot be eliminated by choosing between explaining and under-
standing because, basically, they cannot be compared (just as different
paradigms cannot). Most explainists, for instance, claim that everything,
in the physical world as well as in the human world, can be explained, at
least in principle; while understandists claim that understanding is only
for humans. Furthermore, there is no third neutral position where you
can choose between explaining and understanding in a business-like and
impartial way. One must ‘choose’ at the same time as, by necessity, being
positioned in either the explaining or the understanding camp. Which is
really no choice at all!

To summarize, the explaining movement can be characterized by the
three following statements relating to social sciences (Bjerke, 1989):

1. Explanations produced by social sciences should be of the same type
as natural sciences explanations, which are statements of conformity
to law expressed in the form ‘A leads to B’.

2. Social sciences should, as far as possible, use the same type of methods
as natural sciences as far as constructing and testing these explana-
tions are concerned.

3. Ideologies, myths and metaphysics have an extra-scientific content.

There are explanations of different kinds: (1) deductive-nomological
explanations: a consequence of a general law; (2) statistical explanations:
a consequence of a statistical law; (3) causal explanations: as an effect of
causes; (4) dispositional explanations: an event has a disposition to happen;
(5) motivational explanations: based on motives or purposes.

My preferred way of looking at explanations in this book is close
to (3) and (5) above, which are causal (‘due to’-explanations) and / or
motivational explanations (also called teleological explanations — ‘in order
to’-explanations). This leads to my choice of managerial thinking as one of
the two versions for discussing marketing for entrepreneurs.

No one today claims that only natural sciences should aim for explana-
tions and that only social sciences should aim for understanding. In
practice, attempts at both are made in both areas.
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6.10 FURTHER EXPLORATION OF
UNDERSTANDING

Many researchers are conscious of and accept the differences between the
two approaches of explaining and understanding, although in everyday
usage it is harder to distinguish between the two. While it seems relatively
clear that ‘explain’ means, by and large, to figure out the external circum-
stances around what has happened or what is happening, there is, however,
a wide variety of opinions as to what we could mean by ‘understand’; for
example, ‘to understand’ means to:

find out more details

access subjective opinions

build a picture of the larger context in which a phenomenon is placed
build a picture of relevant circumstances which have taken place
earlier in a specific situation.

To me, none of these equates to understanding; they are each just more
detailed, more circumstantial or deeper aspects of explanations. As I see it,
one crucial difference between explaining and understanding, as far as the role
played by theinvolved language is concerned, is that explanation sees language
as depicting reality and understanding sees language as constituting reality.

Thus, explainists:

o look for factual (objective and/or subjective) data and use a depict-
ing language,

o want to find causal or teleological relations, and

o Dbuild models

while understandists:

o deny that factual and depicting data exist (at least in the human
world),

e want to look for actors’ view on meaning, importance and sig-
nificance and use a constituting and forming (even performing)
language, and

e produce interpretations.

In this, models are deliberately simplified pictures of factual reality
while interpretations are deliberately problematized pictures of socially
constructed reality. It is natural for explainists to build models and for
understandists to produce interpretations (Table 6.1 offers a summary).
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Table 6.1 Explaining and understanding — a summary

Explanation Understanding

Uses a depicting language Uses a constituting language
Believes in a circumstantial world Believes in a meaningful world
Sees reacting human beings Sees acting human beings

Aims to depict a naturally complicated Aims to problematize a social-

reality in models; that is, to come
up with patterns of causally- or
motivationally-bound reality by
finding out the most crucial external

constructively simplified reality by
using interpretations; that is, to
construct pictures which contain that
meaning which is seen and believed

circumstances in such a situation and
neglecting those circumstances which
are of less importance

by people in a situation, which,
furthermore, provide openings for
further construction of social reality

Understanding is only of interest:

e when studying human beings
e Dbetween human beings.

‘It is possible to explain human behaviour. We do not try to understand
an area of low pressure because it has no meaning. On the other hand, we
try to understand human beings because they are of the same kind as we
are’ (Liedman, 2002:280; my translation). Bauman (1978) distinguishes
between various kinds of understanding consistent with the theoretical
ground on which it rests:

1. Understanding as the work of history (Marx, Weber, Mannheim).

2. Understanding as the work of reason (Husserl, Parsons).

3. Understanding as the work of life (Heidegger, from Schutz to eth-
nomethodology).

My way of looking at understanding in this book corresponds mainly to
points (2) and (3) above, which leads to my choice of social construction-
ism as the second of two versions to discuss marketing for entrepreneurs.

In short, understanding to me means an insight into the meaning with
(the purpose of) an act (meaning can never be quantified, nor reduced
to any form of nature). Understanding to my mind calls for accepting
that human beings are steered by intentionality. This is a concept which
was developed by the founder of modern phenomenology, the German
philosopher Husserl (1859-1938), who picked up the concept from one of
his teachers, the German-Austrian philosopher and psychologist Brentano
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(1838-1917). Like Brentano, Husserl claimed that all acts are governed by
intentionality, that is, they are directed at an object in the wide sense of
the term and they are always performed in a context. Our consciousness
is permeated by our intentionality. We are always stretching ourselves,
shaping what we perceive by using our intentionality (Bjerke, 1989).

A further distinction between understandists and explainists is that the
former see no specific virtue in quantitative measures; they claim, as just
mentioned, that meaning cannot be quantified!

The interpretation of the meanings of actions, practices, and cultural objects is
an extremely difficult and complicated enterprise. In order to know the meaning
of certain overt movements, interpreters must understand the beliefs, desires,
and intentions of the particular people involved. But in order to understand
these, they must know the vocabulary in terms of which they are expressed,
and this in turn requires that they know the social rules and conventions which
specify what a certain movement or object counts as. Moreover, in order to
grasp these particular rules, they also have to know the set of institutional
practices of which they are a part, and how these are related to other practices
of the society. Nor can interpreters stop here. The conventions and institutions
of a social group presuppose a set of fundamental conceptualizations or basic
assumptions regarding humanity, nature, and society. These basic conceptual-
izations might be called the ‘constitutive meanings of a form of life’, for they are
the basic ideas of notions in terms of which the meanings of specific practices
and schemes of activity must be analyzed. (Fay, 1996:115)

But Bauman (1978) asks how much one has to interpret in order to
understand. He claims that one can say, for instance, that there is a dif-
ference in kind between those laws governing the objects of nature and
the rules influencing human beings. The distinctive character of rules are
meant to be grounded in certain psychological events which take place in
the minds of people; nothing of a similar nature can be predicted upon
natural phenomena.

This, indeed, seems like a valid argument, and for which we are prepared
by the whole of our daily thinking and acting. Whenever we do not grasp
‘directly’ the meaning of other people’s action, whenever we need to inter-
pret action, we rely on concepts such as ‘he wants to imply’, ‘she intends’,
‘he wants me to believe that’ and so on — all referring the meaning of what
has been said or done to mental processes of one kind or another. This
we do only in the case of human action. We would certainly object to an
attempt to describe the function of a machine in the same terms.

However, two very different things are confused here (Bauman, 1978).
One is a statement of fact: no machine can write a book of Nobel Prize
quality. The second, however, is a statement of interpretation: it is pos-
sible for a human being to write a book of Nobel Prize quality because
of thought and emotions felt. Human action is unique because of the
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ability to make suppositions, to interpret the action of other humans via
these suppositions, and to question the action of others on the same basis.
‘Understanding’ other humans’ action, as against merely ‘explaining’ the
conduct of inanimate objects, means ultimately extrapolating the method
we use to account for our own action onto our accounts of the action of
other objects whom we recognize as human. Recognizing them as humans,
and extrapolating the method, mean in fact the same thing. Thus, perceiv-
ing an object as a human one boils down to assuming that the object has
its own ‘inner reality’ structured in the same way as ours.

But now comes the crucial question: Do we really need to know what is
going on in somebody else’s head in order to understand them?

Do we in fact need insight into the psychical process in the mind of the actor
in order to understand his behaviour? Do we actually reconstruct this mental
process when engaged in the effort of understanding? It is true that we nor-
mally refer to such mental processes when accounting for our interpretation.
We articulate our version of other people’s conduct in terms like ‘he thinks
that’, ‘he does not like it’, ‘he does not wish’, ‘he wanted to’, ‘what he meant
was’, etc., all implying that we have penetrated the ‘inside’ of our partner’s
mind and found the meaning of his behaviour there. The question is, however,
whether these are only the terms which we use to couch our interpretation,
or whether they are a true expression of what we have actually done. As a
matter of fact we do not know what ‘they think’, ‘intend’, ‘mean’. Or, at
least, we do not know it in the same way as we know our own thinking,
intending meaning. What we know is only their action, the sentences they
utter, the prosodic features which accompany their speech, the ‘paralinguistic’
aspects of their behaviour. All these refer to what we can see or hear. When
we speak of their thinking, intending meaning, we do not refer to what we
see or hear, but to the manner in which we interpret what we see or hear.
This common-sense-grounded manner of speech is regrettable, as it beclouds
rather than reveals the true nature of understanding. It suggests that the
activity of understanding needs what in actual fact it can well (and must) do
without — knowing something which is essentially ‘unknowable’. (Bauman,
1978:213-14)

So, when we interpret and try to understand other human beings, we do
not need to have extrasensory, insightful or emphatic characteristics. It is
enough to understand how to recognize oneself, that is, to have some cul-
tural aspect in common with the other person (otherwise an understanding
would not be possible at all). Furthermore, to understand what the other
person means when he or she makes a specific remark, we do not need to
enter the other person’s consciousness. We ‘only’ need to agree with the
other person about where and how this remark can be used, to know the
‘language game’ so to say.

That social phenomenological alternative (unlike the managerial alterna-
tive) of marketing for entrepreneurs, asserts that there is a good chance of
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succeeding if the entrepreneur is better in understanding the customer. One
necessity in that case is to use dialogues instead of interviews.

6.11 INTERVIEWS AND DIALOGUES

There are differences between managerial and social phenomenological
activities (say in marketing for entrepreneurs) in terms of using interviews
or dialogues. Let us clarify some general differences between the two. A
more detailed discussion can be found in Bjerke (2007).

The fact that interviews and dialogues are proven to be important in
social science studies today is demonstrated by the fact that 90% of all
studies are estimated to use face-to-face research of some kind (Briggs,
1986). Face-to-face research is the window of the world for the researcher
(Hyman et al., 1975), but it is not always easy to use it well. Research
face-to-face consists of encounters of a special kind: in a way, they mean
meetings in everyday life, but with a research purpose relating to at least
one of the participants (Curran & Blackburn, 2001).

The main purpose of an interview is to collect factual data of an objec-
tive and / or a subjective kind and, based on this data, try to describe and
possibly explain factual reality. Objective data means true answers to ques-
tions of the type, ‘How many employees do you have?’, “When did you last
do your shopping here?’; the answers are not, when the question is asked,
supposed to be dependent on any subjective whim, and the correctness of
them could, in principle, be validated from sources other than from the
respondent in the interview. Subjective (but still factual) describes answers
to questions like: “What is your opinion about . ..?” or “‘What motivated
you to visit this shop?” Data from subjective reality could be called private
and cannot, unlike objective data, be validated from other sources of
information.

The ambition of an interview is to create a true picture of part of objec-
tive and/or subjective — but nevertheless factual — reality. One important
task for the interviewer is to avoid the interviewer effect, that is, to influ-
ence the answer in any direction. A possible metaphor is to ‘draw a map’
when looking for objective data and to ‘fish” when looking for subjective
data.

Some commentators see some problems with interviews:

[There are] dilemmas facing interview researchers concerning what to make
of their data. On the one hand, positivists have as a goal the creation of the
‘pure’ interview — enacted in a sterilized context, in such a way that it comes
as close as possible to providing a ‘mirror reflection’ of the reality that exists
in the social world. This position has been thoroughly critiqued over the years
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in terms of both its feasibility and its desirability. On the other hand, . . . social
constructionists suggest that ... the interview is ... an interaction between
the interviewer and the interview subject in which both participants create and
construct narrative versions of the social world. (Miller & Glassner, 1997:99)

From a more traditional standpoint, the objectivity of truth of interview
responses might be assessed in terms of reliability, the extent to which ques-
tioning yields the same answers whenever and wherever it is carried out, and
validity, that is, the extent to which inquiry yield the ‘correct’ answers. . . . When
the interview is seen as dynamic, meaning-making occasion, however, different
criteria apply. The focus is on how meaning is constructed, the circumstances
of construction, and the meaningful linkages that are made for the occasion.
(Holstein & Gubrium, 1997:117)

The alternative to an interview is a dialogue. The main purpose of a dia-
logue (which is radically different from an interview) is to try to understand
the meaning in other people’s language and cultural worlds. The way I look
at it, understanding is not based on objective and/or subjective facts but on
objectified and / or subjectified ideas (symbolic or typified language cat-
egories which are treated as objective and / or subjective, but without being
so). Nor are they factual, but socially constructed (partly dependent upon
and possibly created in the very dialogue itself). Compared with referring
to interviews as drawing maps or fishing, it is possible, as a metaphor again,
to refer to a dialogue as the functioning of an author.

The interplay of questions and answers in a dialogue is close to what we
might call an ‘honest question’. To ask an honest question, you have to
know that you don’t know. And when you know that you don’t know, you
don’t use a direct method, because that implies that you only want to know
something more thoroughly in the way you already know it. (Arbnor &
Bjerke, 2009:136)

Some questions related to interviews are:

® [Interview planning. Most interviews are planned in one or several of
the following aspects (Carson et al., 2001):
The overall objective with the interview should be formulated.
— An interview guide should be written, if other people are helping
with the interviews.
— One should be clear about what subject area they want to clarify
in the interview.
® When does an interview start? There are several opinions about the
answer to this question (Emory, 1985; Carson et al., 2001):
—  When the interviewer feels that the respondent is ready.
—  When the interviewer has identified him- or herself as an inter-
viewer and presented the purpose of the interview.
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—  When, as an interviewer, we feel that the respondent wants to
participate as a respondent, possibly by accepting that the inter-
view will be recorded.

—  When all parties understand which degree of confidentiality and
anonymity is to prevail.

® Bases for a successful interview (Emory, 1985):

— The information looked for by the respondent should be
accessible.

— The respondent understands his or her role, that is, as a reporter
of factual information.

— The respondent should be motivated enough to participate
constructively.

® What characterizes ‘good questions’ (Johansson Lindfors, 1993):

— The questions are simply and clearly formulated.

— Questions should not contain negations.

— Questions should not be leading in any way.

— A question should not contain more than one aspect at a time.

® Reliability and validity? In relations with interviews, questions con-
cerning reliability and validity are commonly asked. Reliability
means that those answers we receive do not depend on the circum-
stances around the interview. Validity means to be told the truth.

Some questions related to dialogues are:

® Are dialogues more of an art than a science? In a dialogue, the social
context is a decisive factor to understand the data that we receive as
researchers. In a dialogue, it is important to understand both /ow
things are said as to understand what is said. Interpretations must

therefore always be done by the researcher when taking part in a

dialogue. We could ask whether these can be done scientifically or

not. This question is not easy to answer. However, two comments
could be made:

1. That dialogue which takes place in a dialogue does not start
from scratch. Much of it is confirmation of meaning, that is, a
confirmation of what the participants brought with them when
they entered the dialogue. The researchers also have ‘interpreta-
tive baggage’ when they enter.

2. There is never an interpretation which is generally better than
another. Nobody has interpretative precedence over others in
a dialogue. The researcher’s interpretation could be as good
as any, if he or she is aware of the ground on which his or her
interpretation is based.
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How active should a researcher be in a dialogue? For researchers to
achieve something when participating in a dialogue, they should be
well prepared in the meaning that they should have a good knowledge
of what is to be discussed. Furthermore, dialogues often develop over
several occasions. But, apart from this, how active a researcher should
be must be decided from case to case. As a minimum, we should
require that the researcher understands the forms related to the
research settings in question as well as their content. “The objective
is not to dictate interpretation, but to provide an environment con-
ducive to the production of the range and complexity of meanings
that address relevant issues, and not to be confined by predetermined
agendas’ (Holstein & Gubrium, 1997:123). One could say that the
researchers in a dialogue should use the social process as much as pos-
sible (they cannot escape from this process) without dominating it.

What characterizes a skilful researcher in a dialogue? Some possible

requirements for researchers to be successful in participating in a

dlalogue are that they should be:

Knowledgeable. To have a good knowledge of the subject which
the dialogue is about, without trying to show off.

— Clear. To talk a simple, distinct and understandable everyday
language, not using academic language or professional jargon.

— Sensitive. To be an active listener, to hear the nuances which are
brought up and try to probe deeper into those nuances which
seem important; to listen to emotional messages and to note
what is said.

— Critical. Not to take what is said for granted but to ask critical
questions in order to move on.

— Remembering. To remember what is said at different stages
of the dialogue, partly not to repeat themselves but also to be
able to relate the different stages to each other to develop them
further as the dialogue continues.

Are there any limits to a dialogue? There are several aspects of a

dialogue which researchers should keep in mind (Silverman, 1993):

— There is no absolute freedom. Social control also takes place in
a dialogue. Realizing how this control takes place is part of the
interpretation of the results of the dialogue.

— It is difficult to avoid the tendency, as researchers, to believe that
we have ‘the answers’ before they are given. It is naturally human
(even for researchers) to make a pre-interpretation of situations
in which they become involved. It may therefore be difficult to
separate what has been taken for granted from what has been
brought up as unique information in a dialogue.
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— It is difficult to interpret the interaction form and its content at
the same time.

One may ask which type of face-to-face research is best. This is not
possible to answer in general terms. It all depends on:

e the basic presumptions behind the research, in terms of the theory
of science on which it is based
e the purpose behind the research.

The two groups of research face-to-face that have been discussed here,
which are interviews and dialogues, as based on critically different and
incompatible assumptions. An impartial choice between the two is impos-
sible. There is no neutral position to take.

As mentioned earlier, it is natural to associate rational marketing with
interviews and constructionist marketing with dialogues.



7. Entrepreneurial startups

7.1 INTRODUCTION

This chapter discusses different kinds of entrepreneurial startups. First, there
is a distinction made between rational and bricoleurial startups; secondly,
between startups for business entrepreneurs (as independent units and as
intrapreneurial ones) and for social entrepreneurs. Finally, there is a detailed
review of four concepts, which are important in relation to the purpose behind
this book. The concepts are ‘market’, ‘customer’,’user’ and ‘value creation’.
After examining the distinctive aspects of marketing for entrepreneurs and
penetrating a fundamental phenomenon with which entrepreneurs’ market-
ing is associated over and above what I have done already in terms of net-
working, I present some general fundamental (common as well as separate)
principles behind the two alternative ways in which entrepreneurs can market
themselves in my opinion, i.e., the managerial and the social phenomenologi-
cal methods. The rest of this book is based on these principles.

7.2 RATIONAL AND BRICOLEURIAL THINKING

The anthropologist Lévi-Strauss (1966) separates two kinds of thinking
from each other. One is associated with what he refers to as ‘the rational
engineer’ and the other with ‘the natural bricoleur’. The engineer tries to
make his or her way with existing resources and, if needed, from what he or
she can acquire in a professional network or buy / lease elsewhere, while the
bricoleur has an inclination to make do with what he or she has alone and
can get from other actors in his or her naturally existing network.

To behave rationally in an entrepreneurial case is to behave logically
and consistently, considering those objectives and / or those means that
exist and which you know that you can obtain (Stevenson & Jarillo, 1990;
Sarasvathy, 2001). To act bricoleurially in the entrepreneurial case is to act
naturally, considering your own talents and experience and in dialogues
with friends, relatives and other contacts extend your citizen capital to
widen your natural approach to various problems in your field of interest.

The word bricoleur (as well as entrepreneur) comes from French. In the

138
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old sense, the verb ‘bricoler’ applied to some external, natural movements,
for instance, a ball rebounding, a dog straying or a horse swerving from its
direct course to avoid an obstacle. In our time, a ‘bricoleur’ is someone who
works naturally, almost instinctively without too much thinking, similarly
to how a craftsperson works. This is unlike an engineer who rationally
executes his or her profession, based on formal knowledge acquired, for
instance by attending a professional school (Lévi-Strauss, 1966:16-17).

The bricoleur has no precise equivalent outside French. It describes a
person who undertakes odd jobs and is a Jack-of-all-trades and professional
do-it-yourself man or woman, but as Lévi-Strauss makes clear, this is a
person of different standing from an ‘odd job man or woman’ or handy
person. The bricoleur has a variety of skills, which, even if they are many,
still are limited, due to the practical learning and experiences acquired in
life. The engineer, on the other hand, acquires those skills and means that
are necessary (for instance, by buying, cooperating with somebody else or
hiring) to fulfil the purposes behind a project that he or she has taken on. In
principle, there are as many skills and means available or acquirable as there
are projects for an engineer. The skills and means of a bricoleur, on the other
hand, cannot be defined in terms of a single project. The bricoleur collects
skills and means to improve his or her own life, consistent with the principle
that ‘they may always come to be of some use’ (Lévi-Strauss, 1966:18); i.e.,
without having one or several projects in mind, because, the way he or she
looks at things, a bricoleur never knows exactly beforehand which type of
projects he or she may become interested in. Nor does a bricoleur know, for
natural reasons, to any larger extent how these projects will run and develop,
especially if he or she want to become an entrepreneur (that is, a genuinely
new development — and thereby unpredictable to some extent).

The engineer always tries to break free from limitations that exist at a
given place and time. The bricoleur, on the other hand, feels that this is not
always possible, but he or she may use a given context, place and time in a
clever (or at least natural) way instead of achieving what he or she wants.
The engineer chooses means from all directions rationally consistent with
the needs of a specific project. The bricoleur chooses projects in a natural
way, considering what skills and means he or she already has or could have
access to in existing social networks, and which consequently are at hand.
It is a big mistake, as stated by Lévi-Strauss (1966:21), however, to see
the bricoleur’s and the engineer’s thinking as stages of more learning or
acquiring better skills.

The importance of the relationships between a business venture and the
environment for the improvement of the venture has been discussed for a
long time. Penrose (1959) argued that firms which have very similar material
and human resource inputs may offer substantially different services to the
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market because of differences in their abilities to understand possible use
of various inputs. Open systems models started to be presented at about
the same time (Boulding, 1956), suggesting the need for organizations to
act differently in different environments. These open systems models were
later developed by Katz and Kahn (1978), and Scott (1998) among others.
However, none of these models provides any useful explanation of sow such
organization-specific processes take place or, above all, how organizations
can create something from seemingly nothing. Theories of bricolage do so.

Bricolage, creativity, improvisation and social learning often appear
tightly linked together. This differs from the traditional rational linear and
objective planning focus within a social context. Bricolage is an important
means of counteracting the tendency to enact limitations without testing
them. This suggests that a social phenomenological approach to resource
environments is sometimes more fruitful than objectivistic, factual, rational
views, which hold sway in much contemporary entrepreneurship research
(Baker et al., 2005) as well as in most contemporary marketing research
today. The social construction of resource environment involves reframing
or outright rejecting those definitions of resources that exist at present,
and is fundamental to the process of bricolage. This opens new areas
for entrepreneurship and marketing research by looking at networking
as a natural part of entrepreneurship and marketing. In the literature,
action faced with limited resources has been studied in terms of finance
(for example, bootstrapping) and, to some extent, in terms of non-linear
process design (Bhave, 1994). When defining resources at hand, we should
also include resources that are available very cheaply or for free, even if
others judge them to be useless or substandard; something which is rarely
done in rational entrepreneurship and marketing research but which is
done in bricolage theories. This also means that creating value through
bricolage does not depend on the Schumpeterian assumption that some
assets are withdrawn from one activity to be applied in another in order for
development to take place — what he refers to as creative destruction — nor
that business gain should be measured primarily by market share.

The bricoleurial version of entrepreneurship startups is particularly
useful when looking at social entrepreneurship, especially that version of
entrepreneurship which I refer to as public entrepreneurs (Chapter 10).

7.3 RATIONAL AND BRICOLEURIAL
ENTREPRENEURIAL STARTUPS

The limited view of entrepreneurship tends to build rational models. This
has had the consequence when referring to starting entrepreneurial ven-
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GOALS STARTUP BEHAVIOUR

To exploit an
opportunity

To follow a rational road considering those
goals that have been stated

Figure 7.1 A goals-rational entrepreneurial startup

MEANS STARTUP BEHAVIOUR
To determine To follow a rational road considering those means that exist
what you and/or are possible to achieve
know and

what you can
do

Figure 7.2 A means-rational entrepreneurial startup

tures of talking about goals rationality (as causation) or means-rationality
(as effectuation) (Sarasvathy, 2001). Goals-rational entrepreneurial ven-
tures start with rather explicit goals and ambitions, and the entrepreneur
looks for alternative possibilities to fulfil these goals and ambitions. He
or she then chooses the means that seem to provide the chance to achieve
them.

A goals-rational person trusts his or her ability to forecast the future and
to be able to acquire the means which are necessary to achieve his or her
goals. Much of the limited view of entrepreneurship is based on this idea.
Those who take this position assert that ‘if I can forecast the future, I can
steer it’. Goals-rational entrepreneurial startups are illustrated in Figure
7.1.

Means-rational entrepreneurial ventures are steered not so much by
what the entrepreneur wants to achieve, as by those means that he or she
has and can acquire to become an entrepreneur. The venture starts by
determining these means. Those who take this position assert that ‘if I
can steer the future, I do not need to forecast it’. Means-rational entrepre-
neurial startups are illustrated in Figure 7.2.

Most business and social entrepreneurial startups, which take place
according the limited view on entrepreneurship, are probably best seen as
rational entrepreneurial startups. Other entrepreneurial startups, i.e., those
which take place consistent with the more extended view on entrepreneur-
ship, should preferably be looked at as bricoleurial, which means that
something new is created by involving other actors in a process, where
existing resources are transformed (Garud et al., 1998; Baker & Nelson,
2005). Bricolage is sometimes described as ‘making do with what is at
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WISH STARTUP ACTIONS

- Testing limitations which are taken for granted
- Improvising

- Playing with what is at hand

- Trying, modifying, accepting or rejecting

I wish to improve on
a situation

Figure 7.3 A bricoleurial entrepreneurial startup

hand — at least to start with’ (Lévi-Strauss, 1966:16-17; Miner et al., 2001;
Weick, 1993). Bricolage is illustrated in Figure 7.3.

Kickul et al. (2010:232) describe bricolage as a set of actions ‘driven by
the pursuit of existing and often scarce resources that can be recombined
to create novel and interesting solutions of value that affect their respective
markets’. The concept of bricolage can help us understand how some
emerging entreprencurial ventures embrace challenges under conditions of
tight resource constraints.

Rational models for how new entreprencurial ventures begin look
at the economic return that aspiring entrepreneurs expect. Bricolage
focuses instead on more natural prosocial actions of entrepreneurs whose
environments are typically resource-constrained and essentially present
new challenges without providing new resources. Bricolage is often about
exploiting physical, institutional, social or other inputs that other firms
reject or ignore. Realizing greater impact through innovation may then
depend on the extent to which entrepreneurs can apply and combine the
resources they already have to attack new problems and possibilities (Baker
& Nelson, 2005).

It may seem that means-rationality and bricolage are the same, but
there are several differences. The basic distinction between the two is that
means-rationality is based on rational epistemology (goals-rationality is
also based on this), while bricolage is based on social constructional epis-
temology. In more practical terms, the following differences exist between
means-rationality and bricolage:

e Means-rationality attempts to provide a more correct picture of
how business startups take place by explaining them generally,
using models; bricolage attempts to understand business startups
by interpreting entrepreneurs as agents more specifically in social
constructions.

e To take an example, somebody who is means-rational might pre-
pare a meal using specified means, no matter when or where
the meal is to take place. A bricoleur might start earlier (that is,
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before having a specific meal in mind) by collecting things, which
he or she happens to come across and finds interesting due to an
inclination or orientation — it might be, for instance, an interesting
ingredient or recipe, which might come to some use at some time or
place.

A bricoleur can be very clever in improvising. To continue with the
example of preparing a meal, a bricoleur, who looks at his or her
situation not as factual but as something which can be constructed
socially and thereby questions what different possibilities and limita-
tions mean in a specific case, may use an ingredient in a clever way
where it has hardly been used before.

A model of a means-rational startup, whereby you know what
resources you have, is generally valid and not tied to any specific time
or place. A bricoleur, on the other hand, is bound to what is specified
in terms of time as well as place, and must keep in mind where and
when the event, in fact, is to take place.

To extend the cooking scenario, an example of how a bricoleur can
question apparent restrictions and who is ingenious as far as accom-
plishing a ‘mission’ is concerned (seemingly creating something out
of nothing) is to collect some flowers that are growing in the garden
at that specific time, which could be used as decorations (creating
raw material), or to ask the guests to come earlier and assist in
preparing the meal (creating labour).

In Figure 7.3, four bricoleurial startup actions are mentioned, which

are ‘testing limitations that are taken for granted’, ‘improvising’, ‘playing
with what is at hand’ and ‘trying, modifying, accepting or rejecting’.
Three comments can give a deeper understanding of what these actions
might mean:

1.

Lévi-Strauss (1966) observes that bricoleurs accumulate physical arte-
facts, skills or ideas on the principle that they (like a normal person)
may possibly come in handy, in contrast with ‘the engineer’, who
rather acquires resources in response to well-defined demands of a
specific project. The bricoleur regards their ‘collection’ as part of
a practical repertoire for dealing with challenging new situations in
life. Prior or existing results or elements of (own or others’) failures
are building materials for new challenges — a bricoleur does not build
something new on the ruins but wizh the ruins of the old regime. Above
all, existing citizen network contacts and the citizen capital they may
bring contain resources for new entrepreneurial ventures (Baker et al.,
2005).



144 Alternative marketing approaches for entrepreneurs

2. Bricolage can mean combining and reusing resources for different
applications from those for which they were originally intended
or used. System designers may ‘paste together a few components
into “something”, see how it looks, play with it, check if it works,
evaluate, modify or reject. This bricolage activity is not directed to any
specific solution or configuration in general because [no one] knows
in advance what the final configuration is going to be’ (Lanzara,
1999:337). Evolution is ‘always a matter of using the same elements,
or adjusting them, of altering here and there, of arranging various
combinations to produce new objects of increasing complexity. It is
always a matter of tinkering’ (Jacob, 1977:1164-5). Bricolage means
an ‘ingenious reconciliation of existing organizational mechanisms
and forms, picked according to subjective plans and interpretation’
(Ciborra, 1996:104).

3. Making do implies a bias towards action and active engagement with
problems, rather than lingering too much over questions of whether a
workable outcome can be created from what is at hand. It also means
by necessity a bias for testing received limitations. Many cases of bri-
colage are invoked during skilful acts of improvisation (Weick, 1993;
Miner et al., 2001).

Bricolage can often start in spite of possible resource limitations, and
most new entrepreneurial activities start small and local. Johnstone and
Lionais (2004:227-8) provide examples of bricolage among entrepreneurs
in so-called ‘depleted communities’, which succeed because of their local
connections (mentioned in Chapter 3).

Based on the idea that reality is regarded as a social construction, net-
working as part of bricolage becomes a matter of genuine co-construction
and co-creation, not just exchange of information (see section 7.9 later in
this chapter). Baker and Nelson (2005:349) give several examples of this
(Table 7.1).

Bricolage notions of making do and using whatever is at hand links with a
fundamental social shift of developing smart, sustainable, projects that are
integral to social change. This represents a shift from a consumption-based to
a conversation-based way of doing things better than through an improved
understanding of existing resources, their form, function, and fungibility,
thereby developing a more clever, creative means of developing goods and
services aligned with market needs. (Kickul et al., 2010:237)
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Table 7.1 Clever bricoleurial steps to generate ‘new’ resources

Environmental domain Description of bricoleurial activity

Inputs: physical By imbuing forgotten, discarded, worn or presumed
‘single-application’ materials with new user value,
bricolage turns valueless or even negatively valued
resources into valuable materials.

Inputs: labour By involving customers, suppliers and hangers-on
in providing work on projects, bricolage sometimes
creates labour inputs.

Inputs: skills By permitting and encouraging the use of amateur
and self-taught skills (electronics repair, soldering,
road work, etc.) that would otherwise go unapplied,
bricolage creates useful services.

Customers/markets By providing goods and services that would otherwise
be unavailable (housing, cars, billing system, etc.) to
customers (because of poverty, thriftiness, or lack of
availability), bricolage creates products and markets
where none existed.

Institutional and By refusing to enact limitations with regard to many

regulatory environments  ‘standards’ and regulations, and by actively trying
things in a variety of areas in which entrepreneurs
either do not know the rules or do not see them as
constraining, bricolage creates space to ‘get away with’
solutions that would otherwise be impermissible.

Source: Baker and Nelson, 2005:349.

7.4 INTRAPRENEURIAL STARTUPS

There are two classical models of how intrapreneurial activities (which are
entrepreneurial activities in existing business firms) arise, which seem to
function fairly well even today. The first is a proposal from the person who
first coined the term ‘intrapreneur’. Pinchot III (1985) suggests that an
intrapreneurial activity arises in four phases. These are:

1. The solo phase. In the beginning, the intrapreneur builds the vision by
and large on his or her own.

2. The network phase. When the basic idea is there, most intrapreneurs
can start to share it with some friends in their workplace and
with some trustworthy customers. From their reactions, they receive
opinions about the strengths and weaknesses of the concept. It is
surprisingly easy to get others to contribute with their knowledge. To
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be asked for an opinion implies that you are looked at as some kind of
expert.

The bootleg phase. As the network phase goes on, some people start
to work closer with the intrapreneur in more ways than just giving
encouragement and advice. Some kind of team is formed, but it still
works ‘underground’, maybe at the intrapreneur’s home or in some
neutral place.

The formal team phase. Increasingly, it becomes more of an intrapre-
neurial venture than just an idea with some individual(s) working with
it. A formal intrapreneurial team, which eventually is established by
the intrapreneur, is hopefully functionally complete, acting indepen-
dently and perhaps coming together in a commercialization later.

The second model of an intrapreneurial process which does not contradict
the first is provided by Kanter (1983), who suggests three stages. This second
proposal is not as individually orientated as the first one. The three stages are:

1.

Defining the project. Some principles are established here, as well as
suitable and possible procedures. This takes place by concentrating
on the task at hand. At this first stage, political as well as economical
information may be needed.

Building a coalition. What is required to put together a working team

and supporting networks can exist not only in the vertical and formal

sources within the hierarchy, but also from all possible directions
within the organization (sometimes even from outside).

Action. This third stage contains several major activities, which are:

a) Handle disturbances. The leader (the intrapreneur, that is) patrols
the borders of the project, so to say.

b) Keep momentum. Disturbances may come from outside as well as
from inside.

¢) New reformulations. It is a natural development in an intrapre-
neurial project that corrective arrangements have to made now
and then, which may mean making internal changes or adding
external components in order to handle new problems and new
tasks. It may also mean ending some sub-activities which turn out
to be less workable.

d) External communication. It may be critical that colleagues and
those who support the operations are updated on the project
and its ongoing results. When the project is finished, the results
must also be published not only within the company but also
among potential receivers. It is probably not until this change that
marketing is considered in a more formal format.
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These two proposals for starting intrapreneurial ventures look on the
surface as rather rational, but can, if penetrated further, also be looked at
in bricoleurial terms (this will be discussed further in Chapter 9).

7.5 SOCIAL ENTREPRENEURIAL STARTUPS

In terms of starting a venture, many social entrepreneurs are similar to
business entrepreneurs (one type is even a combination of the two). If so,
rational causation or effectuation models and bricoleurial thinking will
function as a basis for explanation and understanding of social startups as
well. Some social entrepreneurs are different enough, however, to deserve
their own outline. This can be provided as a sequence (Figure 7.4) or as a
circle (Figure 7.5).

Stage of
Development

Organizational
development

Type of skill
development

Type of trust
development

Source:

Figure 7.4  Life cycle of a social entrepreneurial operation
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/
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/ —
A---—7
’
’
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Security as a basis
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” Evaluation

_ A clear show

type of trust

Burns, 2011:95.
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Initial endowment

Further Physical\apital
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Source:  Adapted from Leadbeater, 1997.

Figure 7.5 The virtuous circle of citizen capital

The first proposal has been proposed by Burns (2011:95). It is presented in
Figure 7.4 and it is, as I look at is, rather self-explanatory.

The second one is based on Leadbeater (1997) and it is presented as a
virtuous circle (Figure 7.5).

Leadbeater’s idea about social entrepreneurship as the development of
citizen capital is that you already have access to such capital. The trick for
the entrepreneur is to lever this up to gain access to more resources, firstly
physical resources such as buildings, then financial capital to get the wheels
rolling, and finally human capital in order to deliver.

Organizational capital is generated when the project begins to reach its
goals and more resources are attracted. The resulting increase in coopera-
tion and trust, which is generated in a successful project, can lead to new
injections of citizen capital when the contact net and its contacts expand.

Both these proposals cover more of the entrepreneurial process than just
the startup phase (which is my primary interest). However, the outcome
of a social entrepreneurial venture is rarely about delivering a finished
tangible product to a customer in a market, but more often about a citizen
generating a service together with other citizens in an ongoing process,
where it is hard to see the end of its ‘development’ and start of the ‘delivery
of a finished product’. This makes it harder to identify a discrete startup
phase.

Public entrepreneurs are even more different from business entre-
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LOCAL COMMUNITIES

PUBLIC ENTREPRENEURS

LOCAL GOVERNMENT

PHILANTHROPIC SPONSORS
OR OTHER FINANCIERS

Figure 7.6 Public entrepreneurs as catalysts in a value star for vitalizing
public places with more citizenry

preneurs and social entrepreneurs of a business-like type. They are not
marketers, and they do not operate in a market in the normal sense of
these terms. They are catalysts in vitalizing (public) places. Founders
of museums, for example, are examples of public entrepreneurs: ‘Good
museums are a balanced combination of cultural [places] and social and
community [places]. Today, museums have become “social condensers”
for the community, almost taking the role churches once had. In an urban
setting, they can be a catalyst for the revitalization of a derelict part of the
city’ (Bouchard et al., 2016:92-3). Public entrepreneurial startups would
preferably be looked at as co-creation of ‘more citizenry’ in value stars
(see section 7.11.1 for more about ‘value stars’). Figure 7.6 illustrates one
such star.

There are four concepts, the interpretation of which is important to
understand differences between managerial marketing and social phenom-
enological marketing for entrepreneurs; that is, differences between my two
marketing alternatives in this book. The four concepts are:

market
customer

user, and
value creation.
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7.6 THE CONCEPT OF ‘MARKET’

This book is about marketing for entrepreneurs. Marketing implies that
there is a market — or, at least, a conception that there is a market, because
marketing means to ‘cultivate’ a market (Frankelius et al., 2015) — to bring
something to a market. But what is a market, who is a customer and / or a
user of what is brought to the market, and why? Let us discuss this ques-
tion one step at a time.

The concept of a market is not so easy to grasp as we may think. We
might believe that our lives are full of markets, and that we are clear
about what a market really means, how it functions and what are its basic
assumptions.

In the traditional (and dominant) approach of marketing, that is,
managerial marketing (which, as we know, is one of the two alternatives of
marketing for entrepreneurs discussed in this book), a market is normally
seen as a space (the concepts of ‘place’ and ‘space’ have been discussed in
section 3.7). This is based on two assumptions (Svensson & Ostberg, 2016):

® A market is something to work against, study, cover, analyse and
cultivate as a mental conception.

e Exchange, price negotiations and agreements are actions between
people having some common interests, rather than something that
takes place in a tangible and physical place or creating a market as
a place.

Markets might be referred to as (physical) places where goods, services
and production factors are traded; for example, market squares, places for
exchange of shares or currencies, galleries etc. This is also related to the
origin of the concept. The Latin word mercatus means trade as well as the
place where trade takes place (Aspers, 2011).

But markets today typically do not refer to physical locations:

Markets need not be physical locations, where buyers and sellers interact. With
modern communication and transportation, a merchant can easily advertise
a product on the Internet or a late evening television programme, take orders
from thousands of customers over the phone or online, and mail the goods to
the buyers on the following day, without having had any physical contact with
them. (Kotler et al., 2008:13)

In fact, in managerial marketing, physical places are normally not even
referred to at all. A market means most often the total amount of money
spent on some specific product during, say, one year in Europe (Frankelius
et al., 2015:52). The concept of a market is then simply, ‘where the price
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is determined in interaction between the two parties of buyers and sellers’
(Eklund, 2010:339; my translation). This view of market lies behind Kotler
et al. (2008:13)’s definition: “We define marketing management as the art
and science of choosing target markets and building profitable relation-
ships with them.’

So, the concept of marketing means choosing markets and building
strong relationships with those markets which have the highest profit
potential, without pointing at some physical place, such as women between
thirty and fifty years of age, the tourist market, or the market for I-phones.
In other words, in managerial market,

a market is a set of actual and potential buyers of marketing offering. These
buyers share a particular need or want that can be satisfied through exchanges
and relationships. Thus, the size of the market depends on the number of people
who exhibit the need, have resources to engage in exchange, and are willing to
offer these resources in exchange for what they want. (Kotler et al., 2008:12-13)

This is the same for some social entrepreneurs, that is, for those social
entrepreneurs who behave in a ‘business-like’ fashion. Most social entre-
preneurs act locally and look at their market as a ‘place’, however. Public
entrepreneurs do not even operate in ‘markets’ at all, as I have mentioned.
This also has consequences for how to conceptualize marketing associated
with public entrepreneurial startups. This will be further developed in
Chapter 10.

The traditional perception of ‘market’ evokes two clear conceptions,
in other words. On one side, it represents an aggregation of customers.
On the other side, it is an exchange space, where a company offers goods
and services for sales to customers. Implicit in this view, there is a critical
assumption that companies can be self-governed by designing products,
developing production processes, constructing marketing messages and
managing the sales channels with little or no interaction with customers.
Customers come in here only at the moment of exchange.

In the traditional notion of the value-creating process, customers were
‘situated outside the company’. Value creation was done by the company.
The concept of ‘value chain’ summarizes the unilateral role that companies
play in creating value (Porter, 1980). The company and the customer have
distinct roles in production and consumption respectively (Kotler, 2002).
‘The market, defined as customers, was a “target” for the company’s
supply’ (Prahalad & Ramaswamy, 2004c:6).

It is obvious that the traditional market concept is company-centred. So
is the value-creating process. Companies conceptualize the management of
customer relationships as directing themselves to and managing the ‘right’
customers. Companies focus on the situation where the interaction is
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/ Company-Customer Interaction \

(1) Interaction is the locus of economic value extraction
by the company
(2) Interaction is the basis of customer experience

The Company: :
Creates value The Market:
Exchange of value
(goods and services)

Source:  Adapted from Prahalad & Ramaswamy, 2004b:42.

The Customer:
Demand target
for the firm’s
offerings

The market is separate from the value creation process

Figure 7.7  The traditional concept of a market

happening — the exchange — as the space where economic value is extracted.
The interaction between company and customers is not traditionally seen
as a source of value creation (Normann & Ramirez, 1994; Wikstrom,
1996). The exchange and extraction of value are the primary functions of
the market, which in turn is separated from the value-creating process. This
can be seen in Figure 7.7. Communication goes from the company to the
customer. The market is looked at as a situation where value is exchanged
and the customer must be persuaded so that the company has the right to
extract possible value from transactions.

In the view of the market which seems to emerge, the focus is instead
more directly on the interaction between customer and company — the role
of the company and the customer converges. The company and the customer
are both cooperating and competing — cooperating in co-creating value
and competing in extracting value. The market becomes inseparable from
the value-creating process. (Figure 7.8).

Co-creation of value (which we will return to) challenges the distinction
between supply and demand. When experience and value is co-created, the
company may still provide a product. But focus is shifted to the character-
istics of the total environment of experience. Now demand is contextual.
We must look at the market as a possibility for potential co-creating experi-
ences, in which individuals decide their willingness to pay for their experi-
ences. ‘In short, the market looks like a forum for co-creating experiences’
(Prahalad & Ramaswamy, 2004c:12). New experience-based approach to
economic theory will appear. Some of the key starting points are identified
and summarized in Table 7.2.
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\
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Figure 7.8  The emerging concept of the market

Svensson and Ostberg (2016) discuss the market concept using symbolic
interactionism through three themes:

o market as co-action
e market as a type of relationship
o market as an organizing principle.

Market as co-action. Based on the interactive relationship between
humans and organizations which symbolic interactionism is based on,
the market may look like, for instance, a tennis match. Players act and
react and act again with sequential responses. Such an interactive business
opportunity is, for example, made in an auction (Heath & Luff, 2007).

Market as a type of relationship. Using symbolic interactionism, we can
also perceive a market as a place where relationships exist between two
or more people. However, as in all relationships, there are prerequisites
and rules for a market to function. A market provides possibilities which
might not exist in other relationships, including exchange of goods and
services. ‘“The value of the goods to be exchanged in markets are much
more important than the relationship itself” (Powell, 1990:301-302). One
meaningful result of a market is to be the owner of something desirable: a
product or its payment.

A market, as a relationship, is based on what Erich Fromm refers to as
a having mode of existence: ‘In the having mode of existence my relation-
ship to the world is one of possessing and owning, one in which I want to
make everybody and everything, including myself, my property’ (Fromm,
1976:21). Somebody who buys something in a market owns what is bought.



154 Alternative marketing approaches for entrepreneurs

Table 7.2  The market as a target for the company’s offerings versus a
forum for co-creation experiences

The market as a target

The market as a forum

The company and the customer are

separate, with distinct predetermined

roles.

Supply and demand are matched;
price is the clearing mechanism.
Demand is forecast for goods and
services that the company can
supply.

Value is created by the company in its
value chain.

Goods and services are exchanged
with customers.

Company disseminates information to
customers.

Company chooses which customer
segments to serve, and the
distribution channels to use for its
offerings.

Companies extract customer surplus.
Customers are ‘prey’, whether as
‘groups’ or ‘one-to-one’. Companies
want a 360-degree view of the
customer, but remain opaque to
customers. Companies want to
‘own’ the customer relationship and
lifetime value.

Companies determine, define, and
sustain the brand.

The company and the customer
converge; the relative ‘roles of the
moment’ cannot be predicted.

Demand and supply are emergent and
contextual. Supply is associated
with facilitating a unique customer
experience on demand.

Value is co-created at multiple points of
interaction.
Basis of value is co-creation experiences.

Customers and customer communities
can also initiate a dialogue among
themselves.

Customer chooses the nodal firm
and the experience environments to
interact with and co-create value.
The nodal company, its goods
and services, employees, multiple
channels, and customer communities
come together seamlessly to
constitute the experience environment
for individuals to co-construct their
own experiences.

Customers can extract the company’s
surplus. Value is co-extracted.
Customers expect a 360—degree view
of the experience that is transparent
in the customer’s language. Trust and
stickiness emerge from compelling
experience outcomes. Consumers are
competitors in extracting value.

The experience is the brand. The brand
is co-created and evolves with
experiences.

Source: Prahalad & Ramaswamy, 2004c:13.
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Tonnies (1887/1957; compare with Asplund, 1991) talks about two types
of social communities, which are Gesellschaft and Gemeinschaft. Market is
of the first type. Fellowship between friends and relatives is of the second
type. One thing that makes friendship and confidence less important in
a market compared to relationships in a local community is, that it is
instrumental for buying and selling (Powell, 1990). This also has a bearing
on to what extent governmental and legal regulations shape how a market
is to function.

Market as an organizing principle. Consistent with symbolic interaction-
ism, a market may be looked at as an organizing principle, that is, a way to
plan, structure and assess the actions of the participants. In a bureaucracy,
for example, the relationships are rather impersonal and formal (Styhre,
2009). In a market, on the other hand, relationships may be governed by
individual contracts (Coase, 1937; Williamson, 1975) and competition
(Blomgqvist & Rothstein, 2000).

If you look at a market through social phenomenological eyes, it is pos-
sible to use the same results as through symbolic interactionism. However,
one aspect is added, which is intentionality — an entrepreneur looks at
his or her market possibilities, mainly implicitly as mentioned, through a
contextual interpretative scheme, such as a social intercourse script ‘not
to repeat the same mistakes which the competitor made’ or ‘it should be
understood that I have put my whole soul into what I am doing’.

We have seen that there are sometimes problems associated with
interpreting what we mean by a ‘market’, when discussing places, where
social entrepreneurs are acting, especially those situations where public
entrepreneurs are in operation. As I mentioned before, we might in the
latter case talk about ‘place vitalization’ rather than ‘marketing’.

7.7 THE CONCEPTS OF ‘CUSTOMER’ AND ‘USER’

For the sake of simplicity, I have usually referred to the person who
receives the result which the entrepreneur produces as a ‘customer’ in the
case of business entrepreneurs and some social entrepreneurs (that is, those
operating in the public sector) in the business sector and those citizen
entrepreneurs who are called citizen enterprisers, and as ‘users’ in the case
of those citizen entrepreneurs who are called citizen innovators (which I
refer to as public entrepreneurs). I will do the same thing for the rest of
the book. Of course, I could be more careful and precise, and talk about
customers, buyers, consumers, receivers and users. There are differences
between them all, but, the way I see it, pointing out these differences would
not add much to this book.
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One important reason why I have limited myself to talk about ‘custom-
ers’ in the context of business entrepreneurs and some social entrepreneurs
is, that I look at these people as being the first, when buying, to co-create
value with a product. This concept seems to be important in modern
marketing, and I will return to it in the next section.

During the last decade or so, customers have left their traditional roles
and have become co-creators as well as customers of value, as stated by some
researchers. Table 7.3 presents their development as visualized by some of
these researchers through three stages and along several key dimensions.

One major reason for this change is the Internet. Because of this forum,
customers have increasingly engaged themselves in an active and explicit dia-
logue with suppliers of goods and services. On top of that, the dialogue is no
longer controlled by companies alone. Individual customers can direct them-
selves to and learn about companies either on their own or through knowledge
shared with other customers. Customers can now even initiate the dialogue;
they have moved from a position as viewers and have entered the stage.

The market has become a forum where customers play an active role in
creating and even competing for value. The special characteristic of this
market is that customers have become a new source of competence for
the company. That competence which customers add is a function of that
knowledge and those qualifications which they own, their willingness to
learn and to experiment, and their ability to involve themselves in an active
dialogue (Prahalad & Ramaswamy, 2004a).

To notice that customers are a source of competence is forcing the man-
agers to put out a larger net; competence is now a function of knowledge
which is available in the whole system — a heightened network of traditional
suppliers, manufacturers, partners, investors and customers (see Table 7.4).

As an example of the above, more than 650 000 customers tested a beta
version of Microsoft’s Windows 2000 and shared their ideas to the soft-
ware giant to change some of the characteristics of the product (Prahalad
& Ramaswamy, 2004a).

The concept of the customer as a source of competence also starts
to appear in less obvious industries such as medicine. Access to medical
information on the Internet, in magazines and journals, on television and
in newspapers helps patients to be part of the build-up of health care.
Doctors may resent customers sharing their expertise, but they could make
use of accepting it.

There is a danger of reducing the customer to a single individual, as
this makes it difficult to understand how situations, social contexts and
interactions with fellow human beings can influence the manager’s percep-
tion of him- or herself and his or her actions. Furthermore, individualized
psychological models give marketers a feeling of being able to control the
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Table 7.4  The shifting locus of core competencies

The company Family/network of  Enhanced network
companies
Unit of The company The extended The whole system — the
analysis enterprise —the company, its suppliers,
company, its its partners, and its
suppliers, and its customers
partners
Resources What is available =~ Access to other Access to other
within the companies’ companies’
company competencies and ~ competencies and
investments investments, as
well as customers’
competencies and
investments of time
and effort
Basis for Internal Privileged access to  Infrastructure for
access to company-specific companies within ~ active ongoing
competence processes the network dialogues and diverse
customers
Value added Nurture Manage Harness customer
for managers  and build collaborative competence, manage
competencies partnerships personalized
experiences, and shape
customer expectations
Value creation Autonomous Collaborate with Collaborate with

partner companies

partner companies and
with active customers

Sources of Business-unit Partner is both Customer is both

managerial autonomy versus collaborator and collaborator and

tension leveraging core competitor for competitor for value
competencies value

Source: Prahalad & Ramaswamy, 2004a:84.

customers (Schneider & Woolgar, 2012). Symbolic interactionism offers a
possibility for a broader understanding of the complexity and unpredict-
ability of the behaviour of the customers (I will return to ‘users’). Three
themes might then be discussed (Svensson & Ostberg, 2016):

e the customer as product
e the social customer
o the relative customer.
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The customer as product. It is possible to see the customer as a product
of interactions which are part of the constitution of the consumption
society. This makes it also possible to see the customer as a conscious
person, a self-confident human being. In this interaction, entrepreneurs
and customers are reflected in each other. This is different from the com-
monly held opinion that individuals come first and society comes as a
product of them.

The individual is central in our consumption society and there is an
equality between producers and customers (Firat & Dholakia, 1998; Slater,
1997). In consumption, we show each other and ourselves who we are,
what we believe in, what we think of, where our loyalties are rooted and
which ambitions and dreams we nourish (Belk, 1988). Marketing in the
social fabric also makes us more like customers than, for instance, citizens.

The social customer. Consistent with symbolic interactionism, the cus-
tomer is more of a social creature than just a person together with other
persons in the same category. Consumption is a practice that binds human
beings together and it is often a way to socialize. To go out with other
human beings can indicate that we are customers together and that we
can show our prosperity and status for each other through conspicuous
consumption (Veblen, 1899/1934). This means that customers, as well as all
people, are interpretative creatures.

The relative customer: high and low consumption. To be a customer is to
function socially as well as relatively. Consumption is defined socially in
relation to the consumption of other customers. Fellow human beings’
consumption has an influence on our own consumption. Among other
things, our consumption habits will show, socially, our taste (Bourdieu,
1984). However, in our modern society, it has been much more difficult to
associate certain tastes with certain social classes than in earlier societies.

Social phenomenology stresses, maybe more than symbolic interaction-
ism does, co-creation which takes place in and by the language we use, for
instance, as customer, a language which they confirm and to some extent
develop as so-called typifications. Language is here seen in a much wider
sense than those symbols we not only hear (or read), but as we also see,
not just as words but also in body language and in other signals in social
contexts. This is, as said before, triggered by intentionality through those
social intercourse scripts we use, for example, as customers.

Those social contexts (public places) where public entrepreneurs are
operating are also part of the picture, of course. The activities of these
entrepreneurs are going on with other citizens together and co-creatively
— they all try to build more citizenry and less exclusiveness. The only differ-
ence between the public entrepreneur and other citizens in what they are
engaged in, is that the former has a more conscious purpose, shown more
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explicitly in his or her social intercourse script (his or her interpretative
scheme), and that he or she tries to externalize this to other citizens in
so-called language development, that is, attempting to build a new under-
standing through partly new typifications in genuine dialogues, thereby
supporting a positive and constructive citizen future. I stress again that
what is going on in such contexts may be difficult to characterize as the
public entrepreneur being a ‘producer of goods and services’, that other
participating citizens are ‘customers’ (I therefore call them ‘users’ in such
situations) and that the context, where it all takes place, is called a ‘market’
(I prefer to refer to it as a ‘place’ instead, as mentioned above).

7.8 THE CONCEPT OF ‘VALUE CREATING’

Market-orientated companies have long been regarded as creators of cus-
tomer value to attract and keep customers. Customer value then depends
on how customers perceive benefits from a sales offer and sacrifices
associated with buying it; that is, in the eyes of the customers, the following
formula is valid:

The value of a product = Perceived benefits from the product — sacrifices from
buying it

The value of products here is the customer’s assessment of the extent to
which goods or services satisfy his or her requirements of what is bought,
by considering alternative solutions and costs associated with satisfying
what he or she wants. Value in this case depends on a user’s needs, expecta-
tions and experiences in relation to competing sales offers within a specific
category. Perceived benefits can be derived from the very product itself, the
service related to it and the seller company’s image plus the relationship
between buyer and seller (for instance, associated with the personal and
professional friendship of the latter and the comfort value of working with
a sales person you can trust). Perceived sacrifices are total costs associated
with a purchase (monetary cost plus the time and energy involved, and
possibly an added extra cost, a so-called opportunity cost, associated with
not making the right decision).

The question is, however, where value is created and by whom.
Traditionally (which is also the way managerial marketing looks at it),
value creation is associated with the moment of buying (in a market
etc.) and the value is perceived as company-centred; that is, a value of
a product is created starting from the producer/seller. One alternative
approach to value with the same focus associated with a product is that
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Table 7.5 Ways to transfer value between market actors

Category Meaning Example/comment
Give/receive ~ When somebody gives somebody  Birthday gift; street kitchen
else something without asking for soup; a gift to the Salvation
something in return Army
Violate/be When somebody takes somebody Read a history book
violated else’s property or even forces
somebody else to do something
of value
Find When somebody finds something Find a lamp that works on a
of value which is legally or city dump
sensibly possible to keep
Lend/borrow  When somebody is allowed to Borrow the neighbour’s bike
use somebody else’s property, but
without payment
Sell/buy Transferring a product exchanged What normally takes place in

Rent out/rent

Subscribe

Swap

Being part of
a ‘pool’

for monetary means (money)
Sell or buy the right to use
somebody else’s property up to a
certain point in time

Sell or buy the possibility to use
a certain service during a certain
time, but the arrangement does
not usually influence to what
extent the subscribed object is
used or not

Swap something without money
being involved

Co-owning something valuable
which several persons can use
together, consistent with some
rules being agreed upon

markets
Renting a car

Broadband

Swapping apartments

Car pools; collective
dwellings

Source:

Frankelius et al., 2015:63; the author’s translation.

it is determined by the amount of labour put into it, its utility value — in
other words, the number of working hours socially needed for its produc-
tion (Marx, 1867/1985).
However, the value of a product does not necessarily have to be transferred
in a market when buying this product in the traditional sense (Table 7.5).
Another value related to a company is owner value. This is, for example,
evident in small firms which are usually financed (at least in the begin-
ning) by the owner’s money (Bozkaya & van Pottelsberghe de la Potterie,
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2008). The connections between customer value and owner value (with or
without considering the society’s norms and the natural environment) can
be described as in Figure 7.9.

Traditionally, value calculation is based on a company’s activities vis-a-
vis the environment (from a business point of view) in what is referred to
as the value chain (Figure 7.10).

COPRODUCTION/
VALUE EXCHANGE

Within the limits of the society’s norms and
considering the nature’s requirements

Source: Frankelius et al., 2015:593; the author’s translation.

Considering only the interests
of the stakeholders

Figure 7.9  Exchanging value from stakeholders’ perspective

Infrastructure

Support Human resource management (HRM)
activities
Technology development
r
Purchase
Primary Incoming | Production | Outgoing | Marketing
activities logistics logistics and sales

Service
n
a
1

Source:  Adapted from Porter, 1985.

Figure 7.10  Porter’s value chain
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The value chain was launched by Porter in the middle of 1980s. The
purpose of the model is to maximize the marginal, that is, the difference
between a company’s revenues and its costs. Activities that take place within
the company are divided into primary and secondary (see Figure 7.10).
Primary activities comprise the chain from incoming logistics to service
given to customers. Support activities comprise activities which facilitate
or support the primary activities of the company. The value generated by
the company constitutes the amount which the buyers are willing to pay for
the product offered by the company. When the company can perform the
various activities in a more efficient way, it can generate a higher value.

The understanding of companies and industries at that time was still
very much based on ideas from industrialization, i.e., based on product
and technology innovation. Many firms today, however, are not based so
clearly on innovation of products and / or technology, but instead very
often on new ways of making business. When Porter published his theories
about the value chain, deregulations, globalization and technology devel-
opment had already started to change the rules of the game — and those
changes have continued. Instead of being one link of a linear chain where
value was added step by step, Normann (2001) pointed out that many new
companies are organizing other actors and stakeholders in value-creating
networks (stars). They put themselves as the hub in a business flow where
all actors benefit from each other and where new ways of creating value
take place (Figure 7.11).

At present, there is a much higher emphasis on the experience of
consumption than on the actual mode of consumption (and buying), and
modern customers are considered as actively participating in the experi-
ences of products and brands, not just as passive receivers of advertising
messages etc.

As noted in Chapter 4, development towards a more active participation
of customers in the value-creating process has gone from relationship
marketing to co-creation marketing (Figure 7.12).

Those who have developed ‘co-creation marketing’ as a basis for value
creation are mainly Prahalad and Ramaswamy (2000, 2003, 2004a, 2004b,
2004c¢). They claim that the traditional perceptions of a market are chal-
lenged by the appearance of connected, informed, empowered and active
customers. Customers now try to exercise their influence in every part of
business system. Equipped with new tools and unsatisfied by available
choices, customers want to interact with companies and ‘co-create’ value
in that way (Prahalad & Ramaswamy, 2004b). The transformed nature
of the interaction between customer and company as the possibility for
co-creation (and co-extraction) of value is redefining the meaning of value
and the value-creating process.
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CUSTOMER’S
CUSTOMER

THE FIRM
AS A
HUB

OTHER
SUPPLIERS

Figure 7.11  The value-creating star

Relationship marketing (Berry, 1983; Gummesson, 1990; Grénroos, 1990)

Value star (value constellations) (Normann & Ramirez, 1993; Wikstrom, 1996;
Normann, 2001)

SRl

Service-dominant logic (the customer as a co-creator) (Vargo & Lusch, 2006)
Co-creation marketing (Prahalad & Ramaswamy, 2000)

Figure 7.12  From relationship to co-creation marketing

The concept of market is on its way to changing and transforming the
nature of the relationship between customer and company (Prahalad &
Ramaswamy, 2004c:6). As customers become more knowledgeable and
increasingly aware of their negotiating influence, more businesses will
feel pressure to act in an implicit (if not explicit) position of negotiation.
An auction is an example of a negotiation process (an online auction to
book a hotel room or reserve a seat on an airplane, and purchasing goods
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on eBay’s website are a few examples of this growing phenomenon).
Equipped with a knowledge which they have acquired from today’s ever
clearer and more transparent business activities, customers are increas-
ingly willing to negotiate prices and other transaction conditions with
companies. We are on our way towards a world where value is a result of
a negotiation between the individual customer and the company, even if
still often implicitly.

The consequences of not noticing this shift can be serious. As long
as companies believe that the market can be separated from the value-
creating process, companies will have no other choice than to squeeze as
many costs as they can from their ‘value chain’ activities. In the meantime,
globalization, deregulations, outsourcing and mergers of industries and
technologies will make it even more difficult for managers to differentiate
their offers. Goods and services are facing commoditization more than
ever before.

Companies must get away from the company-centred view which has
been to try to co-create value together with customers by strongly focus-
ing on personalized interactions between customers and the company.
Furthermore, this action will demand marketers to escape their product-
centred thinking and instead focus on those experiences which customers
will try to co-create. It is necessary to challenge the traditional, fixed roles
for both customers and companies, and try to investigate the power of a
convergence of the production and consumption roles, i.e., convergence of
the company and customer roles (Prahalad & Ramaswamy, 2000).

Top quality interactions that enable an individual customer to co-create
unique experiences with the company are the key to unlocking new ways to
create competitive advantages. Value must be created together by both the
company and the customer (Table 7.6).

Before we discuss how marketing can be performed for entrepreneurs,
it is useful to look further at an increasingly important part of modern
marketing, that is networking.

7.9 NETWORKING AND ENTREPRENEURSHIP

Some say that Piore and Sabel brought business networks into entrepre-
neurship theories in their book of 1984 when they praised the industrial
districts in northern Italy as an alternative economic model. They defined
industrial districts as geographically concentrated operations that mainly
consist of small firms which specialize in goods and services (often as part
of an end product).

Today there is a more fundamental view of the importance of networks.
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Table 7.6  The concept of co-creation

What co-creation is not

What co-creation is

+
+

+

Customer focus
Customer is king or customer is
always right

Delivering good customer service
or pampering the customer with
lavish customer service

Mass customization of offerings
that suit the industry’s supply
chain

Transfer of activities from

the firm to the customer as in
self-service

Customer as product manager or
co-designing goods and services

Product variety

Segment of one
Meticulous market research

Staging experiences

Demand-side innovation for new

+ Co-creation is about joint creation of
value by the company and the customer.
It is not the firm trying to please the
customer

+ Allowing the customer to co-construct
the service experience to suit her
context

+ Joint problem definition and problem
solving

+ Creating an experience environment
in which customers can have active
dialogue and co-construct personalized
experiences; product may be the same
but customers can construct different
experiences

+ Experience variety

Experience of one

+ Experiencing the business as customers
do in real time

+ Continuous dialogue

+ Co-constructing personalized
experiences

+

+ Innovating experience environments for

goods and services new co-creation experiences

Source: Prahalad & Ramaswamy, 2004c:8.

Our society can be looked at as a network society. Networking is a natural
part of marketing in the postmodern society. Castells asserts that this is
the first time in history that the economic unit has been other than the
individual, the organization, the region or the sector. This unit is the
network, where subjects and organizations are connected to each other
and constantly being modified and adapted, supporting environments and
structures.

The network society is a more open but also more human society. “The
network economy is based on technology, but can only be built on relation-
ships. It starts with chips and ends with relations’ (Kelly, 1998:179).

Consequently, the study of networks is popular today. However, there
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is considerable variation in what can be meant by ‘network’ and ‘network-
ing’. Competing definitions and perspectives often exist.

It is possible to talk about three important parts of a network (Hoang &
Antoncic, 2003): (1) the content of the relationships, (2) the governance of
these relationships and (3) the structure or pattern that emerges from the
crosscutting ties.

Relationships (between people and between organizations) are viewed
as the media through which actors gain access to a variety of resources
held by others (Bjerke, 2013). Two such core resources for the actors
are information and advice, which they can gain access to through their
network. In the uncertain and dynamic conditions under which entrepre-
neurial activities occur, it is reasonable that resource holders (potential
investors and employees) seek information that helps them to gauge the
underlying potential of a venture, of which they are or want to be a part.
Entrepreneurs, on the other hand, seek legitimacy to reduce possible per-
ceived risks by associating with, or by gaining explicit certification from,
well-regarded individuals and organizations. To be perceived positively
based on your relationships in a network may lead to subsequent beneficial
resource exchanges.

The second construct that researchers have explored is the governance
mechanisms that are thought to underpin and coordinate network exchange
(Bjerke, 2013). Trust between partners is often a critical element that in turn
enhances the quality of the resource flows. Network governance can also
be characterized by the reliance on ‘implicit and open-ended contracts’ that
are supported by social mechanisms — such as power and influence or the
threat of ostracism and loss of reputation — rather than legal support. These
elements of network governance can give cost advantages in comparison to
coordination through market or bureaucratic mechanisms.

The third construct is network structure, defined as the pattern of
relationships that are engendered from the direct and indirect ties between
actors (Bjerke, 2013). A general conceptualization guiding the focus on
network structure is that differential network positioning has an important
impact on resource flows, and hence, on entrepreneurial outcomes.

Similarly, Conway et al. (2001:355) talk of four core components that
should be investigated when studying human networks and human net-
working (discussion in this section follows Conway & Jones, 2006:308-10):

Actors — individuals within the network.

Links — relationships between individuals within the network.

Flows — exchanges between individuals within the network.
Mechanisms — modes of interaction between the individuals within
the network.
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There are many dimensions that can be used to categorize individuals
within a network, from general dimensions such as age, sex, family member-
ship, nationality, ethnicity and education level, to more specific dimensions
such as functional background (for instance, finance, marketing or design) or
sectorial background. The choice from this breadth of dimensions should be
informed by the nature of the network and the purpose behind studying it.

The nature of the links or relationships between the members within the
network varies along several dimensions, of which the most relevant are
(Conway & Jones, 2006:308-309):

—  Formality — distinguishes between informal and personal links and
formal links in a contract, for example.

— Intensity — indicated by the frequency of the interaction and the
amount of flow or transactions between the two actors during a given
time period (Tichy et al., 1979).

—  Reciprocity — the balance of the flow over time between two actors
through a given link. The link is ‘asymmetric’ or ‘unilateral’ when the
flow is unbalanced (that is, by and large goes only one way), or ‘sym-
metric’ or ‘bilateral’ when the flow is balanced (that is, by and large
goes both ways). Asymmetric links tend to lead to inequality in power
relationships between two actors (Boissevain, 1974).

—  Multiplexity — signifies the degree to which two actors are linked to
each other through several role relationships (for instance, as friend,
brother and partner); the greater the number of role relationships
between two actors, the stronger the ties (Tichy et al., 1979). Boissevain
(1974:30) also argues that ‘there is a tendency for single-stranded
relations to become many-stranded if they persist over time, and for
many-stranded relations to be stronger than single-stranded ones, in
the sense that one strand role reinforces others’.

— Origin—the identification of the event that leads to the origin of a link.
It intends to incorporate facts such as the context in which the relation-
ship arose and who initiated it.

—  Motive — the functional significance of networking does not qualify for
providing a convincing explanation of why ithappened. When they discuss
this issue, Kreiner and Schultz (1993:201) mean that ‘one must determine
the motives and perspectives of the actors who reproduce such patterns’.

Tichy et al. (1979) distinguish between four types of flows within a
network, often named ‘transaction content’ in the network literature:

® Affect — the exchange of friendship between actors.
® Power — the exchange of power and influence between actors.
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® Information — the exchange of ideas, information and know-how
between actors.

® Products — the exchange of goods, money, technology or service
between actors.

Individuals may ‘exchange’ any of these types of transaction content for
another, for instance, power for money or information for friendship, even
though in many cases, like in the last one, this can be more implicit than
explicit. The flow between two actors within the network can vary widely
between ‘sender/provider’ and ‘receiver’ as well as between other members
within the network.

There are different ways in which individuals can interact with each
other, for instance, talking to each other on the telephone, email, docu-
ments or meetings face-to-face. Kelley and Brooks (1991) dichotomize
these interaction mechanisms into ‘active’, which refers to a personal inter-
action, either face-to-face or on the telephone, and ‘passive’, which refers
to documents and other text material, where there is no direct relationship
between ‘provider’ and ‘receiver’ of information. ‘Networks do not emerge
without considerable endeavor’ (Birley et al., 1991:58).

Networks in general may also vary along different dimensions. Conway
and Jones (2006:309-10) claim that the most relevant network dimensions
of interest are often:

® Size — this dimension simply refers to the number of actors partici-
pating within the network (Tichy et al., 1979; Auster, 1990).

® Diversity — this network characteristic often refers to the number of
different types of actors within the network (Auster, 1990).

® Density — the density of a network refers to ‘the extensiveness of the
ties between elements [actors]’ (Aldrich & Whetten, 1981:398), which
can be looked at as the number of existing links within the network
divided by the number of possible links (Tichy et al., 1979; Rogers
& Kincaid, 1981). Boissevain (1974:37) claims however that ‘it must
be stressed that network density is simply an index of the potential
not the actual flow of information’; that is to say, it is a measure of
the network structure and not of the network activity. Boissevain
(1974:40) also asserts that ‘there is obviously a relationship between
size and density, for where a network is large the members will have
to contribute more relations to attain the same density as a smaller
network’. Furthermore, the network density tells us nothing about
the internal structure of the network in itself, and as Boissevain
(1974:40) points out, ‘networks with the same density can have very
different configurations’.
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® Openness — there is often a distinction made between strong and
weak ties. Strong ties are found in cliques and are associated with
dense networks (which are relationships between individuals who are
linked to each other more closely), whereas weak ties also link people
outside the clique and consequently create ‘openness’ in the network,
that is, they are boundary-spanning relationships or links spanning
‘structural holes’ (Burt, 1992).

® Stability — Tichy et al. (1979:508) define this dimension as ‘the degree
to which a network pattern changes over time’. Auster (1990) devel-
ops this further by talking about frequency as well as magnitude of
the changes of members and links within a given network.

Another important aspect is that it is possible to distinguish four levels in
networks (Fyall & Garrod, 2005:154):

1. Exchange of information.
2. Adaptation of activities.
3. Sharing resources.

4. Co-creation.

The further down one goes in these levels, the more is asked of the
members within a network. Networking often stops at the top level.
Furthermore, ‘co-creation’ is a natural way of looking at reality as socially
constructed. It may seem like a paradox that while entrepreneurs are
regarded as autonomous and independent, they are at the same time ‘very
dependent on ties to trust and cooperation’ (Johannisson & Peterson,
1984:1).

So, ‘networks’ and ‘networking’ are important entrepreneurial tools
to establish, develop and improve small businesses and other operations
in society. However, 1 see a difference between discussing networking
to improve existing operations (a discussion consistent with the limited
view of entrepreneurship) and networking as part of being human and
therefore, by necessity, part of being an entrepreneur (the more extended
view of entrepreneurship). Discussions of the first kind often lead to
technical issues such as what is a good or a bad network, what makes
a network more functional, and so on. Typical discussions of networks
consistent with the more extended view of entrepreneurship are as
follows:

® A developed network is more valuable to a person who starts an
entrepreneurial venture than to somebody who is running an ongo-
ing venture.
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e Membership of a network is advantageous for large as well as small
entrepreneurial ventures, but it is more important for the survival of
a small entrepreneurial venture.

o Networks make it possible for small entrepreneurial ventures to gain
access to resources which are not possible elsewhere.

7.10 THE DISTINCTIVE ELEMENT OF MARKETING
FOR ENTREPRENEURS

As mentioned, I think that marketing for entrepreneurs is distinctive
enough from marketing in general for it to be discussed as a sole topic.
It is often so, for instance, that much of the entreprencur’s future is
uncertain, especially as I limit myself in my interest in entrepreneurship
to cases where the new venture contains new aspects, and that the found-
ing person is considered as an entrepreneur only in the beginning of the
venture; that is, before the venture has got a clear and ‘firm’ shape, as
perceived by the customers (or other users). As we know, I conceptualize
entrepreneurship to only encompass such solutions which are new in one
way or another. Copies of what exists already are consequently not of
interest to me. The degree of innovation can be more or less obvious, of
course, but I believe that ‘new’ results can only be achieved in, at least
partly, new ways.

In the business world, the point is to gain customers, of course. Some
practical questions, important to the small emerging business venture in
the beginning of its existence, could be (Frankelius et al., 2015:56):

— How do I identify the makings of customers?

— How do I decide which to bet on first?

—  Which customer value are the customers to be offered?

— How is this customer value to be produced in a competitive and sus-
tainable way?

— How can I reach the customers and make them buy?

— How can I make it easy for customers to discover the company?

For social entrepreneurs (at least if they are of the public entrepre-
neurial kind), the situation is, furthermore, different from the business
entrepreneurial situation in several respects as far as marketing is
concerned:

® A public entrepreneur wants to co-create citizenry and reduce aliena-
tion in society together with other citizens.
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e It cannot be expected that other citizens will want to pay for the
results in the traditional sense of a customer. They will often, how-
ever, participate with voluntary contributions.

e Financing the activities of public entrepreneurs will often consist of
sponsoring or donations, fund raising or other means of creating
financial means.

It is possible, of course, to divide entrepreneurs into different groups
considering, for example, their degree of novelty, forecasting possibility,
uniqueness etc., but the fact remains that entrepreneurs often must acquire
new habits and, at least partially, get rid of old ones.

One interesting aspect of living in the knowledge society of today is that
networking has become more important and that networks have changed
in content. This includes the importance of language as part of a founda-
tion of change — to a large extent the result of new social media (blogs,
podcasts, wikis, YouTube etc.).

For social entrepreneurs, the importance of ‘the place’assuch can be added.

Several new marketing approaches have been launched during the latest
decades, some of which regard themselves as more entrepreneurial and
may therefore be more suitable for entrepreneurs (Morris et al., 2002).
Examples include expeditionary marketing (Hamel & Prahalad, 1992),
guerrilla marketing (Levinson, 1993), disruptive marketing (Dru, 1996,
2002), radical marketing (Hill & Rifkin, 1999), counterdisruptive marketing
(Clancy & Krieg, 2000), buzz marketing (Rosen, 2000), viral marketing
(Gladwell, 2000) and convergence marketing (Wind et al., 2002).

There are several suggestions as to what new entrepreneurs should concen-
trate on. One example is what Wood (2016) refers to as ‘content marketing’:

— Create a business blog.

— Use the right tools from the start.

— Quality content leads to better engagement.
— When you cannot create, repurpose.

— Find the right platform and influencers.

— Start everything with cornerstone content.
— Use rich images and videos in your content.

One interesting contribution to the innovative issue comes from Morgan
(2009). He suggests eight principles which the small challenger should keep
in mind to defeat those who are already established. The eight principles are:

1. Ask naive, but intelligent questions. Those who have achieved great
waves in any area are often newcomers to that area; for instance, Jeff
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Bezos, who came from his knowledge in finance and changed how to
sell books, and Eric Ryan, who left advertising to renew household
cleaning. These people did not provide the right answers, but they
asked the right questions.

Make yourself known as a lighthouse identity. The success for a new-
comer consists of developing a very clear sense of what you stand for,
so that customers are navigated by you, not you by the customers.
Take thought leadership. In every industry, there are two leaders. One is
the brand leader, that is, the one with the largest market share. The other
leader is the thought leader, that is, the one who has the highest ‘sense
momentum’ in the eyes and mind of the customers and other users.
Create symbols of re-evaluation. Successful challengers capture the
indifferent customers’ and other users’ imagination to the extent
that the latter have a reason to re-evaluate what is important in new
symbols being created by these challenges.

Sacrifice. Challengers have fewer resources in almost every aspect than
the market leader. What they choose not to do, what they sacrifice, can
therefore be as important to their success as what they choose to do.
Overcommit. Even though the challenger is forced to sacrifice much
compared to the market leader, they should overcommit themselves in
one or a few moves that they choose to make.

Use communications and publicity to enter social culture. Using com-
munications is one of the few remaining sources of competitive
advantage for the challenger — but only if systematically embraced as
such within the company.

Become idea-centred, not customer-centred. Move your entrepreneurial
skill from being customer-centred to concentrating on generating and
applying new ideas that constantly refresh and renew the blood in the
veins of the market.

We will return to these points later.

7.11 PRINCIPLES OF MANAGERIAL AND SOCIAL

PHENOMENOLOGICAL MARKETING FOR
ENTREPRENEURS

7.11.1 Principles for both Managerial and Social Phenomenological

Marketing for Entrepreneurs

This chapter ends by presenting the principles for managerial and social
phenomenological marketing for entrepreneurs; that is, principles of two
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alternatives discussed in this book, before the rest of the book explores how
marketing can be pursued in three different entrepreneurial situations —
for independent business entrepreneurs, business intrapreneurs and social
entrepreneurs. [ will first compare the principles of both the two alternatives,
and then discuss the principles of the two alternatives individually. Much of
what is said in these sections has been mentioned earlier in this book.

One might suggest that combining the advantages of the two alterna-
tives might lead to a superior marketing approach. But it is not that simple.
This is because the two alternatives, just like different paradigms, are based
on incompatible presumptions. If, for instance, you try to transfer aspects of
one of the two alternatives (say from managerialism to social phenomenol-
ogy or reverse), the content and signification change with the context. The
two alternatives cannot be compared in the same ‘language’, so to say. We
will see several examples of this as we move on.

There are, in a way, also similarities between my two alternative ways to
market for entrepreneurs. In my opinion, for an entrepreneurial venture to
be called entrepreneurial, it must come up with innovative results. Further,
as I believe that innovation cannot be achieved in a non-innovative
fashion, both alternatives must contain innovative aspects. What unites
the two alternatives, furthermore, is that both usually have the ambition to
establish an operation which is to continue after the entrepreneurial start.

As far as their design is concerned, it is therefore necessary to use different
theoretical spectacles to properly understand them. Whether this also refers
to customers and other users is, however, a different, more practical, matter.
In general, what I refer to as managerial marketing is based on what I earlier
referred to as the limited view on entrepreneurship, and social phenomeno-
logical marketing is based on what I referred to as the more extended view
on entrepreneurship. I want to stress, however, that even though I normally
prefer the more extended view on entrepreneurship, my ambition is to pre-
sent the two alternatives as fairly as I can. One important difference between
the two marketing alternatives, and of great importance to marketing for
entrepreneurs, is that managerial marketing naturally adopts management
when he or she is applying marketing (thereby its name) to entrepreneur-
ship, while social phenomenological marketing makes a distinction between
management and entrepreneurship, and asserts that the former is not seen
as an important part of marketing for entrepreneurs.

Managerial marketing has not changed in any basic respect for many
years, and could be said to have started in 1967 when Kotler first published
his book, Marketing Management. Its main features were ready-made.
Social phenomenological marketing is, however, not much more than
between ten and fifteen years old. It is still at a developing stage and
cannot be associated so closely with one specific person, but rather to a
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stream of ideas, from relationship marketing (Gronroos and Gummesson)
via value stars (Normann & Ramirez) and service-dominant logic (Vargo &
Lusch) to co-creation marketing (Prahalad & Ramaswamy). In line with its
own assumptions, it is not yet fully determined.

But I repeat, both alternatives must lead to new solutions consistent with
my view of entrepreneurship. To what extent this means that entrepreneurs
must also be innovative in marketing is an open question, however. To sum-
marize, one can say that entrepreneurs who use managerial marketing aim
at reducing the degrees of freedom that exist in the entrepreneurial situa-
tion by acquiring information to fill ‘the empty spots’ in their knowledge
(as this approach to marketing looks at reality as factual, the idea here
is that such information can be acquired through market surveys based
on interviews, for instance in questionnaires), while entrepreneurs using
social phenomenological marketing, looking at their reality as socially
constructed, use the degrees of freedom to generate new understanding of
the possibilities in the market by participating in different dialogues with
customers or other users.

Managerial marketing is depictive and general (sometimes systems-
orientated), while social phenomenological marketing is more formative
and contextual (that is, actor-orientated). Managerial marketing aims to be
explanatory and achieve as much control as possible; social phenomenolog-
ical marketing searches for understanding and developmental possibilities
based on such understanding. Managerial marketing is looking for the right
answers — this is a useless criterion for social phenomenological marketers.
Managerial marketing attempts to teach precisely what is required as a
marketer; social phenomenological marketing can only teach a certain basic
view and some ideas about how a design might look, based on this view.

A rational view claims that it must be possible to provide a complete
picture of what is needed; a social phenomenological view claims that this
is not possible. One way to express this is to say that managerial market-
ing can point a finger, while social phenomenological marketing wants
to reach out a hand. These differences cause me to describe one type of
entrepreneurial startup as rational (either causation or effectuation) and
another as bricoleurial.

For both alternatives, words, language and terminology are important —
in the managerial case as depicting and modelling tools, and in the social
phenomenological case as formative and interpretative tools. It is therefore
natural for pictures, symbols and even myths to be more important in the
social phenomenological case than in the managerial case.

One could say that the two alternatives live in different worlds of meaning
and significance. The managerial alternative lives in a circumstantial
world, which is looked at as factual and where attempts are made to build
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consciously simplified pictures of what are considered to be the most
decisive circumstances. These pictures are called models. With the social
phenomenological view, where reality is looked at as socially constructed,
the stance is instead that one lives in a meaningful world, where, in
interaction with other human beings, the ambition is to come up with
more constructive interpretations to be able to move on in a more positive
direction. The two alternatives have consequently very different views of
the meaning of and the potential to plan. The advocates of the managerial
alternative attempt to forecast the future (and claim that this is possible)
as far as the customers’ demand are concerned; an advocate of the social
phenomenological alternative finds difficulties in making meaningful fore-
casts and wants therefore to enter or create situations where learning can
take place and where he or she can build common platforms with custom-
ers and other users (forums) for a constructive dialogical co-creation of
common meaning and significations. One interesting aspect of this is that
managerial marketers assert that advertising may be of great importance,
while social phenomenological marketers think that it is more valuable to
spread their messages through various public relational actions and carry out
discussions about their messages on Internet and in other social media.

One way to express the differences in managerial and social phenom-
enological marketing activities is to say that managerial marketers behave,
while social phenomenological marketers act. As is commonly stated, we
live in a knowledge world today. It can therefore be useful to clarify how
the two entrepreneurship marketing alternatives look at ‘knowledge’ and
‘adequate learning’ to behave and / or act in a sensible way, how to acquire
such learning, how to build up a ‘knowledge capital’ and how to use it.

There is, as we know, a broader view of capital today. Traditionally, ‘finan-
cial capital’ was considered one of the most crucial production factors in an
economy. Today, it is seen as necessary for entrepreneurs, among others, to
build and spread the knowledge of their existence and what is possible for
them to achieve and attain (this process is referred to as governance today);
that is, to establish their significant presence and participation in the social
capital (I prefer to call it the citizen capital), also referred to as the network
capital in the modern network society. The importance of networking is not
denied by any of the two alternatives of marketing which can used by entre-
preneurs according to this book (both regard networking as a useful part of
marketing). However, the two alternatives consider the content and use of
networks somewhat differently. One difference is that managerial marketers
assert that they function better (more rationally?) by using networking,
while social phenomenological marketers look at networking as a natural
way of life. Another difference is that managerial marketers claim that it is
enough to use networks to exchange information with customers and other
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users, to adapt activities to other participants in the economic value chain
or share resources with them, while social phenomenological marketers see
it as constructive to co-create and co-extract experiences with customers,
other users and various cooperating partners in so-called value stars.

The differences between the two alternatives in this respect is illustrated
in Figures 7.13 and 7.14 (compare with Figures 5.1 and 5.2).

We have said many times that managerial marketing is rational in its
approach and that it perceives reality as full of circumstances and facts. In
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this alternative, for instance, several factual differences between goods and
services are noticed. For instance, services are looked at as:

something which cannot be protected by a patent

impossible to package

something lacking tangible demonstration possibilities
something which cannot be shown exactly the same way twice
something which cannot be stored.

Managerial marketing claims, therefore, that there are enough differ-
ences between goods and services to see distinct divergences between
marketing these two types of products.

Social phenomenological marketing asserts, on the other hand, that
differences between goods and services are fluid and depend on how you
look at them. This approach also claims that most goods are marketed
with more or less of a service content. They describe this as servicification.
Differences between marketing goods and marketing services are therefore
not seen as distinctly here as in the managerial case.

The same point is valid for industrial marketing (B2B). Managerial
marketing perceives enough factual differences in this area to claim that it
differs from marketing consumer products. Those two areas of marketing
are also at different positions in the economic value chain. Social phenom-
enological marketing does not see such clear differences. In this alternative,
it is claimed, furthermore, that relationship marketing (which is a forerun-
ner to the constructionist view of marketing) started in B2B and that two
(or more) companies or other activities can be part of the same value star.

Managerial marketing has a much longer history than social phenom-
enological marketing. The former, unlike the latter, has become relatively
clearly defined, and has changed its content only marginally but not its
fundamental features. The postmodern school of thought, opposing ideas
of fixed values, criticizing every opinion about objectivity and claiming
that there are no longer any general solutions, does not fit well with the
managerial marketing approach and has therefore not had any major effect
on its arrangement. On the other hand, as postmodernism regards reality
as relational and contextual (and which also has led to the renewal of the
place, which we will return to), it is fully compatible with the social phe-
nomenological alternative of marketing, and has influenced this approach.
The ‘postmodern entrepreneurial’ concept is possible and even meaningful
in social phenomenological marketing.

Managerial marketing aims at finding a model for marketing, which is
valid independent of time, place or culture. This is, by the way, the same
for all research and knowledge based on the rational philosophy. For social
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phenomenological marketing, it is quite the reverse. It is happy to be con-
textual because it is based on a constructionist philosophy, which requires
individuals interacting with each other, for instance, a company with its
customers in a market or a citizen innovator with other citizens in a public
place. In the latter alternative of entrepreneurship marketing, furthermore,
the market is often not so much seen as a target but as a forum (compare
Table 7.2). In the former entrepreneurship marketing alternative, it is also
an advantage to see the market as a space rather than as a place (place
could only be valid if we talk about a market as, for instance, a market
square). I assert that a space can be counted in terms of the number of
heads, while a place can be measured in square miles.

The importance of a place is obvious when discussing the develop-
ment of a local community. All entrepreneurs that could act there (for
instance, independent business entrepreneurs, public sector entrepreneurs,
community business magnets or social entrepreneurs in private or public
places) could all gain advantages in their marketing by referring to their
connections with the local community in question.

Let us summarize the paradigmatic content of the rational and social
phenomenological philosophy according to Térnebohm (Table 7.7).

7.11.2 Principles for Managerial Marketing for Entrepreneurs

Let us look at some principles which are only valid for the managerial way
of marketing for entrepreneurs.

As stated by Frankelius et al. (2015), a view of companies and its
marketing which can be pictured in a business model (that is, deliberately
simplified rational pictures of a business reality, which are looked at as
factual) is based on a value chain in two parts (Margetta, 2002). The
first part is related to these value-adding activities, which create what
the company is offering; in other words, purchases, design plus manu-
facturing and supply if it is about goods, or performance if it is about
services. This is extensively described by Porter (1985). The second part
is about what can be associated with marketing; in this case, everything
from market research and implementing market campaigns to sales and
distribution. By having an overview of the whole business model and
purposefully working for refining it, a company may gain advantages
over competitors.

When talking about companies, running a business and marketing con-
sistent with the managerial view, the business idea which underlies the
company is often referred to. There have been many different opinions
about the content of the business idea over the years. Drucker spoke (1954)
about having a broad view of one’s ambition with business activities, but
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Table 7.7  The rational and the social phenomenological paradigm

The rational philosophy The social phenomenological
philosophy
Conception of ~ Reality consists of objective  Reality is a social construction,
reality as well as subjective facts. which mentally relates all
It is basically a stable actors to each other, where the
construction. researcher is one of the actors.
Conception of  The scientific task is to The scientific task can always
science provide us with pictures of  be an object for reflection, and
the factual reality. concepts that are taken for

granted may become obstacles to
real understanding and renewal.
Scientific ideal ~ Science ideally provides us Science ideally leads to a
with an increasing number  language which can provide
of logical and rational us with a good understanding,
explanations, a clear set of  and it advocates a scientific and
concepts and representative, consciously active interaction
generalizable cases, which with the environment.
can facilitate better
forecasts of the future.

Ethical and These are relatively Ethically, the researcher
aesthetical uninteresting issues in this can never disclaim the
aspects case. responsibility for his or her part

in the construction of reality.
Aesthetically, descriptions
and interpretations which are
near to the artistic ones are
recommended.

he used the term ‘business purpose’ rather than ‘business idea’. Levitt
(1969) also warned against having too narrow an orientation to what
the company was doing, but the person who introduced the concept of
‘business idea’ is normally regarded as Normann (1975). His focus was
not customers or customer needs, however, nor was it competitors, but
rather the company’s competence profile. He also asserted that a business
idea does not exist until it is realized. Before that, it is just an ‘an idea of
a business idea’.

As stated by Frankelius et al. (2015), those behind the business idea
concept that we normally describe today (consistent with managerial
marketing) are Abell and Hammond (1979). They provided a model
for articulating business ideas in three dimensions, formulated as three
questions:
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1. The customer concept dimension: Whose need is satisfied by the
company?

2. The customer function dimension: Which need is satisfied by the
company?

3. The problem-solving dimension: How to satisfy the needs?

The managerial marketing alternative views customer satisfaction as
central. In 1991, Johansson (1991), who was a representative of manage-
rial marketing, asserted that marketing in the future would be dominated
by two issues, which would be necessary for the company to master.
Firstly, companies would need to have a deep knowledge of their cus-
tomers. Secondly, companies would increasingly have to improve at
communicating.

Johansson predicted that a correspondence between the company’s
values and customers’ values would become increasingly important. This
means that the image you have in the market determines which customers
will be attracted by your own sales offer. Image is here to be interpreted
very broadly, and one should be aware that it cannot be changed to any
major extent in the short run. The message is that it is not enough to know
a company’s target groups and its wishes; one should also know the com-
pany’s own values and, above all, how it is perceived by these target groups.

Johansson (1991) also claimed that it is important to be clear about the
customers’ decision models and their decision processes, what they prior-
itize and how they take different factors into account, not only as a simple
decision model, but as a model that considers emotional and psychological
factors; who participates in the decision process, initiates it, influences in
different phases, decides, buys and uses the goods or the services. If you do
not have this knowledge, it is, according to managerial marketing, difficult
to communicate one’s message to those persons who are important in the
decision process. Consumption becomes more and more complex with a
mix of budget and luxury products. Furthermore, to an increasing extent,
consuming is a way of communicating.

Some commentators claim, however, also consistent with managerial
marketing, that marketing should create demand rather than reflect it.
As Brown (2001:3) expresses it, customers should ‘be excited, enticed and
tormented by delightful unsatisfied desire’. He refers to this approach as
retro marketing and adds that it is based on five principles: to be exclusive,
to conceal, to reinforce, to entertain and to bluff. Being exclusive can be
achieved by consciously holding back supply and postponing satisfaction.
Customers are encouraged to ‘buy while stocks last’. Those who are suc-
cessful buyers are lucky that they belong to the selected few, the clear elite.
The second principle with retro marketing — to conceal — aims at tickling
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potential buyers. The result is a heightened interest, encouraged by a diet
of mysteries and intrigues. Even exclusive products need sales support,
which leads to the third principles of retro marketing, which is to reinforce.
This can be achieved such that customers talk about the ‘cool’ X or the
‘hot’ Y. To entertain is the fourth principle, which means to engage custom-
ers by marketing. As stated by Brown, ‘the greatest mistake in modern
marketing’ is that marketing loses its sense for what is funny in trying to be
too rigorous and analytical. The final principle is to bluff. This can be done
by style and impudence.

Managerial management asserts that all of this can be managed, and a
reduction in uncertainty can be achieved, by better planning. This alterna-
tive of marketing, even for entrepreneurs, is a two-stage process: (1) make
basic decisions concerning the total expenses of marketing, its mix and
its allocation to the different parts of the marketing mix, and (2) decide
in broad outline how to use the allocated budget on the different parts
of the marketing mix, that is, product, price, place and promotion. The
marketing planning process offers a well-defined route from generating
a business ambition to implementing and controlling the resulting plans.
In real life, planning is never so straightforward and logical, of course.
Different people can be involved in different steps of the planning process,
and the extent to which they accept and are influenced by earlier planning
processes varies.

It is admitted that there could be possible problems associated with too
much planning:

— political: frictions between participants

— opportunity costs: possibilities missed from not planning

— reward system: often short term

— information about the future: may not exist

— culture: may not fit the organization

— personalities: possible personal clashes and pent-up antagonisms
— shortage of knowledge and skills: how to do it.

That managerial marketing considers itself to be able to achieve so much
and in such a detail is probably due to two things: firstly, it is intimately
related to the management concept with all what that that entails, for
example, being able to measure its effect more quantitatively, and secondly,
it was developed in relation to mass marketing and not to marketing for
entrepreneurs, which is the subject of this book. Furthermore, talking
about entrepreneurs and their marketing, it is my experience that this
literature rarely has that restriction I have, which is that an entrepreneur
must come up with something which is new in some respect; the literature
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is otherwise often about starting new ventures, no matter how genuinely
new they are.

Managerial marketing claims it is possible to use the same established
basic marketing procedures in all parts of the society. Consequently, it
is not specifically contextual and doesn’t consider place or time. In all
research based on the rational philosophy, the ambition is to build models
and produce generalizable concepts. Managerial marketing has, therefore,
constantly tried to extend its application area. The proponents of this
approach mean, for example, that this type of marketing is also valid
without any basic changes for industrial marketing and intrapreneurs.
Proponents of the rational managerial marketing model, representatives
for what I refer to as the limited view of entrepreneurship, also claim that
the same approach also is valid for social entrepreneurs. However, the way
I look at it, this model is not at all suitable for those citizen entrepreneurs
which are called public entrepreneurs, as we will see.

The managerial marketing alternative is still influenced in some respects
by microeconomic theory. It is based on economic rationality (homo
economicus), even though Herbert Simon was awarded the Nobel Prize in
Economic sciences in 1978 for the theory that we are rational in a limited
sense due to a lack of complete information (March & Simon, 1958). Most
managerial marketing alternatives also look at transaction as the building
stone in marketing theory and (which is consistent with the limited view
of entrepreneurship) assert that people must find an opportunity in the
economy in order to become entrepreneurs. Such an opportunity can
be detected through well conducted market surveys, or created through
productive R&D efforts and / or aggressive management marketing.

The criticism of the management approach in marketing comes from
several directions; it has, for instance, been criticized from a more general
point of view by many authors (for example, Hakansson, 1982; Webster,
1992; Gronroos, 1994; Gummesson, 1999; Brown, 1995). The most basic
criticism is whether it is relevant in situations other than for standardized
consumption goods out of which it came.

7.11.3 Principles for Social Phenomenological Marketing for
Entrepreneurs

Let us look at some principles which are valid only for the social phenom-
enological way to marketing for entrepreneurs.

Social phenomenological marketing is by necessity embedded in a
historical, cultural and economic context. Marketing in this alternative can
be looked at as a special way to problematize and transform the limitations
in such a context. As entrepreneurship literally means to ‘go in between’,
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one could also express it such that social phenomenological marketing for
an entrepreneur means to exploit the space of thought between concrete
action in a specific situation and rules and regulations plus other limita-
tions in the same situation. Consistent with social phenomenology, the life
world (everyday reality) is stressed, not the theoretical abstract world, and
concrete action constitutes the prosaic in the creating everyday process of
the entrepreneur, that is, his or her constructive everyday imitations and
successive improvements (in other words, that transformation process
which happens in everyday reality). Rules and regulations plus other
limitations in the situation can be interpreted as its public room (sometimes
called the public sphere). Consistent with social phenomenology, entrepre-
neurial actions are directed by intentionality, that is, interpretative schemes
and social intercourse scripts, which every human being is unaware of
but implicitly carries around, and which function as a kind of invisible
spectacles through which he or she looks at everyday situations in relation
to every specific context.

Social phenomenology does not regard the entrepreneur as an extraor-
dinary human being, or his or her marketing as something exceptional.
In social phenomenology terminology, we can use the concepts which are
introduced by Lévi-Strauss (1966), looking at the entrepreneur as more of
a ‘bricoleur’ than of an ‘engineer’; that is, he or she is directed by everyday
language and ‘natural’ everyday images rather than by rational acquisition
of those resources which the ‘engineer’ needs to handle a project, entrepre-
neurial or not. The bricoleur attempts to construct meaning by interactive
actions, primarily with customers and other users of his or her realized or
expected results (existing or expected new goods or services or other solu-
tions to their perceived problems). This interaction goes on in dialogical
form and, at best, the results are based on a language including, at least
partly, new typifications, what social phenomenologically is referred to as
language development (the idea is, in other words, that new components in
the language should lead to new ways of looking at things, consistent with
the basic idea of social phenomenology). These dialogues are part of the
bricoleur’s marketing and hopefully lead to the bricoleurial entrepreneur’s
results becoming more user-friendly.

One may ask whether social phenomenological marketing is more crea-
tive than managerial marketing. The answer is not a simple yes or no, and
is more complicated:

— Itis, as mentioned, not possible to directly compare the two marketing
alternatives, but as managerial marketing is older and more established
than social phenomenological marketing, the latter is less developed
and not as clearly defined. Social phenomenological marketing also
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does not claim, which managerial marketing does, that one best
approach to marketing exists.

— There is not a crystal-clear picture of what it means to market oneself
phenomenologically, and the possibilities for variation are still very
wide. This means, for instance, that this alternative cannot be described
or presented as unambiguously and distinctly as the managerial
alternative.

— There are also many variations of social phenomenological marketing.
In this alternative, nothing is absolutely true (there is always a ‘both . . .
and”).

— Consistent with social phenomenological marketing, the entrepreneur
does not take the market for granted — it is not discovered, so to say,
and it does not exist in any objective sense. The entrepreneur disregards
‘the market’ as a factual reality, and accepts that it is more successful to
develop through different social imaginations.

— Social phenomenological marketing is sceptical about one-sided and
repetitive advertising, and claims that such marketing dilutes the public
space. Arranging events and story-telling are more suitable to social
phenomenological marketing.

— It is difficult to measure the effects of social phenomenological
marketing.

The social phenomenological alternative of marketing is very much in line
with the postmodern view of reality. The postmodern citizen is interested
in issues concerning identity, the meaning of life and self-employment,
rather than consumption of standardized products. Individual citizen life
has become a formation process in this case. Postmodern marketing focuses
on creating and confirming meaning in using goods / services rather than
just buying them. To the postmodern marketer, the customer is actively
participating in experiencing a brand and not simply in passively receiving
an advertising message.

Social phenomenology leads naturally to marketing through network-
ing. With this approach, marketing is nothing but a directed network.
Companies of various kinds, financial institutions, governments at various
social levels and all possible economic players are the nodes. Links are
qualifying different interactions between these institutions and they may
contain buys and sales, cooperative research and marketing, etc. The
structure and the development of weighted and directed networks decide
the outcome of all microeconomic processes.

When companies see an information explosion and an unexpected need
for flexibility in a quickly changing market place, their business can be
in the centre of a complete overhaul and possibly total turnaround. This
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does not mean a marginal reformulation of work descriptions for a few
individuals. It is a completely new way of thinking about how to respond
to the new business environment in the post-industrial era, which might
also be called the information economy.

The most visible element in this new way of thinking is a shift from
a tree to a net or a network organization — flat and with lots of cross-
connections between the nodes. Project teams, alliances inside and outside
the organization, and outsourcing are thriving. In trying to compete in a
quickly moving market place, companies therefore shift from a static and
optimized tree to a dynamic and mobile net, while they also offer a more
flexible and versatile order structure.

Social phenomenologically, companies realize that they can never work on
their own. They cooperate with other institutions and adopt successful busi-
ness practices from other organizations. Co-creation is a result of an action
initiative and a kind of economic strategy, which brings all parties together
(for example, the company and some customers) to generate a mutually pos-
itively recognized result (Prahalad & Ramaswamy, 2004¢). Co-created value
emerges as personal, unique experiences for the customer (value-in-use) and
ongoing revenues, learning and improved market-effective drivers for the
company (loyalty, relationships and viral customer statements). Value is co-
created with the customers, if and when a customer can personally convey
his or her experiences from using those offers of goods and services that the
company provides — during the period when they are used — to a level that
is best suited to be able to be personalized in order to do the company’s job
or carry out its ambitions, and which allow the company to derive a higher
value from its investments in goods and services as new knowledge, higher
revenues / profit and / or superior brand values and qualities. Prahalad and
Ramaswamy (2000) popularized the concept of co-created value. They fur-
ther developed their arguments by building on experiences from companies
such as Napster and Netflix, where they showed that customers no longer
think it is enough to say yes or no to companies’ offers.

Democracy is important to social phenomenological marketing.
Traditional actions from companies and customers were traditionally
assumed to have small consequences on the state of markets. Companies
and other business activities were not looked at as interacting with each
other but with ‘the market’, a mythical entity which mediated all eco-
nomic interactions. Social phenomenological marketing aims for genuine
co-creation.

Social phenomenological marketing fits citizen entrepreneurs, espe-
cially public entrepreneurs (true ‘social phenomenologically co-creating
entrepreneurs’). A good marketer here has a vivid imaginative ability.



8.

Marketing approaches for
independent business entrepreneurs

8.1

INTRODUCTION

Following on from the end of the last chapter, let us look more tangibly
at how marketing can be designed for three different types of entrepre-
neurs: entrepreneurs who start up new business activities as independent
business units (this chapter), entrepreneurs who develop new business
activities within that company where he or she is employed or connected
to in other ways, so-called business intrapreneurs (Chapter 9), and social
entrepreneurs (Chapter 10). There are some initial points to make; let
us call them some prerequisites to what has been said and what will be
said:

There is no way of providing a complete description of all possible uses
of marketing for all entrepreneurs.

Instead, I concentrate on providing some basic ideas that I think fit in
with the three types of entrepreneurs. To clarify the differences between
the three, there is no reason to provide any details but only to give an
overview and some specific aspects of each type.

The most important purpose of these three chapters is to illustrate
differences between rational (managerial) and constructionist (social
phenomenological) marketing. I sometimes think it is enough to pro-
vide some examples of how it could have been done or has been done
in practice.

The discussions are to show what could have been possible. I make
no difference between thinking and acting in the sense that Argyris
and Schon (1989) talk about ‘espoused theories’ and ‘theories-in-
use’; in other words, that people do not always practise what they
preach.

A reminder of the fact that, when talking about entrepreneurs of inter-
est to me, I refer to people in the beginning of a new business or social
activity who must produce innovative results.

Much of what is said in the following three chapters can also sometimes
be valid in more than one chapter. For instance, much of the content of
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this chapter can also be applicable to business intrapreneurs (Chapter
9) and to some social entrepreneurs (Chapter 10).

As we have seen in this book, managerial marketing is based on the
belief that the reality in which entrepreneurs operate is regarded as factual
and full of circumstances, where you are, as marketer, supposed to do the
following:

e Build models (that is, construct deliberately simplified true pictures
of the most important factual circumstances which the interested
participants can see in their reality).

® Produce explanations of this reality, that is, existing factual relation-
ships between causes (of the causal type ‘because of” and / or the
motivational type ‘in order to’) and effects, by which entrepreneurs,
their partners and their customers or users are influenced and which
they can influence.

® Receive information through interviews (face-to-face or question-
naires) with customers or user receivers, information which is as true
(objectively or subjectively factual) as possible.

The idea is, consequently, that fruitful interviews (or information
gained in other ways) lead to fruitful models which in turn lead to fruitful
explanations.

For social phenomenological marketing, as we know, the entrepreneurial
reality is looked at as socially constructed and meaningful, and the marketer
is supposed to do the following:

e Create interpretations (that is, constructions, consisting of problema-
tizations in that language and with those values, which people who
interact with you in markets or similar areas are using, or you use
yourself, or both).

o Try to understand, that is, see how the entrepreneur and his or her
co-actors fit in those language typifications, which you may arrive
at by, for instance, describing them as the outcome of the dialectic
social processes of objectification, subjectification, externalization
and internalization.

o Obtain information through dialogues with customers / users and
/ or partners, which should be as constructive (that is, positively
directed forward) as possible. These dialogues may possibly lead to a
partly new language to build a different (and better) understanding,
which the entrepreneur and his or her environment are co-creating
in these dialogues. This is called language development (the idea is, of
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course, that a new language should lead to new thinking and thereby
new action).

The idea is, consequently, that fruitful dialogues (or information
gained in other ways) are related to fruitful interpretations in a fruitful
understanding.

We have also seen that managerial marketing and social phenom-
enological marketing differ, by asserting that the former is based on the
limited view on entrepreneurship while the latter is based on the more
extended view on entrepreneurship. In the former case, all entrepreneurs
are considered, at least partly, similar, that they are driven by a need for
achievement (which is primarily economically orientated), that they start
by discovering (or creating) an opportunity to become an entrepreneur,
that their behaviour has great similarities to management and that they
look at it as advantageous to plan. Proponents of the more extended view
are of a different opinion in these matters.

8.2 MANAGERIAL MARKETING FOR
INDEPENDENT BUSINESS ENTREPRENEURS

Managerial marketing for independent business entrepreneurs starts from
models for market planning of a management type, which at an early stage
make it clear which prerequisites are at hand business-wise. This directing
set of prerequisites can either consist of the entrepreneur’s ambitions con-
cerning time, objective and the extent of his or her future company (think-
ing which is referred to as causation), or of the entrepreneur’s possibilities
concerning his or her existing or acquirable knowledges and skills through
his or her contacts etc. (thinking which is referred to as effectuation).

A review of those parts, which should be needed according to manage-
rial marketing to create a complete conceptualization of managing either
the goals-rational or the means-rational way to become an entrepreneur,
can either be described as a sequence of decisions on the way there or
an overview of all possibly relevant aspects which together and / or in
cooperation would make you succeed.

In both cases, in my opinion it is necessary that their behaviour is related
to innovative results, in small or in big terms. I consequently discuss only
entrepreneurs as innovators, either as champions in parts of managerial
marketing or as driving forces behind social phenomenological marketing.
A review of which components are of interest, which questions it explores
and which keywords are in focus at the beginning, is given in Table 8.1
(which is my adaptation of a table given in Frankelius et al., 2015:576).
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Table 8.1 The entrepreneur’s business model as a managerial way of

thinking
Component Question Keywords
Sales offer How is the company to Core competence and
create value? customer value
The market To whom is the company Sales organization and

creating value?

localization

Internal skills Which are the company’s Activities, processes,
internal competitive infrastructure and flows
advantages?
Competitive How is the company to Marketing strategy,
skills position itself on the market? differentiation factors
Economy How is the company to make Economic model (for instance,

money?

if sales is to take place over

the counter or on Internet),
accounting and business
system

Personal factors Strategy and ambition

(goals-rationally)

Which are the entrepreneur’s
ambitions in terms of
objectives and business size?

Personal Which knowledge and Knowledge and competence
factors (means- competence has the
rationally) entrepreneur got and which

contacts has he or she?

Source:  Adapted from Frankelius et al., 2015:576.

The model above is originally proposed by Morris et al. (2005) is useful for
identifying factual essential components and breaking them down to con-
crete rules and from there control a company, new or old. In their model,
Morris’s author team tries to integrate the components of sales offer,
market, internal skills, competitive skills, economy and personal factors.

The model is originally divided into three levels: overall level, business
level and regular level. At all levels, you can find those six questions which
are represented in Table 8.1, but the answers become more operative at
lower levels. The idea is that the company, by working with the compo-
nents at the different levels, is assisted to formulate and develop its model
to create the business, operatively as well as consistently.

At the overall level, the foundation of the company is established, and
the questions are used to find the main orientation of the company and to
decide what to do within each component. At business level, the ambition
is to find unique (innovative) combinations, which reinforce the company’s
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competitive power. The business level also includes decisions on how to
execute that which has been identified at the overall level. At regular level,
decisions are made about tangible rules for how the sales offer is to be
delivered so that the exchange creates value for the customer as well as
for the company. Summary-wise, the business model with questions and
answers becomes rather complex, consistent with the discussion above
(Frankelius et al., 2015).

Note that in Table 8.1 in the component ‘Personal factors’, there are
two parts, one with the subtitle ‘goals-rationally’ and the other with the
subtitle ‘means-rationally’. The idea is, at least at the overall level of the
model, to choose one of the two as an entrepreneur if this model is used:
the former one, if rationality starts from the entrepreneur’s ‘strategy and
ambition’ and the latter one, if rationality starts from the entrepreneur’s
‘knowledge and competence’, consistent with the two alternative rational
entrepreneurial startups presented in Chapter 7.

No matter which one of the two possible startup possibilities is chosen,
the very implementation of a managerial marketing route for an independ-
ent entrepreneur may be built up from and follow two alternative applica-
tion models. We may call one a sequential managerial marketing model and
the other a structural managerial marketing model.

8.3 THE SEQUENTIAL MANAGERIAL MARKETING
MODEL

The sequential managerial marketing model is presented in Figure 8.1.

The first step is for the entrepreneur to make up his or her mind about
prerequisites that are at hand to start an entrepreneurial business venture
in the first place. Consistent with the limited view on entrepreneurship,
which corresponds with managerial marketing, the idea is that a busi-
ness entrepreneurial venture starts with a person finding an opportunity
to become an entrepreneur and claims, furthermore, that looking for
opportunities to realize an entrepreneurial reality is a necessary, strong
and basic entrepreneurial characteristic. An entrepreneurial opportunity is

a Goals Strategic Allocation Operative
Prerequisites —» —» market of marketing ——»{ implemen-
q b Means 8 P
planning mix tation

T I F eediback I l

Figure 8.1 The sequential managerial marketing model
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considered as a factual and advantageous change in economic, technologi-
cal, political and / or social conditions in the environment.

A potential business entrepreneur is therefore probably attentive to
what is going on in his or her environment to be able to discover such
opportunities. Based on the managerial approach that reality is to be
perceived as full of real and factual courses of events, it is natural for an
aspiring business entrepreneur under such circumstances to want to know
which circumstances provide the prerequisites to start a new independent
business venture. The independent business entrepreneur may try to obtain
such knowledge through a formal environmental analysis. Such an analysis
can be of one or several of the following six types (Frankelius et al., 2015):

— close surveillance of specific factors

— scanning without exact focus

— deeper penetrations of issues given beforehand
— explorative overviews

— forethought

— historical studies.

In most cases of independent entrepreneurial situations, however, such
advanced environmental analyses are not made, in my experience. The
acquisition of prerequisites to start independent business entrepreneurial
ventures, including the opportunity to do so, is mostly more of an art than
a science. The situation may be different for business intrapreneurs, which
we will look at in the next chapter.

The next step in the sequential managerial marketing model (according
to Figure 8.1), after having clarified the prerequisites, is to decide whether
to go ahead goals-rationally or means-rationally. If one chooses the goals-
rational way, and consequentially is mainly driven in one’s planning by
which results one wants to achieve, the managerial marketing approach is
that the road ahead can be clearer and the success be more motivational
(and above all be measurable) if the goal is operationalized as early as
possible. If, on the other hand, the means-rational way is chosen, and
consequentially mainly driven in one’s planning by one’s own qualifica-
tions and possibilities, this marketing approach holds that success is more
likely if you causally clarify the relationships between where you are going
and what is required to get there. Those means you do not have (or expect
to gain access to on your own or through your contact), you must make
plans for how to obtain. There is a rich variety of ways to achieve this, and
there are no general rules for an entrepreneur in such a situation. What is
required, however, is to be clever as well as creative.

As mentioned several times, I am only interested in entrepreneurs, who
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come up with new solutions, that is, who are innovative in their results. I
am absolutely convinced that innovative results can never be achieved in
a non-innovative way. I assert, therefore, that even managerial marketing
for entrepreneurs, if it is to be part of my interest, must contain innovative
aspects, even though this alternative of marketing is very clearly, logically
and rationally built up. I will return to this issue.

The next step in the sequential managerial marketing model according
to Figure 8.1 is to carry out strategic market planning. By strategy, one
could mean that unique position which the entrepreneur wants to be in
(and hopefully maintain) in the future. No matter which alternative of
marketing an entrepreneur chooses, however, I think that an entrepreneur
at a beginning stage in most cases is not particularly clear about this,
even if he or she might have hopes as well as visions. However, he or
she is probably much clearer of the next step in the sequential manage-
rial marketing model, that is, how to construct the marketing mix and
allocate funds to product, price, place and promotion. Considering the
usual limitations in time as well as in other resources for an entrepreneur
in the beginning of a new venture, it is probably wiser to select one part
of the marketing mix and become overengaged on that part rather than
be spread too thinly on all parts. I will return to this point at the end of
this first section of this chapter, which is about managerial marketing for
entrepreneurs.

The choice of focus in the marketing mix will influence the layout of the
last step in Figure 8.1, the operative implementation plus the design of that
feedback which follows the application of the whole sequence.

8.4 THE STRUCTURAL MANAGERIAL
MARKETING MODEL

There are many varieties of the structural managerial marketing model, as
with the sequential managerial marketing model. The different methods
tend to illustrate different components that should be considered when the
business entrepreneur is to become successful in a market, sometimes with
a clarification of how these components are related and how they influence
each other. One relatively accepted variety was launched by Osterwalder
and Pigneur (2010) and is called the canvas model. The ways in which an
entrepreneur is to create, deliver and extract market value are laid out as
on a canvas. The model can be outlined as in Figure 8.2, a version which I
have taken from Frankelius et al. (2015:578).

The model starts out from the perspective of the individual company,
and like all models in managerial marketing, it assumes that the company
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Key Customer
activities relations
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Sales offer Customer
partner-
. segment
ships
Key Channels
resources
Cost structure Revenue streams

Source: Based on Osterwalder & Pigneur, 2010; my translation.

Figure 8.2 The Canvas model

has a factual and a relatively stable structure — the model is probably easier
to apply in more established companies than in completely new ones. It is
therefore provided as an alternative in the next chapter also, as it is valid
for intrapreneurs.

The canvas model is set up by a company which attempts to trim its
flows of costs and revenues and improve its profitability while at the same
time creating a higher market value for the company’s entrepreneur. It
could be described as ‘a conceptual tool pointing at the logic behind how
the company can or should make money on its sales offer, and it also
works as a check list of what is important to keep in mind in such an effort’
(Frankelius et al., 2015:577-8; my translation).

The canvas model focuses on the company’s value offer and does so
from two directions, that is, a market side and a production side. In the
centre of the model, which is provided in Figure 8.2, is the sales offer.
The customer and market side is made up of the company’s market
and customer related activities, and the chosen customer segment is in
focus. Customers are reached and cultivated through the components of
customer relations and channels. On the production side, its components
are key activities, key resources and key partnerships. The costs and
revenues of the business model are summarized in the components of
cost structure and revenue streams. It is the customer and market side of
the models which has the strongest connections to the literature around
managerial marketing. Here value creation is focused upon, and it deals
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with the need and problems of the customer segment, that is, the benefit
provided by the offer and which the customer finds it worth paying for.
By identifying what it is that the customer wants, the company can satisfy
a specific need by its offer and generate revenues that way (Frankelius et
al., 2015:579).

Perceived market value is central in the entrepreneur’s offer to explain
success through managerial marketing models. It is also important that
the company’s opinion about what creates value somehow is checked
against the customer segment, on which the entrepreneur is focusing. This
can be done in this case through market research based on interviews
and questionnaires of different kinds. Other benefits which a value offer
can bring according to managerial marketing are to (Frankelius et al.,
2015:580):

— help to do a specific job — can be about consulting or a commitment on
a contract

— design — can be about special design which is aesthetically attractive,
functional, user-friendly or environmentally sustainable

— brand building — by carrying and using specific brands, customers send
signals to the environment about who he or she is

— cost saving — by customers using a scheduled maintenance system, for
instance, he or she can save on their maintenance budget because the
risk for break-downs decreases and the system makes sure the machin-
ery is always ‘well oiled’

— smaller risks — this can be about insurance systems or guarantee com-
mitments which are part of the offer

— higher access — the company can offer online support, or use cooper-
ating partners, with good access, which the customer can be part of

— user-friendliness — the company makes it simpler for the user to utilize
the product

— the price — this is what decides which side of the business model is to be
stressed the most, the value-creating side or the efficiency-side.

To summarize, one can say, when working with the company’s offer, never
to forget that customers pay for the experienced (or economically calculated)
benefit. This is so when selling to a customer in general and when selling to
companies in particular. Customers rarely buy just because it is fun or because
they do not have other things to do. There are exceptions to this rule, about all
in the customer market, and then as impulse buying and pleasure shopping,
for instance. But if the reasons why the customer buys are strained, you end
up most of the time with the customer experiencing some benefit with the
purchase, even if it is an impulse buy. If it is about sales between companies, one
must assume that a purchase made by the customer must be possible to calculate
as an economical gain as margins when selling further, as higher efficiency, cost
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savings or other benefits, assisting the buying company to reach higher level
of profitability short-term or long-term. (Frankelius et al., 2015:580-1; my
translation)

8.5 ASPECTS OF BEING INNOVATIVE WHEN
APPLYING THE MANAGERIAL MARKETING
MODEL

A list of different ways in which an entrepreneur may be able to create
value for his or her customer consistent with the managerial marketing
model can include the following points (Frankelius et al., 2015:582):

—  Personal sales: the company’s sales person finds a customer and makes
him or her buy.

— Sales over the counter: sale takes place in a shop or in a department
store, where the customer chooses a product, brings it to the cash desk,
pays and takes it home.

— Sales of ticket: this can be everything from bus, train or air ticket to
charter trips and concert / event tickets. The customer pays beforehand
and is allowed to consume the service / experience that has been bought
when showing the receipt / ticket.

—  Broker models: the company makes a profit by connecting seller and
buyer, for example, real estate broker, stock exchanges, transaction bro-
kers such as PayPal, auction houses or auction sites and other physical
or virtual market places.

—  Advertising models: examples are web portals such as Yahoo or Google,
where a user can utilize a service for free and the company becomes
an attractive advertising place because of its many users and good
information about their profile.

— Renting out: the company owns machinery, cars, tools, competence,
real estates, beds or other things which the customer can use during a
limited time through paying a charge.

— Services: the company sells services, such as cutting hair or problem
solving, and may either be paid at the same time as the service is
provided or consistent with another agreement about how and when
payment is to take place.

— Subscription: Examples are newspapers, journals, telephone, theatre
tickets etc. The customer pays a charge in exchange for a specific or a
running number of goods.

— Licensing, royalty and franchising: the customer may use a solution or a
concept and pay compensation to the copyright holder.
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—  Computer clouds and similar services: the Internet is used as a base for
these services. Customers and other users are given access to software,
located in another server.

There is room here for combination, creativity and inventiveness — or
innovation, which I regard as essential. There are many general suggestions
as to how to try to make managerial marketing more innovative (Table 8.2).

As mentioned earlier, Morgan (2009) has several suggestions of creative
moves, which could suit managerial marketing as well as social phenom-
enological marketing:

While we might disagree on this implication or that implication of the changes
around us, one thing is clear to everyone, it seems: Marketing or rather the
transition that marketing is making, is now to be seen as a journey without map.
We know, because influential CMOs have told us, that the old marketing model
is broken, and certainly we have all lost confidence in it. What we don’t yet
know — because it is in a state of continual emergence and experimentation — is
what the nature of the new model is that we are supposed to replace it with.
(Morgan, 2009:xvii-xviii)

The starting point for Morgan (2009) is that the middle ground will be
an increasingly dangerous place to be on. A successful business entrepre-
neur can therefore not be a player somewhere in the middle; /e or she must
be at least a strong second position. He also claims that there are important
advantages to being an entrepreneur (and consequently be a newcomer in
some way if an independent business entrepreneur). He or she does not
have to be everything for all people, he or she can choose a place where to
stand and something to believe in. Furthermore, he or she can concentrate
on delivering his or her choice in a superior way.

Shortage of experience in a product category does not have to be a
disadvantage, but can instead be a possibility for renewal, which allows
new players to see fresh alternatives in the product category in question —
alternatives which those who have been working there for years cannot see,
because they have become too firmly rooted. The point is for an independ-
ent business entrepreneur not to think traditionally in that way which is
flourishing in every product category and be caught by those details and
perspectives which may obscure his or her judgements. One can simply
ask “Why not? instead of “Why?” There is no reason to belittle what a five-
year-old child asks compared with what, for instance, research announces.
Morgan (2009) refers to this as intelligent naivety!

By intelligent naivety we mean in reality something more than ‘do the opposite
of what everyone else is doing’. We mean, very specifically, to bring a fresh and
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Table 8.2 Comparison between traditional managerial marketing and its
more innovative possibilities

Traditional managerial
marketing

More innovative managerial
marketing

Basic premises

Orientation

Context

The marketer’s
role
Market view

Customer need

Risk perspective

Resource
management

Development of
goods/services

The role of
customers

Facilitating transactions and
market control

Marketing as an objective,
impassionate science

Established, relatively stable
markets

Coordinator of marketing
mix; brand-builder

Reactive and adaptive view
of current market situation
with gradual innovations
Articulated, assumed,
expressed by customers in
questionnaires

Risk minimization in market
actions

Efficient use of existing
resources, scarcity mentality

Marketing supporting
development of new goods/
services within R&D and
other technical departments
External source for
information and feedback

Sustainable competitive
advantage through value-
creating innovation

Central control for passion,
enthusiasm, persistency and
creativity in marketing
Imaginative, emerging and
fragmented markets with a
high degree of turbulence
Internal and external change
agent; category-shaper
Proactive view, leading the
customer with dynamic
innovations

Unarticulated, discovered,
identified through lead-users

Marketing as a tool for
calculated risk taking; stress on
finding ways to minimize risks,
managing them stepwise or
sharing them

Reach leverage effects, creative
use of others’ resources; do
more with less; actions not
limited by resources accessible
at the moment

Marketing is the home of
innovation; customers are
co-active producers

Active participants in the
company’s marketing/decision
making process and in their
view of what product, price,
place and promotion are and
contain

Source:

Morris et al., 2002:6.
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dynamic set of questions to the category, a set of questions that deliberately
breaks with the immediate past of the category and looks at what we can learn
from other categories — both in terms of what we can bring that is new, and also
in terms of which bits of so-called wisdom we need to unlearn in order to break
through. (Morgan, 2009:38)

Sometimes it is more important to ask the right questions than to provide
the right answers!

Customers do not navigate really successful business entrepreneurs.
Instead, these entrepreneurs navigate their customers. They try to com-
municate clearly and unyieldingly where they stand and why they stand
there. In human societies, products have always been some kind of com-
munication. In uncertain times, which many of us think we live in today, it
is possible to say, however, that some products have been not only a kind of
communication but of navigation. Morgan (2009) refers to products which
thrive in this uncertain environment as having a lighthouse identity.

That customers find the self-confidence of [products having a clear identity]
appealing should be no surprise. In life, people are drawn to strength and to
people of character who are true to themselves. In marketing life, in using goods
as communication or even navigation, people are drawn to strong brands. This
strength can come from ... an intense projection of who you are. (Morgan,
2009:83)

The purpose of a strong identity is to invite and create a more intensive
relationship between a product (or often its brand) and customers / users.
Such a product succeeds because it offers the customer an emotional
reward and / or relationship which previously established brands cannot
match. Even though key aspects of the product mix may satisfy certain
rational needs, new products tend not to succeed by only satisfying these
rational needs (there are rarely any rational needs left in any mature cat-
egory at any rate); by a lighthouse identity they offer instead a realignment
of the customers’ feelings.

There are two kinds of product leaders (or brand leaders) in every
category. One is the market leader, the biggest player, the product the
majority lives with — and the chance is that this is the product it has grown
up with. But there is another type of product leader, which is the thought
leader, the product (or the brand) which everybody is talking about. Even
though it is not the biggest one, it is the brand which raises most attention.
Successful business entrepreneurs should endeavour to create this kind of
product leader.

They should try to reach thought leadership not only through product
innovation or advertising strategy, but through behaviour: surprising the
customer by consciously breaking one or two of those conventions (not all)
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which make up that category they entered or re-entered so late (Morgan,
2009:109-10).

Market leaders surround themselves with rules or conventions which
control marketing of their product within a certain category. Customers
have, in reality, expectations that they shall deliver and / or play in that
category. But the point with these conventions is that they often have very
little to do with understanding what the customer really wants, or rather
would like to have; they have been invited by the marketers (and the market
leader) for reasons which are now forgotten and which, without resistance,
now have become dominant. In their turn, many secondary brands within
each category supplement a comfortable but very unspectacular life by
playing by the existing conventions, which are established by the market
leader; and this repetition of established market leaders has in turn cre-
ated customers’ expectations on how a certain product is to be seen and
marketed.

But an independent business entrepreneur (let us call him or her a chal-
lenger) enters a market late, almost by definition. And by entering a market
late, you will have to differentiate yourself stronger. It is necessary to offer
customers a strong reason for choosing what you offer, which is not easy.
Although there are times when a genuine product innovation precedes the
creation of a brand, it is more often the case nowadays that creation of a
brand precedes the conceptualization of this product.

Category conventions offer a natural point of leverage to create this
differentiation. The challenger must find a genuinely new insight into
what the customer really wants — and then play accordingly, taking one or
several of these conventions and consciously breaking them in the way in
which the company markets itself.

It is important to stress that this kind of convention break is not simply
about attracting attention to gain interest. But even if you really try to
draw attention to yourself, the short-term objective is also to break a
convention in order to communicate your identity and positioning, and
to create a deepened customer relationship. In the long term, the objective
is to provide a new framework in the category’s area, particularly in the
customer’s choice criterion, which the challenger has defined him- or
herself and is thereby to his or her own advantage. Change the rules in the
challenger’s favour!

Most people are quite content with where they are and what they do.
They do not expect to change their opinion about what they consume, and
in most purchasing moments, they already have a set of brands which they
think with delight will suit their needs. Actually, the purchasing decision is
often not a real decision — it is a habit. This is easy to forget.

For a challenger to reach an objective, he or she therefore needs to find
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a way in which to puncture customers’ complacency. Some of this will
obviously come from sustained free offer of samples and other ways in
which to motivate change of behaviour. Some of it will be the result of
brilliant communication. But, due to the fact that challengers are normally
in a hurry, they will try to find ways which create symbols of re-evaluation —
dramatic symbols or acts, which often involve startling presentations,
which make customers sit up and re-evaluate their assumptions about
those products they normally buy (Morgan, 2009).

As can be expected, common tactical means used by challengers involve
attempts to surprise, or to attack the dominant complacency head on.
Challengers may in such a case put things together which are not expected
to belong together — such as art museums and discount stores, sloths and
clocks, athletes and vegetarianism — where the juxtaposition makes it
necessary to re-evaluate each item. Some business entrepreneurs may even
need to arrange a sequence of symbolic re-evaluations to dislodge custom-
ers’ complacency. However, as far as independent business entrepreneurs
are concerned, their budget for promotional purposes is usually very small.
Their fuel must then be idea power, ingenuity and passion.

In today’s world of an abundance of information and media traffic, the
greatest danger is not the customer rejecting the business entrepreneur’s
product, but neglecting it. To be rejected is to be noticed. In principle,
this can be attended to relatively easy — you make a big change or you pull
out — but complacency is a much more insidious and expensive problem. It
is not enough, if that is the case, to invest more and more money — they will
just give less and less return. The solution is, as stated by Morgan (2009),
to whole-heartedly concentrate and sacrifice all that costs more than it is
worth:

1. Concentrate the internal and external expressions of identity by
eliminating activities that might dilute it.

2. Concentrate by changing the mind-set of the business entrepreneur
and the organization from communicating vague general messages to
more intensive, focused appeals (and thereby avoid being ‘stuck in the
middle’).

3. Concentration generates a critical mass for the communication of that
identity and differences by stripping away other secondary and unfo-
cused marketing activities.

The independent business entrepreneur must understand that in the
tough business world of today, he or she will face resistance. It is therefore
important to overcome this resistance before it arises, and also to involve
oneself more to achieve this — to overcommit. It does not help to just exert
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oneself enough to succeed in the most essential aspects; instead, he or she
must overcome every possible source of inertia and lack of interest which
one will inevitably will come across (internally or externally) when trying to
translate the challenger’s purpose and tactic into a constructive behaviour
and a result.

This overcommitment is not just required in the language that the
business entrepreneur uses to stress the advantages of the product to the
selected market segment, but also in actions to show that he or she really
means what he or she says — above all, to support the thought leadership
that he or she intends to represent.

In my opinion, most market communication, just as television advertis-
ing, is rather banal. In many countries, it is even possible to pay for a televi-
sion channel free from commercials today. Very few business entrepreneurs
have a product to offer that sells itself without any efforts, which means
that the business entrepreneur must look for possibilities to create news
around what he or she is doing. Furthermore, a challenger has normally
no other choice than showing him- or herself as special; differentiation is
for an independent business entrepreneur a matter of survival as well as
of reaching profitability. He or she has normally less financial means than
the established competitor. Clear and distinct information is not enough in
such a case — catching the target’s imagination in different media must be
the objective.

To just see all marketing as a simple aspect of the marketing mix is not
enough. Interesting communication ideas and a consistent striving for the
right publicity to get the word-of-mouth process going can be the most
powerful business instrument that a challenger has access to today: the
email culture, the emergence of social networks and different kinds of
online connected local communities have created, like never before, a new
level of possibilities for challengers with limited budgets to quickly build
awareness and interaction around their product ideas among customers.

Social media and networks have been around for hundreds of years — forums
where people delighted in passing on and talking about news and ideas they
have picked up — they just were called bars, cafes, and pubs. [However], there are
critical new elements and opportunities that the digital world has brought to this
opportunity to engage with social cultures (visual dynamism, interactivity, flow,
accelerated community, and scaled momentum). (Morgan, 2009:194-5)

As stated by Morgan (2009), a business entrepreneurial challenger should
not be primarily customer-centred. This is probably what most business
enterprisers are, for obvious reasons. A successful independent business
entrepreneur should, according to Morgan, be above all idea-centred and
show this in all possible ways. To be successful in this endeavour, a great
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amount of creativity and innovative skill is required, which, as we know, is
the focus of this book.

8.6 SOCIAL PHENOMENOLOGICAL
MARKETING FOR INDEPENDENT BUSINESS
ENTREPRENEURS

Due to its condition, social phenomenological marketing cannot be pre-
sented as simple models or algorithms either in a sequential or structural
format, but rather as meta-principles and as process-orientated interpreta-
tions of starting points and fixed stars. Unlike managerial marketing,
social phenomenological marketing cannot be taught or learnt as a set
of average or typical explanations in a world of theories. This means, for
instance:

o In social phenomenological marketing, it can be destructive, and
even dangerous, to directly copy one’s own or others’ ways to
succeed.

e It can be difficult in any quantitative way to decide whether one
has been successful through social phenomenological marketing
because to achieve this you assume that you act in a meaningful
world instead of a world full of circumstances. Meaning cannot be
measured in any traditional sense, but must be felt and experienced
individually and contextually in actual cases, even if interactively
together with other people.

e The concrete place (unlike the abstract space) is of importance
here. A place is more or less specific. It contains, in the business
entrepreneurial case, living individuals, who in interactive processes
continuously create their existence. With this point of departure, the
business entrepreneur cannot in any contemplative solitude figure
out an abstract best plan, but must instead put him- or herself in (or
rather often be part of creating) concrete situations of learning in
order to communicate face-to-face with existing business partners
and customers to generate an understanding of what is required
to proceed in a more favourable direction. To express it as a game
of words, the business entrepreneur must here learn more general
principles for how he or she can be gradually more constructively
specific.

o Social phenomenological marketing is related to the more extended
view on entrepreneurship, which in the business entrepreneurial case
means to stress one’s own contextual learning process rather than
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ready-made non-contextual knowledge of, for instance, decision
making, picked up from other people who might claim that they have
previously been successful and / or researchers who think they know
and are willing to tell how to act without concentrating on what is
specific in a particular case.

Language is extremely important in social phenomenological market-
ing and it is, more or less implicitly, part of all marketing consistent with
this constructionist philosophy, including for business entrepreneurs. The
reason is, of course, that reality is here seen as a social construction, that
18, built up by language typifications, and not as in managerial marketing,
where language is ‘only’ seen as a tool to depict reality. You may express
it such that in rational philosophy, which managerial marketing is based
on, language (in the wide sense of it, that is, not only written or spoken
words, but also gestures and other body language) can be used to better
explain reality. In social phenomenological marketing it is so, however,
that (social) reality does not contain anything else but language. There is,
of course, also a physical natural reality within social phenomenology,
but this philosophy is only interested in what can be understood (that is,
what can interactively take place between people). Explanations are not
enough within its interest area. For example, you cannot ‘understand’ a
metal, a tree or a planet, because as a human being, you have nothing
in common with them. If, on the other hand, you use a specific metal
or a certain kind of wood to construct something, you can start to talk
about understanding (of the result). Knowledge of reality is created
in social phenomenological marketing through dialogues (‘through
words’) and not through interviews (‘exchanging knowledge’ — of factual
reality).

Language used in social phenomenological marketing is constituted, as
mentioned above, by typifications, which mean taken-for-granted agree-
ments between people, which they use to understand their everyday
reality. Typifications are treated as if they were objective, but they are not.
They are objectified (‘objective-made’) and used as if they were objective.
To understand partners and customers or other actors in the socially
constructed reality, of which he or she is one component, one could say
that a business entrepreneur using social phenomenological marketing is
problematizing partners’ and customers’ reality; that is, he or she attempts to
understand those values and conceptions which lie behind those typifica-
tions used by partners and customers.

To work symbolically through language and thereby transcend our
biological limits is a hallmark of humanity, and can even be counted as the
most significant feature of being human. Our acts are not only controlled
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by our intentions, but acts as well as intentions are controlled by the
language we use. Genuinely new problems require genuinely new solutions,
and I see entrepreneurs as language makers (to speak about them in analogy
with watch maker and shoe maker) only when they achieve new solutions,
and this requires that they use a language, which is, at least partly, new.
This is what I have referred to as language development. As 1 see it, you do
not find new solutions if you do not have a new language for it (Bjerke,
1989).

There are many examples of the magic and importance of language in
our working life:

Many companies try to make the concept ‘employee’ or ‘worker’
more humane by talking about, say, ‘member of the crew’, ‘associate’
or ‘crucial key resource’.

‘Restructuring’ or ‘rightsizing’ are euphemisms used when compa-
nies cut down on their staff. They think it is too negative for anybody
to be ‘fired’ or ‘be given the sack’.

Understanding the importance of language in business contexts, includ-
ing entrepreneurial situations, has been appreciated for a long time:

The entrance to a company is its language reality. The symbols in
this reality, including its language, offers in my opinion, a better
understanding of any company than either its recorded plan or
organization diagram.

Every moment is a symbolic moment. Even to ignore this is symbolic.
The vocabulary of a company can be its most important asset, but it
can also be its major liability.

To renew a company, that is intrapreneurship (which we will explore
in the next chapter), may make it necessary to change the central
building blocks of their language, that is, its memes, and to identify
those who hold to the relics of its old language (Arbnor et al., 1980).
Words rarely shake off their etymology and their origin. The point
is to clarify the original ideas underlying the language being used in
a company to reveal those who are still living in an outdated world.
The ideal outcome for an entrepreneur would be, of course, to suc-
ceed so well that the name of their company is turned into a verb
in common use. Two examples in the modern electronic world is ‘to
google’ and ‘to tweet’.

Many of the most important artefacts in the business world are
symbolic. Concepts are incredibly important artefacts. They are:
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memes often resulting from a long ‘cultural’ process, or they may be expres-
sions of deliberate rhetorical innovation. When Xerox went from the copying
machine company to ‘the document company’, or when Mercedes-Benz talked
about selling ‘mobility’ instead of cars, these notions were highly significant
as artefacts. When Observer (a very successful Stockholm headquartered
company) launched concepts such as ‘communication audit’ and ‘value-creating
communications’ they created mental analysts for reframing the company’s
business, which started as press clippings where they were the world’s leader.
The power of concepts is further proven by how extremely conserving they
can be. When IBM set up a personal computer division and called it the ‘entry
products division’ this, of course, reflected a whole world view out of touch with
emerging reality. (Normann, 2001, p. 244)

In section 6.9, we talked about entrepreneurs as active participants in
sense making. In this section, we have understood that entrepreneurs may
also be called language makers. An interesting third variety of entrepre-
neurs as makers has been given by Spinosa et al. (1997), who talk about
entrepreneurs as history makers. All these three conceptions of entrepre-
neurs as makers relate to their intimate connections to language, symbols
and meaning, at least if a social phenomenological approach is applied, for
instance to marketing.

Spinosa et al. (1997) assert that some people can be looked at as history
makers, and claim that entrepreneurs belong to this group. This theory is
based on the idea that we all experience anomalies or disharmonies in our
lives. Most of us, however, do not do much more than just notice such
situations. But there are those, as stated by Spinosa et al. (1997), who act
when they face such situations and who present ways in which to challenge
them. They do so by disclosing what the authors call ‘the life styles’ in the
society. This can be done in three different ways:

® Articulation is the most familiar type of ‘clarifying a style’. It occurs
when a style, which so far ‘is in the air’, but is only at a potential
stage, is brought into sharper focus. In articulating change, the
style does not alter its core identity, but becomes more recognizable
among customers/users of a good or service, the acquisition of
which makes this life style possible. Articulation is the most common
form of entrepreneurship as stated by Spinosa et al. (1997).

® Reconfiguration is a more substantial way in which a style can be
focused. In this case, a marginal aspect of the practices coordinated
by a style becomes more dominant. This kind of change is less
frequent in everyday life than articulation. In the case of reconfigu-
ration, a greater sense of integrity is generally not experienced (as in
the case of articulation). Rather, one has the sense of gaining wider
horizons.
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o Cross-appropriation takes place when a part of society takes over a
life style from another part of society, a style that it could not have
generated on its own but that it finds useful.

Articulation, reconfiguration and cross-appropriation are consequently
three different ways in which disclosed skills can work to bring about
meaningful historical change of a disclosed reality. To what extent these
changes could be called entrepreneurial in the innovative sense is debatable.
In general, I look at articulation as not being an entrepreneurial act, but
the other two might very well be so. All these three changes are called /is-
torical by Spinosa et al. (1997) because people sense them as a continuation
of the past. Spinosa et al. (1997) are, therefore, contrasting their notion of
continuous, marginal historical change with discontinuous change, and
look only at the first ones.

To regard entrepreneurs as history makers fits with the social phenom-
enological way of applying marketing. One may ask, generally, why it is
that our potential as history makers is discovered by so few? Spinosa et al.
(1997) assert that there are three ways to understand this. All of them can
be looked at as aspects of social phenomenology:

® Our common sense works to cover up our role as possible disclosers
of new reality. Common sense is neither fixed nor rationally justified.
The ultimate ‘ground’ of understanding is simply shared, but not yet
disclosed practice — there is no understanding that exists only for the
entrepreneurs.

e Once we have become habituated to a style, it becomes invisible for
us. It becomes part of what we take for granted in our everyday
reality. If someone behaves in a way that does not fit in with our
dominant style, we can fashion his or her behaviour to fit with ours.

e Because we do not cope with the style of, for instance, our culture
or our company or our generation directly — we simply express this
style when we cope with things and with each other — we have no
direct way to handle it or come alive to it and transform it. Our
practices are designed for dealing with things but not for dealing
with practices for dealing with things, and especially not for dealing
with the coordination of practices for dealing with things. We do
not normally sense our potential as disclosers, because we are more
interested in the things we disclose than in the disclosing as such.

Through these three ‘natural’ tendencies to overlook our role as dis-
closers, we lose sensitivity to occluded, marginal, or neighbouring ways
of doing things. By definition, an occluded, marginal or neighbouring
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practice is one that we generally pass over, either by not noticing its unu-
sualness when we engage in it or by not engaging at all. Special sensitivity
to marginal, neighbouring or occluded practice, however, is precisely at
the core of entrepreneurship, as stated by Spinosa et al. (1997) (and may,
as I see it, be disclosed through social phenomenological marketing). This
sensitivity makes innovation more of an art than any rational managerial
activity.

Spinosa et al. (1997) claim that three currently widespread ways of
thinking about entrepreneurship (entrepreneurship as theory, entrepre-
neurship as pragmatism and entrepreneurship as driven by cultural values)
are not enough for several reasons (this criticism is more relevant in the
narrow view of entrepreneurship than in the more extended view):

o They are not genuinely innovative; to reduce entrepreneurship to
a number of fairly stable and regular procedures places ourselves
virtually outside of change.

o They only try to satisfy those needs that exist already or which can be
discovered or created, without talking about how a person being an
entrepreneur is changing the general way in which we handle things
and people in some domain.

e® They are deeply anti-historical.

Spinosa et al. (1997:66) claim that entrepreneurship is human activity
at its best.

To go back to the ability to innovate as a necessary aspect of a ‘true’
entrepreneur, those views which are presented by Morgan (2009), which
we have looked at before, may be seen with social phenomenological eyes.
For example:

o Those naive but intelligent questions that a challenging entrepreneur
should ask him- or herself can be formulated in a language new
enough (language development, as I call it) to lead to genuinely new
thinking and thereby new actions.

e Language development does not only have to be the beginning of
development of a new venture, but can also be used to clarify the
challenger’s identity, his or her thought leadership and his or her
possibilities to be experienced as a ‘lighthouse’ for customers and
other users to ‘navigate’ by.

e By a partly new language and other new symbols, successful chal-
lengers may make customers and others re-evaluate what is impor-
tant in their way of life and then possibly favour new entrepreneurial
challengers.
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e Even though an aspiring business entrepreneur is usually short of
financial resources, he or she may, as challenger, do all they can to
enter the social culture.

The environment must be used by entrepreneurs to expand their ventur-
ing possibilities and to include other actors. A broad network extends
the environment by new social constructions and, therefore, expands
action space. One may believe that modern, ever more extensive electronic
possibilities are decisive for these possibilities, but there are an increasing
number of opinions to modify this statement. Turkle (2015), for instance,
asserts that conversations face-to-face belong to the most human — at the
same time as it is one of the most humane — things we can do as human
beings, and which people involved in businesses, for instance, business
entrepreneurs, should also be doing. It is, as stated by Turkle (2015), by
giving each other our fullest attention (for instance, business entrepre-
neurs, their customers and business partners) that we learn to listen and
develop our empathetic ability to really understand others’ situation.
She claims that face-to-face conversations are also necessary for that
internal exchange of views we have with ourselves, to learn how to listen
to and develop an empathy in relation to other people. Conversation, self-
reflection and understanding our social environment are related.

As Turkle (2015) correctly points out, we try these days to get away from
face-to-face conversations. We hide from each other, at the same time as we
are constantly connected with each other. On the display in the telephone
or on the computer, we are tempted to present ourselves in a way we would
like to be. Of course, there are always aspects of acting every time people
meet each other, in all contexts, but on the Internet, we always choose the
moment ourselves and there it is very easy to clarify, edit, improve and
revise. It is therefore questionable whether we really get to know each
other, where we do it electronically. The same opinions are valid for most
advertising we are exposed to. It is heavily made up and provides a glori-
fied and biased picture of the supplier. Advertising gives no opportunity
to counter or to create a constructive dialogue, and is surely one important
reason behind that ‘advertising weariness’ which is so widespread today.

Through our mobile phones, computers and most advertising media,
we run away from spontaneous and unconditional conversations where we
play with ideas and permit ourselves to be completely present and vulner-
able. These are precisely the conversations which promote empathy and
intimacy and which strengthen our social (and business entrepreneurial)
actions. In these face-to-face conversations, creative cooperation flour-
ishes, which is necessary for a good family community and for developing
learning as well as for successful businesses. Dialogical conversations
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face-to-face strengthen our relationships in networks at home, at school,
in our working environment and in the public (Turkle, 2015). There is no
better way to build confidence. ‘[Entrepreneurs] do not want their service
to become just like any commodity. The best way to avoid this is to offer
a relationship. And this requires conversations [face-to-face]’ (Turkle,
2015:356).

A business entrepreneur should therefore act as much as possible as one
of the participants in dialogical interactions — mainly ‘on the floor’ where
customers and other users are, that is, walk around, and talk face-to-face
with colleagues, business partners, customers and other users. Turkle
(2015) presents some ‘milestones’ to guide such walking around:

— Slow down. Learn to listen to your own voice and to others’.

— Protect your creativity. Take the time you need and take time to be
silent. Set your own agenda and keep your own pace.

— Create rooms which are promoting conversations face-to-face.

— Remember to do one thing at a time as your next trend. Productivity as
well as creativity will increase that way.

— Talk to people you do not agree with. You learn more from people who
do not agree.

— Follow the seven-minutes rule. It takes at least seven minutes before you
know how a conversation will develop.

— Question the idea that the world consists of a number of apps. App-
thinking starts from the idea that our actions function as algorithms,
these actions lead to predictable results and are lacking in empathy
anyway.

— Use the right tools. Those tools which are at hand, for instance a
smartphone or a super-fast computer program, are not necessarily the
right ones.

— Learn from moments full of conflicts. They may perhaps be possibili-
ties to develop yourself.

— Remember what you know about life, above all those moments when
you came closer to other people.

— Do not avoid the difficult conversations. Who said that life should be
easy?

— Try not to think in terms of all or nothing. It is only the digital world
which is built up by binary possibilities, and life is not a problem which
requires a quick solution.

Modern technology is here to stay, along with the wonders and amazing
possibilities of phones and computers. But the time has come for us to con-
sider whether technology does not sometimes thwart other things which
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are important to us — above all face-to-face conversations for a dialogical
and language developing empathetic purpose. When we have realized that
this is so, we can do something about it. We are able to embrace the technol-
ogy as well as change its task in our lives, for everyday use as well as for
work. And we can admit that we sometimes need things which are rather
hampered by social media, that is, close contacts with each other.

My opinion is that constructionism, for instance as social phenomeno-
logical marketing for business entrepreneurs, makes it possible for us to
better handle those dialectical conditions which are often associated with
postmodernism. Let us look in a constructionist way at some such dialectic
conceptions and how they can be understood and exploited in marketing
with the social phenomenology approach. Constructionism allows us
exactly this ‘both ... and’! While the modern world can be described
in extremes by using polar opposite differentials, for instance good or
bad and pleasant and unpleasant, in the postmodern world marketers
may experience bipolar dimensions as juxtapositioned contrasts which are
dialectically related to each other, for instance, both good and bad and both
pleasant and unpleasant. A few more precise examples:

® Both the material and the symbolic. Customers’ experiences come
from satisfying material needs as well from feeling the symbolic
meaning they represent. As postmodern customers, we buy (or pos-
sibly not) the companies’ image and activities as much as we (do not)
consume their products. Luxury goods with a high symbolic value
are sold in places with very high retailing prices. They are not only
sold for their functionality but also for their symbolic values. There is
a shift towards marketing any product for its symbolic possibilities.
One key characteristic of postmodern marketing is the develop-
ment of goods and services which display a new theme of an old
product. This may possibly produce hyper-realities (hyper meaning
exaggerated or extravagant). Postmodern markets may eventually
be hyper-real; here conscious and demonstrative assets and fictitious
improvisations are included.

® Both the social and the individual. Consumer goods have always
meant more to us as customers than their function alone. But in the
postmodern environment, a purchase of goods and services confirms
not only who we are to ourselves, but also who we are to other people.
There is social status involved in owning special kinds of goods and
using special kinds of services. Our ownership of these products
projects our meaning to other people in a cultural context. What is
particularly different in postmodern environments is how easy it is to
change oneself, and become another person. As marketers in the old
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days may well have focused on rational buying motives, there is an
increased acceptance and movement towards the idea that customers
buy things they want, but because they do not want them. When
the postmodern customer loses his or her contact with their local
community in the traditional sense of it, and is short of time, they
increasingly crave satisfaction through feelings they share with other
people, whether or not this is genuine. This is denoted as tribalism.
Furthermore, it is often so, that instead of having only one ‘myself’,
acting in different buying situations, customers have many ‘myselves’
operating through different buying situations.

Both wish and satisfaction. Whereas in the modern world the focus
was on satisfying the customer, especially by appealing to functional-
ity, in the postmodern era so that focus is shifting to customer
wish. Not so much to satisfying wish, because wish can never be
completely satisfied, but simply to let the customer recognize that
the wish exists and experience its effects. Postmodern marketers
notice the customer shift away from only satisfying functional needs.
Even though advertising has long fed our wishes as customers, in the
postmodern environment we want others also to see that our wishes
are satisfied. In postmodern markets, such desire is accepted as well
as acceptable for its own sake. The customer tolerates the message
that it is good to wish something just to be able to experience it,
not because you really need it. Consequently, appeals to customer
wishes, unlike customers’ rationalities, feel convincing because they
appeal to the subconscious, often through sex appeal and through
satisfying wishes which were previously taboo.

Both rationality and freedom. Customers buy and consume goods
and services because they have fun with them and enjoy them. That
is a result of our customer experiences. But even if this might seem
just like common sense, for many years researchers of customer
behaviour stressed the fact that customers look for functionalities
and the consequences of using the good/service as primary customer
considerations. But those evaluation criteria which we use to choose
product brands are also psycho-social (for instance, aesthetical
aspects and play) rather than just economical. Inputs to buying
decisions are based on consideration of time as well as money,
hedonism unlike problem solving, thinking with the right side of the
brain unlike thinking with the left side, explorative behaviour unlike
behaviour collecting information, and type of personality unlike
customer characteristics such as life style or social class. Inputs from
the environment to these experiential considerations when customers
take decisions stress the following:
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— a syntactic shape of communication (how something is said) —
unlike a semantic shape (what it means)
— non-verbal — unlike verbal stimuli
— subjective factors — unlike objective functions of a good or
service.

Experience-based customer decision processes are looked at as
particularly applicable to buyer situations involving customer expe-
riences within entertainment, arts and recreation products. When
we make decisions about what we consume, we might use different
frames of references at different points in time to evaluate our experi-
ences. Postmodernists claim that we are ‘multiphrenic’ — this is we
suffer a kind of multiple personality (dis)order as customers where
we might want something and not want it at the same time, we want
different things at the same time, or we want very different things for
one and the same purpose etc.

® Both creativity and limitation. In the postmodern world, opposite
social forces exist. Because of this, we may ask whether advertising
reflects reality or reality reflects advertising. In other words, do our
needs reflect advertising or does advertising reflect our needs? There
is, in a way, a counter-reaction by many citizens / customers against
that kind of materialism which the advertising business has long
tried to promote. Constantly advertising a product may lead to the
idea that materialism in society is a good thing, that feeding material
wishes is something which is worth our attention and our actions.
For many, this will create what is called a psychological reactance
(when a customer perceives his or her freedom to try to reach a spe-
cific decision alternative is blocked, completely or partially, he or she
becomes very motivated to try to realize this alternative) at the same
time as wishing to adopt another opposing frame of reference. To
try to consume, starting from this new frame of reference, is a way to
creatively restore that freedom which many postmodern customers
feel that they run the risk of losing. This leads to the development of
a new kind of tribalism, where customers build complete local com-
munities around the symbolic consumption of goods and services.

8.7 INTERACTIVE CO-CREATION MARKETING

The primary proponent of managerial marketing, as stated by most com-
mentators, is P. Kotler (1967, 2001, 2002, 2015). Those who most actively
plead for a social phenomenological type of marketing, in my opinion, are
C.K. Prahalad and V. Ramaswamy (2000, 2004a, 2004b, 2004c). We can
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call their view interactive co-creation marketing. It is based on a belief in the
necessity in business today to consider the active participation of custom-
ers (which, as already mentioned, is my word for those who are ‘receivers’
of the activities and results of marketers, even though they do not have to
be the final consumers and even though, in some cases (and above all when
discussing social entrepreneurs), they do should not be called customers
but rather vitalizers of a place together with the entrepreneurs themselves).

One important difference between managerial marketing and social
phenomenological marketing (apart from their philosophical bases and
the views and approaches which emanate from them) is where value crea-
tion of a product takes place and who can profit on this (compare section
7.8). With managerial marketing, value creation takes place in and by the
company considering the position which it holds in the value chain, and
this creation is separated from the market. Customers may experience the
value of a product when consuming it, but its value is extracted mainly
by the company (at least as costs and benefits), because it is looked at as
the value-adding agent in the value chain. With social phenomenological
marketing, on the other hand, value creation (as well as value extraction)
takes place as a co-action between the company and its customers (as well
as between the company and its suppliers and business partners) in the
market. Co-creation and co-extraction are then better seen as value stars
than value chains.

Co-creation of value challenges in a fundamental way the traditional
distinction between supply and demand. When experience, together with
its intrinsic value, is co-created, focus is shifted to the total experience
environment, and new demand becomes contextual. The new approach
to co-creation also generates a new competitive space for the company. To
compete effectively, the company must then invest in building skills which
are centred on co-creation through high-quality interactions between cus-
tomers and company and personalized co-creation experiences (Prahalad
& Ramaswamy, 2004b). While building new skills is critical, it is less
difficult than changing one’s dominating logic. If one does not make a
shift from a company-centred to a co-creation perspective on value crea-
tion and co-extraction of economic value with informed, concatenated,
empowered and active customers’ local communities on one side and cost
pressure which is forced by increased competition, company closedowns
and product levelling on the other side, it will just be more difficult for
companies to develop a sustainable competitive advantage. The future
belongs to those who are able to successfully co-create unique experiences
with customers.

Prahalad and Ramaswamy (2000) provide some advice for today’s
companies to follow in their marketing:
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— Encourage an active dialogue.

— Mobilize customer communities.

— Mobilize customer differences.

— Handle person-based experiences.

— Handle multiple experience channels.

— Handle variation and evolution.

— Create customer experiences.

— Look at customers as competitors in value-extraction.

— Prepare the organization for customer competences in the new economy.

To engage in a dialogue with customers means that it becomes critical
for companies to understand its purpose, meaning and quality from the
customers’ perspective. Companies will, furthermore, be forced to find
ways in which they can add value to what they have learnt from custom-
ers, so that they can bring the dialogue forward and keep the interest of
customers. Progressive internet companies have best adapted to this new
form of dialogue. This is because the Internet has increased the customer’s
power as an interlocutor.

Another reality that companies must face is that, due to the Internet,
customers find it easier in the new economy to establish virtual com-
munities of their own choosing, and the strength of such communities
emanates to a large extent from the speed at which they can be mobilized.
Information is spread so quickly on the Internet, that we now have a new
word for such exchange of words, that is ‘viral marketing’. Previously,
companies supported their image by using advertising and purposeful
packages etc. But in the new market, positioning is developed with custom-
ers’ collectively personalized experiences. Smart companies therefore find
ways to mobilize customer communities.

As companies embrace the market as a forum, they become more
vulnerable to customer differences. This is particularly true for companies
selling technology-intensive products, which are sensitive to variations in
customers’ sophistication. Customers’ experiences of technology products
and their service, and with that, their judgements about these products, will
vary of course, according to their skills. A user’s degree of sophistication
will also determine his or her tolerance of problems. Furthermore, glo-
balization in the marketplace will also extend the variation in customers’
sophistication.

To handle customer competences involves more than just participat-
ing in dialogues. Business companies must also realize that the cus-
tomer is no longer interested in just buying a product (Prahalad &
Ramaswamy, 2000). Furthermore, customers are no longer prepared to
accept experiences suggested by the company. Increasingly, they will create
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those experiences themselves, both individually and together with experts
and other customers.

To provide personalized experiences to the customers, the company must
create opportunities for customers to experiment and decide what level of
involvement they want, when creating a given experience with a company.
Because the level of customer involvement cannot be determined in
advance, companies must give customers as much choice and flexibility as
possible in their choice of distribution channel and communication, and in
design of their products.

The Internet is an incredibly rich channel for direct dialogues, even if
not face-to-face. It has also led to the emergence of more effective business
models. Some people claim, in fact, that virtual distribution channels made
possible by the Internet will replace traditional channels in some industries
due to their cost advantages. Most companies must, therefore, handle more
distribution channels. One challenge will then be to guarantee that the
nature and the quality of the personalized customer experience will be the
same from channel to channel.

The biggest challenge for companies, however, is to develop the infra-
structures needed to support a multichannel-based distribution network.
For some business operations, the most pressing issue will relate to their
information technology, which must be sufficiently developed to handle
new communication and logistics channels. One of the critical elements
in the information structure is the company’s billing system, which is an
invaluable source of customer information. The problem is that many
companies who now must bargain directly with customers, lack com-
petence concerning invoices, because their channel partners previously
handled this task.

The challenges of building and integrating a virtual channel pale next to
the challenges which the Internet channels meet themselves. It is no longer
a question of e-commerce, but f-commerce — the fulfilment of goods and
services, which cannot be downloaded. As one manager remarked: ‘Anyone
can sell a book on the Internet; delivering it to the individual expeditiously
and at a very low cost is the problem’ (Prahalad & Ramaswamy, 2000:82).
To accomplish low-cost delivery in the new economy forces companies to
combine its telecommunications and Internet infrastructure with a physi-
cal infrastructure of its logistics and service operations.

Understanding that products are subordinated experience will force
companies to give up their old assumptions concerning product develop-
ment. Previously, companies had to understand how to use technology to
generate variation among their products and to handle the way in which
technology developed. Unfortunately, customers think that complicated
operating instructions are annoying, and they judge a company’s product
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not by its features, but by the degree to which a good or service gives them
those experiences they want (Prahalad & Ramaswamy, 2000). But handling
customer experiences is not the same as handling products, however. It is
about handling an interface between a company and its customers; the
range of experiences extends the company’s products. The product must,
therefore, develop in a way which makes future modifications and exten-
sions possible, which in turn is based on customers’ changing needs as well
as the company’s changing qualifications. But this is not easy.

To create expectations is not only a matter of traditional one-way
communication from the market department by advertising. It is about
involving customers in public debates, to educate customers as well as
oneself. What complicates the matter is that, even if companies must look
at customers as sources of competency, they must also realize that their
customers become competitors, because they can now extract value in a
way that was unthinkable only a few years ago.

In traditional market places, companies had far better access to informa-
tion than their individual customers. This allowed companies to set prices
based on their costs or their perceptions of which value their product had
for their customers. But thanks to the Internet, customers and companies
now have access to the same information — and this has led to a power shift.
Equipped with this new knowledge, customers are now more willing to
negotiate conditions and prices with companies. But it is not only the way
in which customers assess and negotiate about prices that has changed: it
is also the very price mechanism itself. From customers’ perspectives, the
advantage with this new way of experiencing products they acquire is, that
prices really should reflect the use for the customer of products that have been
bought. This does not mean that prices are lower, just that customers want
to pay consistent with their needs rather than consistent with the company’s
needs. Marketers must get used to the idea that they are price takers as well
as prices givers. Traditional price setting will not completely disappear. But
as customers become more knowledgeable and understand that they have a
choice and the power to negotiate, more and more companies will feel the
pressure to adopt an implicit (if not even an explicit) auction process.

The organizational consequence of competing in a market as a forum
will be rather challenging, and to involve oneself in a dialogue with a
varying and changing customer base in several different channels will
require high organizational flexibility. No part of the company can assume
that its role in the organization is stable. As business ideas are revised
and new challenges and possibilities are proposed, the organization will
constantly have to reconfigure its resources. Departmental heads must
create organizations in which resources can be reconfigured with as little
effort as possible.



218 Alternative marketing approaches for entrepreneurs

But creation of a flexible organization will impose psychological and
emotional traumas on the employees of the organization, and this is a
reason why startups have fewer problems in adopting new practices than
established companies — it is easier to start something new than change
something old. Marketers must be ready to handle these traumas at the
same time as they identify business challenges. The new market place
will reward people who are trained in cooperation and negotiation.
Learning, teaching and transferring knowledge across boundaries will
become essential skills. So, too, will the ability to attract — and keep — the
right employees. In an era when the pace of change is irregular, the only
way to stay ahead is to find people who are self-motivated to change
themselves.

The ability to amplify weak signals, interpret their consequences and
reconfigure resources faster than competitors will be the source of success.
The point is not simply to ‘run faster’, but to ‘think faster and smarter’. The
new front for marketers is to create the future by harnessing competence
in an extended network that includes customers (Prahalad & Ramaswamy,
2000). To take the new economy seriously, you must be part of what you
play. In the traditional system, companies decide which goods and services
they will produce based on deciding what is valuable to customers. In this
system, customers had a very small or non-existent role in value creation.
Today, there is an increasing uncoupling between the chances to value crea-
tion and differentiation, which is made possible by connected, active and
informed customers, their expectations and the diminished power of the
traditional market concept. The number of mobile phones and computers
which exist in the world today creates an extended possibility to connect.
A visit to the doctor today, for example, is qualitatively different from ten
years ago. Patients want to be involved dialogically. They want to under-
stand the risks and benefits of different kinds of treatments. They have
access to more information than they have ever had before, independent
of quality. Customers expect transparency. ‘Don’t keep things to yourself,
give me the truth’is often the approach. Doctors may possibly not like this.
It takes time. This will expose them and their expertise to external insight,
and it is difficult today to hide behind authority. However, doctors have a
better patient today. Because he or she understands and is involved now,
the patient is more willing to accept treatments, which they have been part
of developing together. What is necessary now is setting up an environment
in which every patient (customer) can create his or her own unique person-
alized experiences. In that way, products may be deprived of their character,
but the co-creating experience cannot.

How do you build systems for co-creation (and co-extraction) of value
between company and customers? Prahalad and Ramaswamy base their
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Source:  Adapted from Prahalad & Ramaswamy, 2004c.

Figure 8.3 Co-creating (and co-extracting ) value

thoughts about this on an interpretative design which they call DART
(Dialogue, Access, Risks-benefits and Transparency) (Figure 8.3).

Dialogues are important elements of the co-creation approach. Markets
can be viewed as situations of conversation between customers and
company (Levine et al., 2001). Dialogues mean interactivity, involvement,
and an ability and willingness to act on all sides. It is difficult to think of
a dialogue between completely different sides with incompatible interests.
For an active dialogue and possibilities for common solutions to take
place, the company and customers must approach each other and be
interested in problem solving. A dialogue must centre around subjects of
interest to all — the customers and the company must have clearly defined
roles concerning how to involve oneself.

But a genuine dialogue is difficult if customers do not have the same
access and transparency to information. Companies have traditionally
benefited from asymmetrical information from themselves to customers.
Because of connections to information which exist everywhere, it is now
possible for an individual customer to gain access to as much information
as he or she needs from other customers, from local customer communi-
ties and from the company. Access as well as transparency are critical to
meaningful dialogues.

More important is that dialogue, access and transparency can lead to a
clear evaluation by the customer concerning risks-benefits with a specific
route of action and decision. This is a personalized-based understanding
of risks-benefits.

According to Prahalad and Ramaswamy (2004c), the possibilities for
creating values are significantly increased for companies that can embrace
the concept of personalized co-creation experience as a source of unique
value. This differs from the concept of ‘customers as innovators’.
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The same idea is applicable to the conventional way to customize goods
and services. In the original traditional company-centred approach to
value creation, marketers focused on offering goods and services at the
lowest possible price. This process led to mass-customization, which
combined the benefit of ‘mass’ (production and marketing on a big scale
and, therefore, low cost) with the equivalent from ‘customization’ (focus
on single customers). Present focus on development and design leads to
an increased range of choices for customers. On the Internet, for instance,
the customer can customize goods and service in everything from business
cards and computers to house mortgages and flower arrangements, by
simply choosing from a menu of features.

To personalize co-creation experience means to develop individual-
ized interactions and experiences. A personalized co-creation experience
reflects how individuals choose to interact with that experiential environ-
ment, which the company facilitates — one which involves individual
customers on their terms. This is a big challenge, which the company must
accept. Once we forget ‘the company-centred’ approach to value creation
and accept the ‘co-creation’ approach, the evidence of this shift is visible in
a number of industries. For example, video games would not exist without
active co-creation. Individuals construct their own experiences. Ebay and
Amazon are further examples of this trend — both facilitate the process
with personalized-based experiences. Both involve local communities and
facilitate dialogue.

The transition from a company-centred view to a co-creation view has
meant more than just minor changes to the traditional systems. Note
what co-creation is not. It is neither the transfer nor outsourcing of
activities to customers, nor a customization of goods and services. Nor
is it to act around the company’s different sales offers (for instance, La
Salle & Britton, 2002; Peppers & Rodgers, 1993; Schmitt, 1999; Seybold,
1998). This kind of interaction between company and customers no
longer satisfies most customers today. The change is much more basic. It
involves co-creation of value by personalized interactions based on how
every individual want to interact with the company. Co-creation puts
the focus on customer-company interaction as the locus of value creation
(Prahalad & Ramaswamy, 2004c). This new approach means that all
points of interaction between customers and company are critical for value
creation. Nobody can predict the experience a customer will have at any
point in time. The task is therefore for the company to invent experience
environments. The approach of co-creation of value is to challenge the
conceptualization of a market as well as exchange of goods and services
and an aggregation of customers. The traditional economic view has a
clear focus on exchange of products between the company and customers.
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In the co-creation view, all interaction points between the company and the
customer are possibilities for creation as well as extraction of value.

The co-creation view also challenges the market as an aggregation of customers
for what the company can offer. In the new value co-creation space, business
executives have at least partial control over the experience environment and the
networks they build to facilitate co-creation experiences. But they cannot con-
trol how individuals go about co-constructing their experiences. Co-creation,
therefore, forces us to move away from viewing the market as an aggregation
of customers and as a target for the company’s offerings. Market research,
including focus groups, surveys, statistical modelling, video ethnography, and
other techniques were developed in an effort to get a better understanding of
customers, identify trends, assess customer desires and preferences, and evalu-
ate the relative strength of competitors’ positions. Within this framework, the
ultimate concept in customer segmentation is one-to-one marketing. (Prahalad
& Ramaswamy, 2004c:11)

While debates rage about the adequacy of this marketing method, its
underlying vision of customers as goals (preys) is rarely questioned. But
suppose the customers turn the tables? What would happen if customers
were to start investigating companies, products and potential experiences
in a systematic way? Is it enough for companies to ‘sense and respond’
to customers’ demands? Do marketers need market foresight — besides
market insight? Must they learn to anticipate and lead, and further, to
co-create expectations and experiences?

In co-creation, the answers to such questions are crucial. Customer shifts
are best understood by being there and co-creating with them. Companies
must now learn as much as possible about customers by dialogues which
are run at the level of the customers’ sophistication. The information
infrastructure must centre on customers and encourage active participa-
tion in all aspects of the co-creation experience, including information
search, configuration of goods and services, fulfilment and consumption.
Co-creation is more than co-marketing or engaging customers as co-sales
agents. It is about developing methods to achieve a deep understanding
of co-creation experiences so that companies can co-create customers’
expectations and experiences together with them.

Co-creation transforms the market to a forum where dialogues among
the customer, the company, customer local communities and company
networks can take place. The transformation of relationships between
companies and customers are shown in Table 8.3.

As we move towards a co-creation experience as a basis of value, the
basic interaction between the company and customers is changing. It
becomes a number of places where value creation happens; interaction
can be anywhere in the system, not only in the traditional sales and service
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Table 8.3  Transformation of relationships between company and
customers

From To

One-way
Company to customer

+ Two-way
+

+ Controlled by company

+

+

Customer to company

Customer to customer

Customer can ‘hunt’

Customer wants to/can impose his or
her view of choice

Customers are ‘prey’
Choice = buy/not buy

+ + 4+ + o+

+ Company segments and target + Customer wants to/is being
customers; Customers must ‘fit into’ empowered to co-construct a
firm’s offerings personalized experience around him-
or herself, with firm’s experience
environment

Source: Prahalad & Ramaswamy, 2004c:12.

points. In the traditional approach of marketing, interaction takes place
where the company markets its sales offers to extract economic value from
the customers (based on that value which the company has already created
in its value chain). This company-centred and product-centred view is
deep-rooted and manifested in handling customer relationships, and it
leaves little room for customers to co-create value.

Co-creation demands that the company as well as the customers make
necessary adjustments. Both must recognize that the interaction between the
two — the place where value creation takes place — is built on critical building
blocks, for example. It must start from access and transparency. Companies
have traditionally opposed transparency. The fight against product labelling
is well known. To release information concerning possible risks is often
compulsory today. Furthermore, transparency and access are of little
value if the company does not create the infrastructure for a dialogue. This
requires investment in technology, but more importantly in educating the
employees in the company and changing their practice. How do companies
involve themselves in a dialogue? How do they understand the underlying
expectations from millions of customers and their utility functions? The
infrastructure and the governance processes which have been developed
in some industries is an indication of implicit negotiations (for example,
Expedia, eBay and Amazon). Dialogues require us to invest time and effort
to understand the economy of experiences and to produce systems to
quickly come to agreements. Finally, companies must understand that the
more educated customers are, the more likely it is that they will make intelli-
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Table 8.4 The building blocks of DART

Terms Definition Company consequences

Dialogue Interactive discussions Two-way communication
between customers and instead of one-way sales
company tactics

Access Allow customers to have Create value with the customer
data supply beyond the traditional value

chain process
Risks and benefits  To handle risks and benefits Share the risk of product

between customers and development with the benefits
company through communication
Transparency Company information is Information barriers should
available be eliminated in order to gain
confidence

Source: Prahalad and Ramaswamy (2000c:8).

gent choices and negotiate what is suitable for them. This does not take away
the responsibility from companies to deny some choices. As we all know, the
bartender has the duty to know when he or she should finish serving drinks.

Customers must also learn that co-creation works both ways. They must
take some responsibility for the risks they consciously accept. Tobacco
companies have a duty to educate customers about the risk from smok-
ing and to develop cessation programmes. But if a customer insists on
smoking, he or she must take the responsibility for his or her own actions.
In cases where customers probably do not have the knowledge to make a
correct choice, they will have to accept choices made for them by a neutral
party. The objective is for governance to mediate aspects which are good
for both parties, that is, both customers and company. This is most likely
the next practical step in value creation.

Prahalad and Ramaswamy (2000c:8) define co-creation as ‘Co-creation
of value by companies and customers, allowing the customer to co-create
the service experience to suit his or her context’. As mentioned, they claim
that for co-creation to be applied, the building blocks should be prepared
in advance (Table 8:4).

8.8 CONCLUSION

In this chapter we have looked at how independent business entrepreneurs
can apply marketing. In the following two chapters, we will discuss how
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business intrapreneurs and social entrepreneurs can market themselves.
This chapter is longer than the following two chapters, for the simple
reason that much of what is covered in this chapter is also applicable to
several parts of the following two chapters, particularly for Chapter 9.



9. Marketing approaches for business
Intrapreneurs

9.1 INTRODUCTION

‘Intrapreneurship’ is short for ‘intracorporate entrepreneurship’, and it
means, consequently, business venturing happening in existing business
corporations. In my case, I am only interested in business venturing which
leads to new results (for the market and for customers) and only in the first
part of the process, that is, before it is possible to see some clear results,
even if only as a tangible layout of feasible thoughts and concepts.

As a company develops, it is not unusual, after its first successful busi-
ness entrepreneurial success, to continue developing new entrepreneurial
ventures. This could be supported by resources generated from the first
one (Figure 9.1).

Following venture A, venture B can differ in two ways, however. One
way (we may call it type I) means that venture B is different enough from
venture A to refer to it as an almost different venture. The other way (we
may call it type IT) means that venture B is a modification of venture A (for
instance, noticed by customers to satisfy some of their demand in a better
way) (Figure 9.2).

Development stages

Venture A
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time

Figure 9.1  Two ventures, where the first provides resources to the second
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Change type II

*

time

Figure 9.2 Venture changes of two different types

This chapter will only contain aspects of marketing for entrepreneurs
which differ from what has been said in Chapter 8 (many aspects of
Chapter 8 are applicable for this chapter). This means:

o The sequential model for managerial management is, in its design,
the same. I will only discuss some aspects of how it could be adapted
to business intrapreneurs.

e The structural model for managerial marketing presented in
Chapter 8 (the canvas model) can also be used in the business
intrapreneurial case. Even here, an adaptation for intrapreneurial
circumstances must be made, of course. However, instead of
discussing such adaptations here, I will present another structural
model for managerial management which could be more useful
for innovative business companies that decide to launch a new
product. It is referred to as the seven domains model or the 7D model
(Mullins, 2013).

Intrapreneurship could, perhaps, be a possibility for social entrepre-
neurs as well, of course. It is never discussed in such contexts, however.
One reason is that intrapreneurship theories are developed exclusively for
business-orientated ventures. Intrapreneurship, as we normally understand
it, does not fit the social entrepreneurship situation very well, at any rate.
Social entrepreneurial ventures typically thrive by being small, local and
relying on one specific place only. If they develop, they preferably do so
by deepening themselves in the area they are already operating rather
than broadening themselves by offering more than one social solution or
satisfying more than one social need.
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9.2 SOME GENERAL ASPECTS OF BUSINESS
INTRAPRENEURSHIP

Business intrapreneurship means, in practice, to go from one business
entrepreneurial venture to another where, in principle, the latter is never
completely separated from, nor fully different from, the former. As both take
place under the auspices of the same company, it is impossible to move from
one corporate culture to a completely new corporate culture. The culture of
any company is an outcome of processes which have been developing inside
the company as well as between the company and its environment over some
time, depending on the age of the company. That history can never be eradi-
cated. The new venture may be a reduced version of the old venture and may
possibly be built on eliminating some old outdated habits, but there is nothing
that could be called a culture-free business intrapreneurship the way I see it;
otherwise, it would not be business intrapreneurship! Some aspects of, say,
the hierarchical system (or at least of the roles played by different individuals
in the system), the political system and the social system will remain.

In other words, business intrapreneurship may build on the company’s
existing profile or attempts to break out of it. No matter which option will
be chosen, every company stands for something in the eyes and minds of the
employees and, more importantly talking about marketing, in the eyes and
minds of the customers.

9.3 KEEPING THE BRAND ALIVE

Some companies have tried to keep their brands alive and have been quite
successful in doing so, even thriving on it. Klein (2000) has some views
on this, most of them of a negative kind. According to the traditional
paradigm of business, all marketing stressed the sales of a product. But
in modern times, sales of brands have a new dimension, which can only
be described as spiritual (Klein, 2000:47). Advertising was about peddling
goods and services, whereas brand trading in its truest and most developed
version today is about business transcendence.

It may sound weird, but that it is the whole point. The products of the
future are not those being presented as ‘goods’ or ‘services’, but those
being presented as concepts: brand is experience, a lifestyle.

For a long time, some large companies have tried to free themselves from
the habits of the material world, manufacturing and products to exist in
another dimension. Anybody can manufacture a product, they reason.
Such simple tasks can and should be outsourced to business entrepreneurs
and subcontractors, whose only objective is to fulfil the order on time and
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within the budget provided (preferably in the developing world, where
labour is indecently cheap, laws are loose at their edges and tax reliefs are
legion). In the meantime, the head office can engage in the real business
operation — to create a business mythology which is strong enough to endow
these raw materials with a meaningful content just by giving them a name.

‘The top layer — Coca-Cola, Microsoft, Disney etc. — consists of “play-
ers” in brain content. The next layer (Ford and GM) still consists of suppli-
ers of clumsy things, even if cars are much “smarter” than what they were
before’ (Peters, 1997:16). With this wave of brain mania, a new type of
company has arrived, which proudly tells us that brand X is not a product
but a way of life, an attitude, specific values, a look, an idea.

The idea to sell the brave message of brands instead of a product means
that the doors are open for an expansion without limits. After all, if a
brand is not a product, it could be anything (Klein, 2000:50-1)!

The consequence of the advanced brand development, even if it has
not always been the original purpose, is to knock the value culture to the
background and make the brand the star of the stage. The objective is not
to sponsor the culture but to be the culture. If brands now are not products
but ideas and attitudes connected with certain values and experiences, why
should they not be culture as well?

Many of the well-known brand companies aim at a spiritual reality on a
level above sensibility and time, which frees themselves from the need to be
associated with their earthly products. They dream instead of the deeper
meaning of their brands — how they catch the feeling of individuality, and
with the spirit of sports, wildlife and community. Together with the wish to
shake the dust from their feet, those who take care of the administration of
the brand identity — the marketing departments of the companies — start
to look at the production as directly competing with their own activity,
not as two processes in cooperation. ‘Products are made in the factory, but
brands are made in the brain’ (Klein, 2000:241).

Ever since mass production created the need for launching brands, which
slowly but surely has grown in status and has begun to play an increasingly
important role in the companies, it is logical, more than two centuries since
the Industrial Revolution, that companies have got the idea that launching
brands could completely replace production (Klein, 2000:243). However,
as stated by Klein (2000:283), the big brand companies have, however,
become very skilled at escaping from most of their duties as employers by
making their foremen imagine that their workers do not seriously need or
deserve employment safety, reasonable pay and usual benefits. According
to Klein, most major employers in the service sector treat their work force
as if it was not dependent on their payment envelopes for something
important in life such as rent and supply. Instead, the employers in the
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service and retail sectors look at their employees as children: students and
pupils who are looking for a summer job, a temporary cash reinforcement
or a short break on the way to a more satisfying and well-paid career.

9.4 BUSINESS INTRAPRENEURSHIP AND
MARKETING

Like all entrepreneurs, it is possible to divide business intrapreneurs into
different groups. There is neither opportunity nor reason to discuss such
groups here, however. My aim is just to provide a few ideas about how
business intrapreneurs may use marketing to bring their new ventures to
customers successfully. These ideas are probably not valid to any extreme
cases of business intrapreneurs, but hopefully still be of some interest.

An important circumstance for a business intrapreneur is that he or she
has an established company as a backup, a company which has probably
launched at least one business entrepreneurial success before. One aspect
for a business intrapreneur to keep in mind is, therefore, to realize the
consequences of such a previous success. It should at least provide some
resources for a business intrapreneur, which the ‘normal’ first-time busi-
ness entrepreneur does not have (see Figure 9.1). These resources may be
tangible and / or intangible. The company’s image and reputation may,
of course, also be positive or negative or a mix of both. The business
intrapreneur must consider these resources and that image and reputation
in his or her marketing efforts. They might, for instance, be used for a more
formal environmental analysis to build a better picture of the possibilities
and external chances for the business intrapreneur.

What is useful for any entrepreneur most of the time is to gain
knowledge and to improve on possibilities through networking. Business
intrapreneurs are no exceptions. What is added in this case is the extra
strength that might come from networking within the company to deepen or
broaden his or her skills.

Even in the business intrapreneurial case, as in the independent business
entrepreneurial case, it is necessary to separate managerial marketing from
social phenomenological marketing. They are therefore discussed separately.

9.5 MANAGERIAL MARKETING FOR BUSINESS
INTRAPRENEURS

We have learnt that managerial marketing is built on the following
principles:
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— Itis based on the limited view on entrepreneurship.

— It looks at management as a central aspect of marketing.

— Itsideas started at the end of the 1960s and its form is well established.

— It favours transactional marketing over relationship marketing.

— It looks at reality as factual and full of circumstances.

— It aims at applying models, which are considered as reflecting the
factual reality.

— It looks for explanations.

— It is based on a rational philosophy.

— Itisuseful for goals-rational or means-rational entrepreneurial startups.

— It believes in the advantages of planning and in possibilities of making
useful forecasts.

— Its ambition is to control as much as possible.

— It values fact-finding through interviews and questionnaires.

— It looks at companies as being part of value chains.

Business intrapreneurial managerial marketing models can be either
sequential or structural (as in the case of independent business entre-
preneurial marketing models). The sequential version is presented in
Figure 8.1. The only worthwhile addition is related to the second box in
the sequence, which illustrates the possibility of heading the goals-rational
or the means-rational way. It is likely in the business intrapreneurial case
that the means-rational alternative is chosen more often, because the
content of the sequence is probably not independent of the circumstances
that the business intrapreneurial course of events is taking place in an
existing company, controlling much of the means on which the business
intrapreneur must rely.

The structural version is presented in the so-called canvas model (illus-
trated in Figure 8.2). As in the sequential version, the layout is applicable
also in the business intrapreneurial case, but its content also has to be
adapted to the new circumstances, of course.

Another structural version of managerial marketing is offered by
Mullins (2013): the ‘seven domains’ or “7D’ model, which is intended to
be used for innovation-based business startups in earlier phases. It was
presented first time in 2003 and it has since been launched in new editions.
Mullins is a professor at London School of Economics and the model has,
according to Frankelius et al. (2015) been derived above all by interviews
with different venture capitalists. Mullins claims that most business plans
that have been written should not have been written, and he bases this
statement on his opinion that the business planning process should have
started from another direction — by making sure that all the fundamental
pieces were at place.
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MARKET DOMAIN INDUSTRY DOMAIN

One: Market attractiveness Three: Industry attractiveness

Seven: Connectedness
up, down, across
value chain

MACRO LEVEL

Five: Mission, Six: ability to
aspirations, execute
propensity on critical
for risk success factors

MICRO LEVEL

Two: Sector market Four: Sustainable
benefits advantage
and attractiveness

Figure 9.3  Mullins’ seven domains

According to Mullins, seven domains can be used to analyse any business
which is to be launched. Four of them look at the small-scale (micro) and
large-scale (macro) aspects of the market and the industry, and three of
them focus on the team of the company (Figure 9.3).

Mullins asserts that this model was created for entrepreneurs inter-
ested in starting new businesses. However, it can also be used within an
organization to decide whether to pursue a new product or launch a
new project. It is also designed to be used before writing a business plan.
The idea is to look at each of the seven domains and ask key questions
about each to have a clearer idea about how likely the business idea is to
succeed.

The market is the group of people who are, or will be, buying the
product. The industry is the group of sellers, most often organizations, that
offer similar products. These are the competitors.

— Domain One: Market attractiveness. This domain looks at market
attractiveness from a macro (large-scale) perspective.
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—  Domain Two: Sector market benefits and attractiveness. Realistically, it is
unlikely that a venture will meet the needs of everyone in the market. A
business intrapreneur will be more successful if he or she targets his or her
idea at one market sector or segment, and aims to meet its demand fully.

— Domain Three: Industry attractiveness. This domain looks at how
attractive the industry is on a macro level. Mullins suggests using
Porter’s five forces (Porter, 1980) to assess which factors affect the
profitability of an industry.

— Domain Four: Sustainable advantage. Once a business intrapreneur has
looked at the industry from a macro level, it is time to examine it closer.

— Domain Five: Mission, aspirations, propensity for risk. In this domain,
located at the centre of the model, the business intrapreneur is going
to analyse commitment — his or her own, and that of the team — to this
idea.

— Domain Six: Ability to execute on critical success factors. A business
intrapreneur needs to identify the critical success factors for the busi-
ness, and think realistically about whether the team can deliver on this.

— Domain Seven: Connectedness up, down, across value chain. This last
domain is about the connections of a business intrapreneur and how
important they are for success in the venture.

Mullins admits that the model, at first sight, may look rather traditional
and obvious. But he points also at some important distinctions which, in
his opinion, often are forgotten or poorly understood in modern practice.
One such distinction is that market and industry are not the same thing.
Also, the team cannot be understood by just listening to what they say
and reading their CVs. It is important to put their factual competencies,
skills and risk willingness up against what is required in the business
intrapreneurial project.

Ideas for how to become more creative and innovative as a managerial
business intrapreneur can be seen in Table 8.2.

9.6 SOCIAL PHENOMENOLOGICAL MARKETING
FOR BUSINESS INTRAPRENEURS

We have learnt that social phenomenological marketing is built on the
following principles:

e It is based on the more extended view on entrepreneurship.
e It does not look at management as being a central aspect of market-
ing (it rather prefers leadership).
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It is not much more than 10-15 years old and still at a developing
stage.

It favours relationship marketing over transactional marketing.

It looks at reality as socially constructed and full of meaning.

It aims at finding interpretations, which are considered as formative
and contextual.

It looks for understanding.

It is based on the constructionist philosophy.

It is useful for bricoleurial startups.

It sees some problems associated with planning and for making
useful forecasts.

Its ambition is to open as many possibilities as possible.

It believes that useful conditions can be co-created through dialogues.
It looks at companies as being part of value stars.

The above circumstances mean, of course, that success as a business
intrapreneur using social phenomenological marketing will be very dif-
ferent from using managerial marketing. The building blocks of DART
(Prahalad & Ramaswamy, 2004) are, as we know:

Dialogue
Access
Risks-benefits
Transparency.

They are undoubtedly as useful in the business intrapreneurial case as
in the independent business entrepreneurial case. The business intrapre-
neur’s success will depend, of course, very much on what experiences the
company has in operating its marketing according to these principles. If
it has not done so before, a major reconfiguration is necessary in terms
of thinking as well as in modes of operation; a reconfiguration which
will then have consequences not only on the new business intrapreneurial
venture but also on all aspects of how the company carries out its business
at present and in the future.



10. Marketing approaches for social
entrepreneurs

10.1 INTRODUCTION

Many signs point at the fact that the number of social entrepreneurship
activities has grown very strongly in our modern societies, and these activi-
ties have even taken on a leadership role in some areas. It is of interest, of
course, to try to understand why this is so.

One obvious reason for this is that social entrepreneurs have the best
knowledge of local conditions. They consequently respond better to local
needs. In operation, social entrepreneurs are normally locally connected.
It is even possible to say that social entrepreneurship has its roots in local
service and development.

Other reasons can be discovered by analysing some current social trends.
One trend comes from outside. There is a rise in immigration and, due to
civil wars and social unrest in some parts of the world, many refugees are
searching for better and safer places to live. But there is also a clear trend
domestically in developed countries. Some chronic conditions, such as
obesity and other unhealthy lifestyles, have risen close to an unmanageable
level. This has led to much stronger pressure on public services than was
previously the case.

Another reason is that citizens these days are more active supporters
of themselves and their neighbourhoods; they are tired of being just
passive receivers of public service and listening to political infighting. One
obvious example of this is a greater interest among individuals and local
communities to work for a healthier environment and to try to slow down
its degradation as much as possible.

One can therefore talk about ‘a co-created public movement’ today. And
the contributions coming from social entrepreneurs are certainly welcome
here:

Traditional welfare-state approaches are in decline globally, and in response new
ways of creating healthy and sustainable communities are required. This is chal-
lenging our social, economic and political systems to respond with new, creative
effective environments that support and reward change. From the evidence
available, current examples of social entrepreneurship offer exciting new ways

234
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of realizing the potential of individuals and communities in the 215 century. . . .
There are benefits which social entrepreneurs can bring to communities. In
the medium term, they can act as powerful models for reform of the welfare
state, and in the longer term they can create and invest social capital. (Catford,
1998:96, 97)

Bornstein (1998:36) characterizes social entrepreneurs as ‘pathbreakers
with a powerful new idea, who combine visionary and real-world problem-
solving capacity, who have a strong ethical fiber, and who are “totally
obsessed” by their vision for change’.

One may ask whether postmodernism has anything to do with this
development. This is not an easy question to answer, but we can say, at
least, that life has become more of a formation process, that social entre-
preneurs are some of the champions in putting together and developing the
knowledge society, and that there is a greater need for symbolic and even
mythological aspects in life today.

This chapter focuses on how social entrepreneurs can use marketing in
promoting the results of their efforts. Most types of social entrepreneurs
can use what has been said in Chapters 8 and 9, which there is no reason
to repeat here. There is one type of social entrepreneur, however, which are
the citizen innovators (what I normally refer to as public entrepreneurs),
where there is even a problem to refer to anything they do as ‘marketing’. I
will therefore discuss only them in this chapter.

As mentioned previously, in my opinion all entrepreneurs, including
social entrepreneurs, must come up with innovative results, and they
participate as entrepreneurs only until the innovation is ‘completed’.

10.2 A REMINDER

Social entrepreneurs are generally quite different from business entrepre-
neurs in thinking as well as in action; business entrepreneurs typically want
to have a top position in their own ventures to steer and control the direction
and outcome of these ventures — social entrepreneurs are typically happy
to operate at grassroots levels and participate at the interface with other
members of the society outside their ventures. The basic factor explaining
the differences between business entrepreneurs and social entrepreneurs is
that the former types are selling products in various markets, and trying to
generate resources by customers paying for their demands being satisfied.
The latter types are rather trying to satisfy needs that people might have
and they must often compete for resources before they can offer solutions to
satisfy those needs. In general, social entrepreneurs compete for resources,
not for users. This statement contains two important aspects. When the
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economy is weak, non-profits and hybrid social ventures often starve for
resources. On the other hand, the number of social entrepreneurial ven-
tures is growing. The content of demands and needs may overlap, but they
are usually different, often also such that those in need are unable to pay
fully for their satisfaction. Business entrepreneurs look at society as a place
to fulfil their personal goals; social entrepreneurs look at the development
of society as an essential goal. This has major consequences for how many
social entrepreneurs use marketing and networking differently from typical
business entrepreneurs.

Social entrepreneurship research has not been carried out in any deeper
sense much more than twenty years. However, it became clear quite soon
that social entrepreneurs can express themselves in a variety of ways.
Some possibilities are entrepreneurs in the social economy, participants
in associations or sports clubs, cultural activists, proponents of fair trade,
environmental activists and more. Social entrepreneurs may also operate
in many areas. Some examples are micro-finance movements, support for
mentally ill or disabled people, community regeneration such as housing
associations, welfare projects helping homeless people or drug and alcohol
abusers, human rights promotion and various protest movements.

Social entrepreneurs often foster social and environmental innovations.
At the same time as governments are held back by the constant struggle
between those who want to keep status quo and those who advocate
change, which at best will lead to marginal changes, social entrepreneur-
ship is exclusively built on fostering a positive change from a challenging
point of view. To overcome that challenge, a transformation is needed. This
is automatically facilitated in an environment where creativity and innova-
tive skills are welcomed and supported. Social entrepreneurs take care of
social inventions (fruits of creativity), whether or not they are their creator,
and apply them (innovation) to achieve a solution to a problem and the
transformative change which is associated with this. Whether or not this
process is similar to the business entreneurial one is another matter. But
there is a difference. The primary test of the value of a business innovation
is its market share. Even though social entrepreneurs sometimes may have
a market as well, the main test of its value is its potential to solve a social
or environmental problem.

Social entrepreneurship facilitates transformation, and entrepreneurs
are happy to be part of formation processes in the postmodern knowledge
economy. Most of what is delivered to customers, clients or citizens from
businesses and governments takes place through a transaction. Goods and
services are exchanged through short-term transactional relationships. It
works so far, but it does not lead to any long-term change or transforma-
tion. Social and environmental problems are not solved by transactions.
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Some people seem to believe that an accumulation of transactions can
lead to a transformation. A transformation requires systematic changes,
however, which is what social entrepreneurs are focusing on to achieve a
more permanent end to starvation and social environmental problems in a
more sustainable way, for instance.

In a sense, social entrepreneurs are often more associated with their role
than are many business entrepreneurs. Many of them put themselves so much
into what they are doing and become so important for their ventures that
they are more difficult to replace than business entrepreneurs. In section 2.8.7
I presented two metaphors, which I have found useful when trying to under-
stand entrepreneurs. One of them is about the necessity for entrepreneurs to
involve four parts of their body, the brain (to know), the heart (to be willing),
the stomach (to have the courage) and the limbs (to do things). It is my expe-
rience after having studied social entrepreneurs for about ten years, that they
are typically more involved with their heart than business entrepreneurs — to
the extent that they often are passionate in what they are doing. Social entre-
preneurs are, in a sense, more self-propelled than are business entrepreneurs.
It is therefore not strange to find that they are hard to replace.

Furthermore, social entrepreneurs are typically more politically involved
than business entrepreneurs. Political aspects are, by necessity, part of
social entrepreneurship. One way in which social entrepreneurs show this
in their marketing is that relationship marketing suits them better than
transactional marketing. Social entrepreneurs build, maintain and use
citizen capitals. Social entrepreneurs are also very contextual; they are
embedded in their historical, cultural and social contexts.

In Chapter 1 I distinguished four different kinds of social entrepreneurs:

1. Employees in the public sector who make social moves over and above
what is required as employees.

2. Business people, satisfying demand at the same time as satisfying
social needs.

3. Entrepreneurs who are neither employed in the public sector nor belong
to the business sector, but operate in the citizen sector, satisfying social
needs in a business-like way. 1 refer to them as citizen enterprisers.

4. Entrepreneurs in the citizen sector satisfying social needs without
doing this in a business-like way, and not even regarding themselves as
operating in a market. I refer to them as citizen innovators (or public
entrepreneurs).

Marketing (which this book is about) from the point of view of these
four types of social entrepreneurs may differ widely. The first type
(employees in the public sector) do not, as I see it, apply much marketing.
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What they do, which is admirable in itself, is to come up with more
innovative solutions to those welfare tasks which are part of their job. The
second and the third type are natural marketers, but I do not think that a
discussion of their marketing efforts can add anything to what has already
been said in Chapters 8 and 9. What is interesting here, and what I will
explore in this chapter, is what marketing means for public entrepreneurs.
Such entrepreneurs do not even use marketing in any normal sense of the
term, as we will see.

Generally, as has been said before, there are four areas in which citizen
entrepreneurs (citizen enterprisers and citizen innovators/public entrepre-
neurs) can have a critical impact, and there are three different expressions
in which they can show themselves. The four impact areas are:

® community renewal — being catalysts for run-down neighbourhoods

® voluntary activity professionalization — being a modernizing force
within the voluntary and community sector, and taking the sector
forward to further expand its role as a mainstream provider of social
service

® welfare reform — being a response to the crisis of our welfare systems

® democratic renewal — producing a new form of citizenship, a new
relationship between civil society and the state; a broader form of
democratization.

The three different ways in which citizen entrepreneurs can show
themselves are:

® disseminating a package of innovation — from ‘experts’ to individuals
and agencies with relatively few resources

® building capacities — capacities needed for self-help

® mobilizing grassroot groups — to form alliances against power elites
or institutions.

However, as mentioned, the two kinds of citizen entrepreneurs play dis-
tinctly different roles in connection with the above impacts areas and ways
in which they show themselves. One kind is citizen enterprisers. Citizen
enterprisers attempt to supplement public sector activities as far as welfare
is concerned. They can do this, for example, by providing care for families
in need, and elderly or disabled people (socially or otherwise) if or when
the public sector is not able to cover all what is needed. This could be done,
for instance, by organizing parents or those interested in caring for elderly
people (often assisted by volunteers) to operate in the homes of families in
need, by setting up sheltered workshops or building dwellings for housing



Marketing approaches for social entrepreneurs 239

incoming refugee lodgers. All these cases are supposed to be financed by
public sector funding and they are done in non-public places.

I am not particularly interested in these citizen entrepreneurial activities
here for two reasons. Firstly, even though they carry out invaluable tasks,
they are often not particularly innovative, and are typically interested in
getting paid for providing employment for themselves and their assistants;
for this reason alone, these activities do not match my conceptualization
of entrepreneurship. Secondly, they are operating more or less as a busi-
ness and typically have a marketing method, which was well covered in
Chapters 8 and 9 when I discussed marketing for independent business
entrepreneurs or business intrapreneurs.

However, the other types of citizen entrepreneurs, that is public entrepre-
neurs, are very different from business entrepreneurs and even from other
social entrepreneurs. They have a very specific attitude to and opinion of
marketing and are therefore of great interest to me. Public entrepreneurs
consist, as we know, of citizens involving other citizens in building citizenry
(sociality), which typically includes reducing social exclusiveness. These
entrepreneurs are not particularly interested in supplementing public
sector duties or emulating business entrepreneurs, but primarily interested
in making some marginal phenomena more central (more public) in society.
They are typically guided, except for reducing exclusiveness, by values such
as solidarity and representative democracy — and they show this by operat-
ing in public places. As mentioned, public places are defined as physical,
virtual, discursive and/or emotional arenas, which, in principle, every citizen
should have access to and feel a responsibility for.

In a democracy, the democratic importance of the public room is often
stressed. Open and accessible places, where citizens can make demands,
formulate and articulate needs or just reflect on how society is organized,
are then acknowledged as democratically important along with other
concepts such as free elections, universal suffrage and freedom of the
press (Franzén et al., 2016). These are social aspects of special interest to
public entrepreneurs. Typical public entrepreneurial activities include, as
mentioned earlier:

— remobilizing deprived social areas

— setting up agencies for support and advice

— re-utilizing buildings and resources for social purposes

— providing ‘suitability training’

— generating means for some common good issue

— organizing voluntary operations

— generating or supporting cultural activities that are not commercial
— generating or supporting sports activities that are not commercial.
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Let us look at how public entrepreneurs use ‘marketing’. They apply it in
a completely different way from other entrepreneurs, as we will see.

10.3 SOME PUBLIC ENTREPRENEURIAL CASES

To start with, some questions should be of interest to public entrepreneurs,
keeping the subject of this book in mind. Through marketing, how are
public entrepreneurs able to:

— build citizenry and prevent social exclusion?

— involve other citizens in making some marginal phenomena more
public?

— mobilize individuals and citizens in local communities at grassroots
level?

— act physically, virtually, discursively and emotionally in public places?

— revive a local community, professionalize voluntary activities and
renew representative democracy?

— build citizen capital to benefit many, and how to use it?

Let me try to provide some answers to these questions. This is best done,
in my opinion, by first telling the story of some real public entrepreneurial
cases that I have studied and worked with, to understand the specific
role of public entrepreneurs and how different they are from other social
entrepreneurs and, especially, from business entrepreneurs, not only in
terms of marketing. More about the cases described briefly here can be
read in Bjerke et al. (2007), and Bjerke and Karlsson (2011, 2013a). I will
begin with some public entrepreneurial cases that I have studied in Sweden.

Skateboard Malmé. Malmo is the third largest city in Sweden with
around 300 000 inhabitants, and is situated in the south of the country. It
has become known as a centre for skateboarders in northern Europe. Two
skateboard parks have been built there, one indoors called the Brewery
and one outdoors called the Shipbuilding Berth. The origin of the names
is simply that the indoors skateboard park is situated in a building, which
was previously a brewery, and the outdoor park — 300 meters long and 75
meters wide — was once part of a shipyard, which closed around twenty-
five years ago.

The Brewery was established by three social associations, of which one
was a determined local community of skateboarders. This community
has a passion for the culture of skateboarding and all that is related to
that way of life. In their opinion, public servants and local politicians
in Malmé didn’t understand that supporting skateboarders should be
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counted as equivalent to sponsoring many other indoors and outdoors
sports.

However, the combination of the community of skateboarders and
the experienced social associations persuaded the city council of Malmo
to change its mind and to support the wish from many social groups to
establish an indoor skateboard park in their city. Before the Brewery,
some real estate owners and their security guards had tried to chase the
skateboarders out of their garage places; there was even a legal case, where
a few skateboarders were accused of having damaged some cars while
skateboarding inside one garage during the winter. After many discus-
sions, the Brewery received some initial public financial assistance to build
the park and did not have to pay any rent for using its premises, which was
owned by the city. In return, the skateboarders acted as volunteers to set
up the park, take responsibility for providing it with meaningful content,
keep it clean and take responsibility, together with the social associations,
for its proper running and development. The Brewery was inaugurated in
September 1998.

The four public entrepreneurs, founders of the Brewery, were:

e Haékan Larsson: Chairman of one of the social associations (later
headmaster of a folk high school with a clear citizen outlook).

o Ronny Hallberg: Consultant to another social association (later head
of the Brewery).

o Nils Svensson: Informal head of the more active skateboarders.

e John Magnusson: A passionate skateboarder (who will appear later
in this case study).

The Brewery is filled with skateboard ramps and is today considered
as one of the best in Europe. It also contains a coffee shop, a shop where
skateboarder products can be bought, and a workshop. It has around
1500 skateboarders visiting every week, paying a daily entrance fee.
School classes and study groups also visit. Finally, public lectures and
lots of different meetings are regularly held there. Using the Brewery as a
model, several other skateboard parks were soon constructed: a huge one
in Copenhagen in Denmark and several others in Swedish communities.
For skateboarders living in Malmé and nearby, the Brewery has become
the place to be. Many related activities have also been developed on the
premises, for instance, new skateboard brands, self-made films, T-shirts,
etc.

Because there were other forces behind the Brewery than just skate-
boarding, several other new activities have followed its premise, for
example, a one-year project management education in cooperation with
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Malmé University College. Also, a few years later, a public secondary
school opened with skateboarding and dance included in its curriculum.

John Magnusson, who is the major public entreprencur for the next
stage of Skateboard Malmo, started work at the Brewery in the summer
of 2002. He was employed as a member of a project, which was financed
by the European Social Fund (ESF) after a successful application to the
EU. At the end of the summer, he had a meeting with the city gardener
of Malmo, Gunnar Ericson. Gunnar had heard from several sources
in the city about a dream project among the skateboarders to build an
outdoors skateboard park in that city, and he wanted to hear more about
it from John. Gunnar explained that the local government of Malmé had
plans to build an activity park close to the harbour. He liked the idea of
an outdoors skateboard park and believed it could fit well in this activity
park. The place he had in mind was one part of the former shipyard in the
harbour, its shipbuilding berth.

Gunnar and John started to meet regularly and discuss how they
could go on. Gunnar wanted to see a scale model of a potential outdoors
skateboard park. To build such a model, therefore, John contacted several
landscape architects to get ideas about which material to use to build such
a model, material that could be put up in three dimensions and which
would dry when having been used. It took John two weeks to build the
model and for the material to dry. To get a better aesthetic feeling to his
model, he bought artificial grass, trees and lamps in a modelling shop.
He took a photo of the whole thing and sent it to the Technical Council,
part of the local government, which eventually approved the outdoors
skateboard project in one of its meetings.

To be able to continue, John contacted the reference group behind the
project management education programme at the Brewery and asked if a
group of students in that programme would be interested in working with
the idea of the Shipbuilding Berth as a practical project in their education.
John had one room at the Brewery, where he and other skateboarders
collected magazines, pictures and all kinds of material which could be used
to generate ideas about a possible design of an outdoors skateboard park.
The group of students in question took over that room as a place to work
with their practical project, which was to produce a design for a future
outdoors skateboard park.

During the summer of 2005, what came to be considered as one of the
best outdoors skateboard parks in Europe was built. The Brewery had
gained the contract for its physical construction, having proven previously
to be able to build such a thing, even if in concrete this time (instead of in
wooden boards as in the case of the Brewery itself).

An international team of skateboard builders was handpicked, and



Marketing approaches for social entrepreneurs 243

they were formally employed by the Brewery. The Shipbuilding Berth
was finished in November the same year. The whole of the summer of
2006 was filled with skateboard competition events — with the World
Cup final Quicksilver as the most prominent one — and similar arrange-
ments. Children, young people and the press made ‘pilgrimages’ to the
Shipbuilding Berth in thousands to experience the new attraction. The
success was a fact.

The Future Hope — LSC B89. This is a story of a soccer team. It began
at the beginning of this century and is still continuing. It is a success story
about a group of boys who love to play soccer more than anything else.

The boys started soccer training at a young age in the city of Lund in the
south of Sweden (LSC B89 means ‘Lund Soccer Club, Boys born in 1989’).
As the years went by, the boys grew older and became more of a team. In
the beginning, it was more child’s play, but it soon became more serious.

The first milestone came with the Gothia Cup, an annual soccer event
in Gothenburg, to which soccer teams come from around the world. The
boys were twelve years old at the time and their expectations were high.
Many dreamt of an international career. One of them was Joel Ekstrand,
who was later selected as one of the players in the Swedish national team
for 15-year-old boys. The team succeeded quite well in the Gothia Cup
that year.

However, the first acid test came after having come back from the
Gothia Cup in a local soccer tournament close to home. Here came the
first signal that a good soccer team is something more than just a group
of good players. The team lost their first two games. LSC B89 did not
work as a team. The boys were sulky and the leaders did not show any
good temper. But then something happened. A power amassed. Suddenly,
everything was working. Through an incomparable effort, the boys won
the rest of their games and ended up winning the tournament. Affected by
this victory, new thoughts came up. Is it possible to do it again, and can the
feeling be kept? At that time, one idea was born, which was that for a team
to function well, the members’ hearts must be there as well, not just their
soccer feet. The boys, their parents and the leaders and trainers gave this
a name. They called it “The Future Hope’. The objective was to qualify for
the premier national league for boys their age. A tough challenge!

A group of around thirty energetic boys full of hope was a fact.
However, the resources were limited and consisted of two trainers and
small financial means. The boys started to train more and were more will-
ing to take the challenge. The driving idea was clear: ‘B89 have more fun,
the closest fellowship and the best team’. The team had also already started
to see themselves as operating in the entertainment sector.

A year earlier, a team council had been elected, consisting of players,
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parents, leaders and trainers. The game season started. But the feeling and
happiness of being a family did not come. The temporary euphoria of
having won the local tournament disappeared. The boys lacked focus and
the team lost its self-confidence. The trainers became impatient and the
bad temper spread. The game results became worse. Some players left the
team. Something had to be done. They felt stuck.

At a team council meeting, the players themselves came up with a sug-
gestion of how to solve the problem. Somebody from outside had to come
in to get the team back on their feet. Somebody who could infuse new
courage and hope, and maybe look at the situation from another angle.
This somebody was Balli Lelinge. He is the public entrepreneur in this story.

Balli Lelinge was employed by the local community of Lund and he
was working with some primary schools in that town to reduce anti-social
behaviour. He had developed his own methodology. His popular ‘drama’
lectures were part of the curricula in several of the primary schools in town.
They were serious but they also contained a lot of laughter. Laughter and
having fun was Balli’s ‘brand’. Laughter was exactly what was missing in
the soccer team. Nothing was fun anymore.

Balli was rather critical after his first meeting with the team and its
leaders and trainers. He knew from his own experience as a qualified soccer
player that it was important for all the players to trust each other and to
trust their leaders and trainers. His opinion after having met the team,
its leader and trainers first time could be summarized as: ‘The boys did
not enjoy what they were doing. Everybody was afraid of failing — to be
placed on the bench, outside the team. There were many good players in
the group, but they could not make it as a team — and the trainers were too
rigorous.’

Balli had many critics, but he defied them and started work anyway. Balli
wove his exercises into the ordinary training. The team had never laughed
that much before. The exercises proved how important it was to trust each
other — and to talk to each other, both on the field and outside. He never
said that they should win — the important thing was to have fun!

The reward came already after two years, when the team qualified for the
highest league in Sweden for their age. Balli’s guiding star had stuck: ‘Act
as if you already have reached your goal!’

The Green Garden Room. The Green Garden Room is a project aiming
at cooperation between research, society and (public) entrepreneurship
to develop Osterlen region in the most southern part of Sweden (a region
which to a large extent is devoted to horticulture) as a centre for knowl-
edge, creation and therapy among all the fruit trees in the area. The driving
force behind the project is Monika Olin Wikman, who lives in the area and
loves the place. She is an active advocate for advertising the joy of Osterlen
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to the public. She has worked in a team of three to promote this project.
These three are the public entrepreneurs in this case. The other two are
Ingrid Rasch and Go6te Rudvall. Ingrid Rasch looks at art as an important
public part of the development of a society and works actively to promote
this. Gote Rudvall is an active pensioner with an interest in making adult
education in a society more available.

Sustainable development and a good living environment are the bench-
marks for this project, which aims in the long run to promote growth and
employment. Part of the project is to study the prerequisites for creating
this development.

The climate zone of Osterlen is ideal for horticulture, and the varied
landscape is attracting many entrepreneurs (of a business as well as of a
social type) and cultural personalities to the region. A growing number
of social entrepreneurs are creating personal and beautiful gardens in the
region, in an ongoing dynamic process. Garden associations are founded,
knowledge exchange takes place and the demand for common activities is
increasing. Tourism in the area is based to a large extent on an exchange of
gardens, where the public gains access to private gardens in exchange for
knowledge and for creating models. Furthermore, several general activities
are arranged in horticulture.

There is also a medical activity directed at rehabilitation, and there are
entrepreneurs working with garden therapy. In rehabilitation medicine and
its research, interesting projects based on gardens have been introduced.
Important research results have shown, nationally as well as internation-
ally, the positive effects of the green environments on health and wellbeing.

The three public entrepreneurs are working with the local political com-
munity in Osterlen to find a strategy for local development, which is based
on the following:

e good health

® space and time for human meetings and creativity, participation and
spirit of community

e arich cultural life

® an attractive way of living

o ‘the slow city concept’ as a common concept for these values.

The three public entrepreneurs have initiated several activities:

e A pilot study for a broad inventory of horticultural/employment
activities, of tourism related to horticulture, health aspects associ-
ated with gardening, the relationships between culture and garden-
ing, and of regular events, exhibitions, educations etc.
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Dialogical sessions with entrepreneurs of various kinds.
Discussions, meetings and seminars with local and regional advocates.
The build-up of a contact net.

A collection of promising success stories, aiming at promoting
Osterlen as a horticultural centre.

The work continues.

Centre for Public Entrepreneurship (CPE): This is an incubator for social
entrepreneurship in general and for public entrepreneurship in particular,
a platform for people who want to be part of changing the society for the
better. This centre was started by the two public entrepreneurs Ingmar
Holm and Ronny Hallberg (the latter also appeared in the story of the
indoors skateboard park of the Brewery earlier). This centre is financed by
different kinds of donations and grants, to a large extent due to its proven
success.

In a sense, this centre became a reality as a continuation of many peo-
ple’s ambitions and needs to package social (mostly public) entrepreneurial
possibilities and needs in the modern society. So, it is a cooperative project
between many different social interests.

People behind this centre are members of the citizen sector of Malmo
(where the centre is situated) and its surroundings. Ingmar Holm, who is a
very driven public entrepreneur (as was Ronny Hallberg — he unfortunately
died very shortly after the establishment of the CPE), was involved in two
major projects before starting the centre, which were Association Oresund
and Practical Bridges over Oresund (Oresund is the name of the strait
between the cities of Malmo in Sweden and Copenhagen in Denmark, and
a bridge was constructed between these two cities in 2000). The centre’s
objectives were:

1. To encourage cooperation between different public entrepreneurial
interests in the region as a knowledge node and a support organization.

2. To visualize public entrepreneurs and the support they need at a

societal, organizational and individual level.

To point out the importance of networking for public entrepreneurs.

4. To create possibilities for developing urban culture, social movements,
media and communication nationally as well as internationally.

W

The CPE has been part of promoting and supporting hundreds of
public entrepreneurial projects since it started in 2009, and is today
described as a resource centre for individuals and organizations with an
idea of how to develop society from a public entrepreneurial point of view.
The centre supports social entrepreneurial initiatives in Scania (the most
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southern administrative region in Sweden) by offering mentorship and
advice on finances, organization, social mobilization and communication,
and access to their networks crossing over different social sectors. CPE is a
place where knowledge, networks, mentorship and advice-giving are tools
to support new development initiatives in the region. All of its services
are free. The centre has just signed a three-year agreement of cooperation
between the regional government of Scania, a major innovation institution
in the Swedish government and the European Regional Development
Fund. Its turnover is at present around 25 million Swedish kronor (around
2.5 million Euros).

The Social Change In Practice (SIP) Network. The SIP Network is
a different and unique umbrella network, based in Vixjo, a town in the
south of Sweden. The SIP Network works for social change in practice by
‘encouraging entrepreneurship and personal development for those who
want to make the society more accessible and democratic’ (a very public
entrepreneurial ambition). They do this by using new media and modern
technology, and by sharing knowledge and developing skills. One of its
founders is Helen Hagglund, a genuine public entrepreneur. Within the
SIP Network there are three organizations. Within and around the SIP
Network, there are also several temporary and flexible networks, groups,
project activities and individuals.

The SIP Network is not a legal entity of its own but a network created
as an outlet for its common activities. Every organization within the SIP
Network has then found its own purpose, but what is common for all of
them is that they change the society for the better in large and in small
ways, therefore it was given the name SIP, Social change In Practice.

Today the SIP Network operates in rural development, young entrepre-
neurship, democracy, international issues, education of adults and others,
culture and digital media. They produce or facilitate publication of maga-
zines and newspapers, public lectures, distance learning, folk high school
courses, advertising and conceptual bureau activities, pilot and preliminary
study projects, implementation programmes, coaching, establishment of
activities, consulting and much more. Two development centres have
been created within the areas of functional handicaps (Funkibator) and
international issues (Globala Kronoberg), and they also run a subsidiary
at a folk high school nearby.

The first organizations in SIP (Grrl Tech and Tech Group) started in
2000, and today these organizations have no fixed structure or traditions.
The network has become a magnet for drive, burn, commitment and reali-
zation of ideas, in other words, social entrepreneurs. The operative culture
thinks in new ways; it is exciting and it always permits experimenting,
testing and thinking outside the box. The SIP Network is an organization
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for the future which has been created and ‘owned’ by young people and
young adults who were already very digitally aware from the start. Digital
and social media today permeate all that they do, and they invest heavily
in development skills and scanning the environment within this area, both
internally and externally.

At the head office, about forty people work together in an inspiring and
creative office environment. The SIP Network operates in local, regional,
national and international arenas. It is the only organization of its kind in
Sweden.

Let us look at some other public entrepreneurial projects outside Sweden
which I have studied, in Copenhagen, Berlin and London.

The Project House at Bavnehoj. The Project House in Copenhagen con-
sists of five networks and organizations (Unfair, Supertanker’s Metapol,
Biiro Detours, Gam3 and Republikken), which have developed with an
integrated project workshop (on four floors), an open workshop and a
culture stage (Remisen) for young people in Copenhagen. The concept
fulfils objectives and ambitions which are presented by Copenhagen city
government. One of its founders and a passionate public entrepreneur is
Simon Prahm.

One ambition of those working in the Project House is to construct
a creative environment at Bavnehgj, where young people can contribute
to youth culture and involve themselves in the development of the city
by realizing their own projects. They regard it as important that this is a
place where young people can meet and take advantage of networks and
organizations that have already succeeded in supporting and inspiring a
participative youth culture.

As well as giving advice and plenty of space to a variety of young people
full of ideas, they invite actors interested in youth culture from several
different culture areas to rent smaller office spaces in the Project Workshop
and places in Remisen. They are meant to function as sparring partners
and ‘cultural platforms’ for the project activities of young people. They
want to involve actors who understand and share their ideas and projects
with young people and are generally able to contribute to the development
of Bavnehgj as an exuberant place for creative and youth culture.

In the Project House, there are in principle three possibilities for the
young people:

® Project advice. All young people can come to the Project House, dis-
cuss their project ideas and receive support to realize them. As well
as allowing the applicant to consult the experienced project actors,
the professional advisors of the local communities are also asked
to get involved and give advice. The young people are also given
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support by working informally with more experienced participants
in the Project House.

® Project development. Project groups may be allocated a place for
project development in the house for a limited time. The support
groups and the presence of established and semi-established cultural
actors play an important role here. The idea is to build a real project
incubator.

® Project winding up. In the Project Workshop as well as in Remisen,
young people can try their abilities as culture producers. Some
arrangements will be small and fragile, while some others will
constitute major contributions. The young people create their own
projects and will then enjoy the many ‘project platforms’ that exist
in Remisen. The important thing is that Remisen remains an open
stage which will contribute to and support young cultural actors as
much as possible, including those who cannot be given a place at
Bavnehg;j.

The young people come to a house where they can develop and realize
their projects, and where some of the most exciting young cultural net-
works in the city can back them up, inspire them and provide possibilities
for common project activities. The new ideas and independence of the
young people is also a reviving force to the more experienced culture and
project networks. The Project House aims at actively working for coopera-
tion with other cultural actors at Bavnehgj and intends to turn to the whole
city with open arrangements and cooperative proposals, where young
people can experience and create culture at premises and with a content
which they launch themselves.

Bolsjefabrikken in Copenhagen. Bolsjefabrikken (which means ‘candy
factory’, revealing what the premises were previously used for) is a
place where an independent group of people run two culture houses in
Copenhagen. One of the founders is a public entrepreneur and an artist,
who likes to be called Benny. The facilities are used temporarily until
the city council of Copenhagen has decided what to do with them. The
facilities include an art gallery, a cinema, a library, a bicycle repair shop,
a workshop for media, a café and much more. It is possible to eat there
every Friday at a price of 20 Danish kroner (less than £2). People working
and operating in Bolsjefabrikken do so by following and respecting certain
rules:

— Respect your neighbours — they live here as well!
— No noise on the yard after 10 pm weekdays.
— You may paint graffiti on our buildings, but not on the neighbours’!



250 Alternative marketing approaches for entrepreneurs

—  You cannot stay the night.

—  When you have something going on, stay afterwards and clean up your
place!

— Clean twice as much when you have made a mess.

— Do not waste any electrical energy.

— Remember to accept and give each other a lot of hugs.

Below is a brief description of four public entrepreneurial projects in
Berlin that I have studied.

Street University. Its main purpose is to help young people in deprived
areas to increase their self-esteem by showing them that they can achieve
something and that they are able to develop some status and dignity based
on their abilities, skills and knowledge, not on their physical strength or
health. The aim is to help them by the end to take their lives in their own
hands and make it possible for them to begin a career (www.streetuniver
sity.de).

Kiinstlerhaus Bethanien. This is a service activity, and its objective is to
support contemporary art and contemporary artists. It is responsible for
accommodating and helping international guests; to offer advice in general
matters as far as art is concerned and practical matters related to this; to
run workshops; to plan and to realize events, and to develop and organize
cultural projects both in and outside Berlin. Kiinstlerhaus Bethanien is a
workshop for projects and events. Its organizational structure has many
layers (www.bethanien.de).

RAW Tempel. This is a non-profit organization which has about a
hundred members and sixty-five projects. Its main purpose is to offer
reasonably priced social and cultural events and activities. Since 1988 they
have changed their structure to preserve the cultural style at present by
participating in preserving valuable architectonic works. They are used
by artists for cultural purposes with specifically expressed social goals.
They also provide possibilities for rehabilitating young criminals (www.
raw-tempel.de).

Spreeufer fiir alle. Regular peaceful demonstrations take place along
the river Spree (which crosses the city of Berlin) as a protest against how
expensive it is to find and use a place to exert one’s culture in the city.
Berliners are given the liberty to execute their art and music interests there.
Without asking the city of council of Berlin for permission, these facilities
are, by and large, rebuilt annually for the warm part of the year, and are
much visited by those who live in Berlin and by tourists.

Below are details of two entrepreneurial projects in London, that I have
acquainted myself with.

Bike Works. Bike Works’ objective is to build sustainable societies by
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educating young people to support cycling in society. Their vision is to
create a world where young people can get involved in their local communi-
ties to promote people’s health and the planet. To achieve this, Bike Works’
aims for the next five years are to:

e provide cooperative youth programmes which develop creativity,
local communities and leadership

e rebuild and reuse bicycles and work towards environmental
responsibility

o help more people to make cycling a part of everyday activities by
making it more accessible and economically possible.

Their values:

— Bicycling. We think that bicycling is an accessible way of transport
which is supporting general health, building confidence, encourag-
ing consideration for the environment and strengthening the local
community.

—  Young people. We are committed to giving action power to young
people. We provide young people with the possibility to grow as
leaders, give back to the local community, work together and look at
themselves as owners and creators of our common future.

—  Local community. We work to build, support and include local commu-
nities. We welcome and respect variety in experiences, ideas and views
and believe that cooperation is a powerful tool for social change.

—  Education. We believe that we all teach and learn and we strive to be a
place where we can work, learn and grow together. Through our work
we foster creativity, critical thinking, curiosity and cooperation.

—  Availability. We are convinced in our ambition to make bicycles avail-
able, economically possible and welcoming for people with all kinds of
backgrounds, possibilities and income.

—  Environment. We believe that respect and a connection to the world
around us lead to more dignified local communities. To achieve this, we
practise and encourage a limitation and recycling of waste, extend the
lifetime of bicycles and teach waste management.

—  Social justice. Inequalities in economic conditions and possibilities in
our local communities will privilege some and marginalize others. We
look at bicycles as a powerful tool, as a contribution to creating a more
just and equal world.

Bromley by Bow Centre. This is an innovative local community organiza-
tion in East London. It operates in some of the most deprived districts of
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the UK every week by supporting families, young people and adults of all
ages for them to learn new skills, improve their health and welfare, find
work and get the confidence to reach their goals and change their lives.
At the core of the thinking in the centre is a belief in humankind and its
capacity to achieve fantastic things.

Their ambition is to assist in creating a coherent, healthy, successful and
lively local community and then eliminate ‘deprivation’ from Bromley by
Bow. The centre has grown to become a very complex organization, which
runs many projects at different places both by itself and in cooperation
with others. The organization works with 2000 people every week and its
service is tailor-made to the needs of the whole local community — families,
young people, vulnerable adults and seniors. They support people in
different projects and services in four different ways:

1. They support people to overcome their chronic diseases and unhealthy
lifestyles.

2. They make it possible for people to learn new skills.

3. They support people to become less dependent on financial support
and to find a job.

4. They provide the tools to create a more enterprising local community.

They provide a coherent breadth of services, available locally, where
people need them and can access them. They feel proud of the quality of
the service they provide and are determined in their ambition to provide
the highest possible standard.

The centre is a hub for most of their services, and their beautiful build-
ings, situated in a green area, give a positive, inspiring and welcoming
environment. They use the arts to build up the confidence in people and
help them to express their creativity.

They constitute a major force to create local jobs, possibilities and wel-
fare, and assist in raising the ambitions and support people in transform-
ing their lives. They work to spread their experiences to other deprived
local communities.

104 PUBLIC ENTREPRENEURS AND PLACE
NEEDS

‘Marketing’ and concepts related to this, such as ‘market’, ‘customer’ and
‘demand’, do not seem to fit the public entrepreneurial situation very
well. Market in the sense of a space, in which the entrepreneur is hoping
to get a share and where buying and selling take place, is not a label that
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public entrepreneurs feel comfortable with. As mentioned earlier, these
entrepreneurs act in public places, not in markets. They do not approach
demanding customers, willing to pay for their goods and/or services. They
would rather focus on people in need, who could be called users.

As we will see, public entrepreneurial marketing (if such a term would
exist) does not consist of product development, distribution and promo-
tion and the like as normally understood by marketers, but rather of
setting up dialogues in networks, trying to understand how to satisfy some
citizen needs and to do this co-creatively in a much deeper sense than what
is typically the case for business entrepreneurs or business-like social entre-
preneurs. These dialogues also happen face-to-face, generating a common
understanding, a common way of thinking and a common language
between participating citizens.

I have run many workshops with other researchers interested in under-
standing public entrepreneurs and with public entrepreneurs themselves.
Some of my observations from these workshops are:

o Public entrepreneurs are skilled at understanding what is missing in
empty or even destructive public places. They feel compelled to fill
these places with meaningful content.

o Public entrepreneurs are convinced that they are doing the right
thing, and they are surprised that more people are not doing what
they are doing. They just do what they do naturally somehow (what
I have referred to as bricoleurs), and they can have difficulties in
describing in any detail or logical way what they have been doing or
intend to do.

o Public entrepreneurs have no formal plan for their actions. If they
had one, they would probably not succeed. They dare to have fun,
and they would feel very uncomfortable working in a formal and / or
bureaucratic organization.

o Obstacles for public entrepreneurs include nostalgic and reactionary
individuals, who hang onto a firmly cemented and outdated version
of the ‘good’ society which in their opinion once existed. These
entrepreneurs are also very humble, and they regard their associates
and partners as major contributors to what they have achieved.

Public entrepreneurs are not searching for venture opportunities to
exploit but to problematizing the place where they feel needed (often by
living in that environment themselves or having experiences of what it
means to operate there). We may refer to this as a genuine empathy for
their local community and an honest respect for their fellow citizens. Public
entrepreneurs’ perception of place needs were provided in section 10.3:
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— In Skateboard Malmé, there was a need for a place for skateboarders to
exert their passion without interfering with other public places in the city,
such as streets and pavements meant primarily for traffic and pedestrians
or, in the winter, garages for cars where the owners (of the garage and the
cars) did their best to stop the skateboarders from being there.

— In Future Hope — LSC B89, the place is soccer fields, where a group of
young boys had the need to excel.

— In the Green Garden Room, a group of public entrepreneurs saw the
possibility of using a horticultural region as a place to satisfy cultural
and medical needs.

— In Centre for Public Entrepreneurship, an incubator was set up to
cater for different needs to be assisted, supported and coached by a
huge number of aspiring social entrepreneurs (public or other), in an
expanding and progressive city and its environment.

— In the SIP Network, the place is less geographically precise, but could
be considered as any situation in the neighbourhood where public
entrepreneurs see the need to ‘change society in practice’.

— In the Project House at Bavnehoj, the place is the largest city in the
Nordic countries, that is Copenhagen, where there was a huge need to
support young cultural aspirations of various kinds.

— In Bolsjefabrikken in Copenhagen, the place is the same, but the cultural
and artistic needs are somewhat broader.

— Street University provides a possibility to satisfy needs among young
people in some deprived regions in Berlin, to increase their self-esteem.

—  Kiinstlerhause Bethanien is a service organization to support needs
among contemporary art and artists in Berlin.

—  RAW Tempel is a non-profit organization, the purpose of which is to
offer affordable and cultural solutions to satisfy similar needs in Berlin.

—  Spreeufer fiir alle takes place annually on one side of the river Spreein Berlin
(on the other side there are long rows of exceptionally expensive houses)
for people to satisfy their need for exhibiting their local art and music.

—  Bike Works feels the need to build a sustainable society in London and
its environment, focusing on cycling.

— Bromley by Row Centre aims at supporting the need to build a better
future for deprived districts in East London and its environment.

10.5 PUBLIC ENTREPRENEURSHIP AND SOCIAL
PHENOMENOLOGICAL NETWORKING

Social phenomenology seems to be the proper starting point to approach
and to understand public entrepreneurship. To begin with, public entrepre-
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neurs have a very prosaic view of what they are doing, stressing everyday
reality, that is, reality which is presumed to be socially constructed and
maintained together with other citizens and which is built up by language
typifications. In order to generate a new understanding of a social situation,
in which they aim to satisfy some needs that other citizens have, public
entrepreneurs are happy to develop some new typifications as concepts and
images (‘language development’) to find new solutions for social problems.

In my experience, public entrepreneurs have something of their own
vocabulary or their own understanding of the meaning of existing con-
cepts, such as:

— social forums
— social climates
— freedom to try
— pride

— legitimacy

— authenticity

— vision.

They are also generally happy and sometimes even proud to be called
‘public entrepreneurs’.

One reason why language is so important to public entrepreneurs is that
they must be innovative in all that they do, not only in finding new solu-
tions to different problems of interest to them, but also in implementing
them. They seem to believe, at least implicitly, that to find a constructive
solution to a new and different social problem, it is necessary to think
differently, and for this a (partly) different language is required. Also,
public entrepreneurs must often ‘fight” with other people to get rid of old
habits and learn new ones, which, again, requires the rejection of some old
concepts and the thinking behind them.

Furthermore, that public entrepreneurs are typically short of resources.
If they compete, it is not for users, but for resources to get started, most
of the time in effective and sustainable ways. Public entrepreneurs must
therefore often be creative inventors of resources (bricoleurs as they are).
One could even say that it is necessary for them to have an extended view
of resources (Figure 10.1).

If public entrepreneurs do anything which could be called marketing, it
is networking. Only through networking can public entrepreneurs access
their life blood. Public entrepreneurship is truly co-creation between differ-
ent citizens. It might even be conceptualized as such. To bring people and
organizations together to focus on a problem, to combine resources from
a number of different places to implement solutions and to communicate
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Figure 10.1 An extended view of resources

results effectively is what provide public entrepreneurs with power. These
networks consisting of trusting each other are based on a common task
and vision in relation to positive change. Public entrepreneurs embrace
the concept of ‘co-opetition’, not competition (consequently Schumpeter’s
concept ‘creative destruction’ does not fit in here). Public entrepreneurs
have networks in a much broader field than business entrepreneurs, they
operate in a more diversified and dynamically strategic landscape, they act
so that their stakeholders benefit from what they are doing, they try to do
so well that they are no longer needed and they live in a world of meaning,
not in a world of circumstances. Networks are more important for social
entrepreneurs than for business entrepreneurs, if for no other reason than
because they do not offer products which can speak for themselves. Social
entrepreneurship activities must constantly justify themselves. Differences
between emotional and calculative connections in networks are not so obvi-
ous or even so necessary to separate for social entrepreneurs as for business
entrepreneurs. Confidence and trust are crucial for social entrepreneurs.
Contacts in themselves are not enough, which might sometimes be the case
for business entrepreneurs. Most social entrepreneurs work with a number
of different stakeholders at the same time; they have multiple objectives,
offer a limited range of services and their actions should be fully transpar-
ent and accountable. Networking, or building citizen capital, is a good way
to gain knowledge about possible public entrepreneurial projects and to
gain access to resources necessary to begin. A public entrepreneur must
have three important things in mind:

1. With whom should I build alliances? Public social projects should
consider their ecosystems as ‘parts of the game’ and ripe for increasing
the number of users that they can reach, expand necessary resources,
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decrease costs for inputs and turn ‘competitors’ into partners in the
game. As mentioned, ‘competition’ within public entrepreneurship is
normally about resources. If competitors have similar ambitions to
the public entrepreneur, it is likely that they can see the advantages
from sharing resources. If ‘suppliers’ can be convinced about what the
public social project wants to achieve, they may very well go beyond
their traditional supplier role and contribute to the success of the
project. Competitors can sometimes be convinced that they are in fact
complementary activities. To look at one’s ecosystem this way opens
up almost unlimited possibilities to build new alliances which will
serve one’s social project and boost the possibility of its success.

Why is networking necessary and meritorious under the circumstances?
Public entrepreneurs use networks to gain advantages in the field.
Four reasons for networks can be: resources shortage, growing compe-
tition for resources, increased social appetite to become more effective
and an extended demand to show results.

How should I design a meritorious network? Successful networking is
about successful relationships. Such relationships require attention to
be directed at several factors (a common ambition, shared values, a
shared vision or common goals, choosing leadership democratically,
what stage the public social project is in, and the startup of several
public social projects).

Public entrepreneurs build and exploit citizen capital through confi-

dence and trust in networks (as we know, another name for citizen capital
is network capital). As language and typifications are so important to
public entrepreneurs, it is easy to understand that the generators for their
progress come from dialogues with other citizens and with local interest
and support groups of different kinds. The importance of networking and
dialogues for success can be seen in all the cases provided in section 10.3:

In Skateboard Malmé, the language among skateboarders is distinctive;
for example, they give special names to their moves, such as ‘kickflip’,
‘ollie’ and ‘grabs’. Skateboarding will even become one of the sports
at the Olympic Games in Tokyo in 2020. The dialogues between John
Magnusson and the city gardener, Gunnar Ericson, were necessary for
the progress of the project, as were dialogues between students in the
project management education team to build a model for the construc-
tion of the Shipbuilding Berth.

In The Future Hope — LSC B89, the language used by the new trainer,
Balli Lelinge, was special and engaging. For instance, he referred to one
of his ‘exercises’ as ‘the Beckham jump’ and this was based on trust
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between the soccer players (David Beckham is a former world class UK
soccer player, well-known among the young soccer players in LSC).
The idea was that anybody in the team could run into a group of other
soccer players in the exercising field at any time and just shout out as he
jumped into the group, expecting to be caught in the arms of the others
before he touched the ground.

— Inthe Green Garden Room, many progressive dialogues are held between
members of the public entrepreneurs, local politicans in the area of
Osterlen, horticultural practitioners and medical experts, for instance.

— In the Centre for Public Entrepreneurship, dialogues between various
interested parties and citizens in the region take place all the time, while
developing the many public entrepreneurial projects led by the centre.

— In the SIP Network, its very existence relies on keeping networks and
dialogues constantly going.

— In the Project House at Bavnehoj and Bolsje fabrikken in Copenhagen,
the guarantee for success of all projects was that the public entre-
preneurs were a member of at least one network, and constructively
participating in its dialogues.

— In the three public entrepreneurial cases in Berlin and the two cases in
London, the pattern is the same.

Public entrepreneurs regard themselves as hubs in constantly changing

value star constitutions (Figure 10.2).
Public entrepreneurs are genuinely social phenomenologically co-creating

entrepreneurs.
SOCIAL MEDIA

PUBLIC
ENTRE-
PRENEUR

LOCAL COMMUNITIES

Figure 10.2 A value star for a public entrepreneur

SPONSORS AND
DONATORS

LOCAL GOVERNMENT
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10.6 PUBLIC ENTREPRENEURSHIP AND
CO-CREATIVE PLACE VITALIZATION

‘Marketing’ for public entrepreneurship is different from marketing for
business entrepreneurship and social entrepreneurship conducted in an
enterprising mode. Not only is it different from the receiving side (from the
point of view of customers or users), but also different from the ‘generat-
ing’ side. Public entrepreneurs are not producers of goods and / or services.
They should regarded as generators and utilizers, renewers and vitalizers of
public places. A reminder of two of my earlier points:

e A public place in a society is any place accessible to any citizen, and
it is also a place which citizens should feel responsible for using in an
ethical way to promote citizenry and sociality.

o Public entrepreneurs can operate in such places physically, virtually,
discursively and / or emotionally to make social values such as
inclusiveness more generally available and consequently reducing
social alienation.

Prahalad and Ramaswamy (2004c¢) talk about DART (Dialogue, Access,
Risks-benefits and Transparancy) to co-create more relevant market
values between companies and customers. In the case of public entrepre-
neurship, I think it would be proper to talk about NERD to co-create
citizenry between entrepreneurs and other citizens (Figure 10.3; Table
10.1).

Prahalad and Ramaswamy (2000) also provide some advice to follow
for co-creative marketing (presented in section 8.7). In my opinion, such
advice can easily be modified to fit the public entrepreneurial situation:

Dialogue

Co-

Respect creation of Networking

value

Empathy

Figure 10.3  Building blocks for interaction between public entrepreneurs
and other citizens and local communities in order to co-create
(and co-extract) value
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Table 10.1  The building blocks of NERD

Terms Definition Public entrepreneurial
consequences

Networking  Interaction with all parts To understand his or her possible
of the local individuals and contributions as an entrepreneur
associations

Empathy To feel a deep commonality To get to know social needs
with other citizens outside him- or herself

Respect To feel that nobody is superior To give to as much as to take from
or inferior as a citizen fellow citizens

Dialogue Honest and open discussions To listen and to talk, to

between participating citizens  understand the relevant and
possible co-creation of social
construction of reality

— Encourage an active dialogue.

— Mobilize citizen communities.

— Mobilize citizen differences.

— Handle person-based experiences.

— Handle multiple experience channels.

— Handle variation and evolution.

— Create citizen experiences.

— Look at citizens as being as eager value-extractors as you.

— Prepare the public entrepreneurial project for the competences of other
citizens in the new society.

10.7 CONCLUSION

This has been a chapter about how public entrepreneurs can promote their
mission. As noted, there are difficulties in referring to this as ‘market-
ing’. The reason is that this chapter has not discussed any business elite
phenomena but a form of action that we all should engage in from time
to time; it is not about system-changing or creative destruction to build
something new at the same time as washing away what has been, but about
small but real improvements of what is already in place in everyday life. It is
not about autonomous market-share building but about common citizenry
and freedom for individuals in a society, to involve each other in getting to
know what is essential for civic inclusion and democracy.



11. Summary and conclusions

In this book, I have presented two fundamentally different ways to apply
marketing for three types of entrepreneurs, i.e., independent business
entrepreneurs, business intrapreneurs and social entrepreneurs. The
book was written from my background of more than thirty-five years of
studying the subject academically, conducting research in related fields
in the meantime, presenting papers in conferences around the world,
publishing several books and articles, and starting four businesses of my
own.

One thing I have learnt during these years is that using marketing for
entrepreneurs is different in several respects compared to using marketing
for an established business or social venture. I have also come to understand
that there are several ways of applying marketing successfully, not only by
using the established version based on the management marketing model.
Finally (which is also seen in this book), some entrepreneurs, in particular
of the social kind, succeed without using marketing in its normal sense. |
have tried to demonstrate this in the book.

One of my many interests is philosophy. I can therefore see in marketing
theory, as well as in emerging reality, a new marketing paradigm emerging
which includes customers and users of goods and services more tangibly,
even to the extent that customers and users are involved in the developing
and consuming process as co-creators and co-extractors of the value,
which is embedded in all products being offered. From a philosophi-
cal point of view, I refer to this paradigm as social phenomenological
marketing.

By looking at and practising marketing in different ways, it is my convic-
tion that we can understand each other better in terms of what we do as
researchers, as well as gain a better understanding of what it means to be
marketers, customers and users — and how to live better and more comfort-
ably in an increasingly changing and more demanding society.
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