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Social enterprises offer the prom ise of financially  sustainable organizations that can respond 

to the world's most pressing problems. Yet for social enterprises to succeed, their leaders must 

effectively m an age conflicting dem ands that arise from dual commitments to improving 

social w elfare and achieving com m ercial viability. W hile existing research highlights distinct 

sk ills for enabling social m issions or for achieving business outcomes, we draw  on paradox  

research to build theory about the challenges and associated sk ills for effectively  m anaging 

the tensions em erging from the juxtaposition of social mission and business outcomes. We 

then use two exem plary  settings for educating social entrepreneurs, one in the classroom  and 

one in the field, to illustrate pedagogical tools for teaching these sk ills. Integrating these 

challenges, sk ills, and pedagogical tools, we propose a paradoxical leadersh ip m odel for 

social entrepreneurs.

The qu ality  of h um an  life on the p lan et  h as n ever 

been  better  an d  n ever been  w orse. Forces for glo 

balization , in n ovation , an d  com petit ion  ar e  open 

in g n ew  tech n ological an d  econ om ic fron tiers

W e app reciat e  the reflection s an d  in sigh ts from the operators, 

m an ager s, an d  board  m em bers of Digital Divide D ata an d  the 

stu den ts in  th e Social En trepren eurs, In novators, an d  Problem 

Solvers course. W e ar e  a lso  gratefu l to Associate  Editor Nelson  

Ph illips an d  th ree an on ym ous review ers. The developm en t of th is 

m an uscript  w as su pported  in  par t  by fu n ds from the Cen ter  for 

In tern ation al Stu d ies at  th e University of Delaw are , the Cen ter  for 

In tegrative Leader sh ip  at  the Un iversity of Min n esota, an d  the 

Institu te for th e Social Scien ces at  Corn ell Un iversity.

w hile sim u ltan eou sly  exacerbat in g h um an  righ ts 

violation s, fin an cial in justice, an d  en viron m en tal 

devastat ion . Social en terpr ises h ave grown  in re 

spon se, u sin g in n ovative w ays to ad d r e ss societal 

ills th at  frequen t ly rely on com m ercial ven tures 

an d  earn ed  in com e (Dees, 2001; Tracey, Ph illips, & 

Jarvis, 2011). Th ese organ izat ion s h ave the poten 

t ial to h arn ess the creativity, efficien cy, an d  v ia 

bility of com m ercial m ean s in  service of social 

en ds such  a s im provin g h um an  an d  en viron m en tal 
w elfare.

Social en t repren eurs p lay  a  key role in  realizin g 

th is poten tial. In creasin gly, research  h as explored
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the ch aracterist ics of effective social en trepreneurs, 

specifically h igh ligh ting their differen ces from tradi

t ion al en trepren eurs (i.e., Tracey & Ph illips, 2007). 

Dees (2001) categor ized  social en t repren eurs a s 

"on e sp ecie s in  the gen u s of en trepren eurs" (2), a  

key dist in ction  bein g th eir  comm itm ent to social 

ch an ge. In deed, sch olar s depict  social en trepre 

n eu rs a s h eroic in d ividu als (see See los & Mair, 

2005), who p o sse ss the b u sin ess savvy an d  deter 

m in ation  of en trepren eurs, in  addit ion  to a  relen t 

le ss p assion  for th eir social m ission  (Bornstein , 

2004; Thom pson , 2002). The key m e ssage  of th is 

r esearch  is th at  m an agin g a  social m ission  re 

qu ires a  un ique set  of sk ills beyon d th ose n eeded  

to ach ieve an  organ izat ion 's com m ercial goals.

However, the social an d  com m ercial sid e s of a  

social en terpr ise ar e  not isolated  from one an oth er. 

Rather, they ar e  in h eren tly in terrelated an d  often  

conflictin g. Atten din g to both  the social an d  fin an 

cial m igh t ben efit  the organ izat ion al overall, yet  

th ese differen t pu rsu it s ar e  often  asso ciat ed  with 

com petin g iden t it ies, valu e system s, an d  n orms 

(Batt ilan a & Dorado, 2010; Tracey et al., 2011). Man 

agin g the ten sion s th at  ar ise  is a  crit ical sk ill for 

social en trepren eurs (Dacin, Dacin , & Matear, 

2010). Doin g so requ ires m ore th an  ju st  sk ills in 

ar t icu lat in g an d  m easu r in g a  social m ission  or 

en trepren eursh ip sk ills in  effect ively drivin g com 

m ercial operat ion s, each  of wh ich  h as been  the 

focus of p ast  research . It a lso  requ ires sk ills for 

em bracin g con flictin g social an d  econ om ic d e 

m an ds. Yet, asid e  from a  few n otable except ion s 

(i.e., Tracey & Ph illips, 2007), social en terpr ise re 

sear ch  offers lit t le in sigh t  into the sk ills th at  en 

ab le  social en t repren eurs to at ten d to th ese com 

pet in g dem an ds.

W e ad d r e ss th is gap  by d evelop in g th eory 

abou t  h ow  le ad e r s of so c ia l en t e r p r ises can  cu l 

t ivate  sk ills for m an agin g com pet in g so c ia l an d  

fin an cial d em an d s. Sp ecifically , w e ad d r e ss 

th ree qu est ion s. Fir st , w h at ar e  th e lead e r sh ip  

ch alle n ge s p osed  by at t en d in g to th e com pet in g 

d em an d s of so c ia l en t e r p r ises? Secon d , w h at 

sk ills do le ad e r s n eed  to effect ively  r espon d  to 

t h ese  ch a lle n ge s? And th ird, w h at p e d ago gica l 

tools can  w e u se  to h elp  so c ia l en t r epren eu r s 

develop  t h ese  sk ills?

We ad d r e ss our first two qu est ion s by draw in g 

on a  grow in g body of r esearch  on p arad ox theory 

(i.e., Lew is, 2000; Smith  & Lew is, 2011). P aradox 

theory offers in sigh t  into the n atu re an d  m an age 

ment of com pet in g dem an ds in organ ization s. 

Based  on th is th eoretical approach , we ar gu e  that 

th e in h eren t ly com pet in g d em an d s th at  a r ise  

w h en  organ izat ion s p u r su e  so c ia l m ission s 

th rough  com m ercial m ean s cr eate  two ch al 

len ges for so c ia l en t er p r ises. Fir st , so c ia l en ter 

p r ise s r isk  lo sin g th eir  d u al focu s an d  becom in g 

eith er  pu rely  so c ia l m ission -or ien ted  or pu rely  

com m ercial. Secon d , so c ia l en t e r p r ise s r isk  b e 

com in g m ired  in  in t r actab le  con flict  betw een  

m em bers r ep r esen t in g th e so c ia l an d  com m er 

c ia l sid e s of th e organ izat ion , r espect ively . Lead 

e r s of so c ia l en t e r p r ises th erefore face  twin  ch al 

len ges: Th ey m ust  m ain tain  com m itm en ts to both  

th eir  so c ia l m ission  an d  th eir  b u sin e ss p lan , an d  

th ey m ust  effect ively  m an age  in tern al con flict  

betw een  th ese  two sid e s of th e organ izat ion . 

Th ree in t er r e lated  lead e r sh ip  sk ills en ab le  m an 

age r s to at t en d  to t h ese  ch allen ges: accep t in g, 

d ifferen t iat in g, an d  in t egr at in g com pet in g d e 

m an d s. A ccepting in volves view in g both  so c ia l 

an d  fin an cial d em an d s a s  sim u lt an eou sly  p o ssi 

b le . Differentiating e n t a ils r ecogn izin g the 

u n iqu e con t r ibu t ion s of each  d em an d . Fin ally , 

in tegrating focu ses on  b r in gin g so c ia l an d  fin an 

c ia l d em an d s togeth er  su ch  th at  con flict  betw een  

th em  b ecom es produ ct ive rath er  th an  in t r act a 

b le. By lin k in g p ar ad o x th eory w ith  so c ia l en t r e 

p r en eu r sh ip , our con tribu t ion  in  th is sect ion  is to 

exp licat e  sp ecific ch alle n ge s a sso c ia t e d  w ith  

m an agin g com pet in g so c ia l an d  com m ercial d e 

m an d s an d  lin k  th ose ch alle n ge s to cr it ical le ad 

e r sh ip  sk ills.

W e ad d r e ss our th ird r esearch  quest ion  by u sin g 

two exem plary m odels of t each in g social en trepre 

n eu rsh ip— on e in the classroom  an d  on e in the 

field—to illum in ate specific p ed agogical tools for 

developin g th ese lead er sh ip  sk ills. Social En tre

pren eurs, Inn ovators, an d  Problem Solvers (SEIPS), 

an  u n dergradu ate  cou rse at  Corn ell, w as recog

n ized by Ash oka in  2010 a s on e of 10 exem plary 

un iversity sy llab i arou n d the world for t each in g 

social en trepren eursh ip. Digital Divide Data 

(DDD), a  10-year-old social en terpr ise in  sou th -east  

Asia, won aw ar d s an d  gran ts from the Skoll an d  

Rockefeller  Foun dation s reflect in g, in  part , their 

su ccess in  t each in g social en trepren eursh ip  sk ills 

to n ew  gen erat ion s of leader s. By draw in g on ex 

am p les of t each in g social en trepren eurs in  the 

classroom  an d  field, our con tribution  in th is sec 

t ion  is to illu st rate theory in action , dem on str at in g 

p ed agogical tools that  can  h elp  lead er s develop 

specific sk ills in  th ese two distin ct  set t in gs. Taken  

togeth er, the ch allen ges, lead er sh ip  sk ills, an d  ex 

am p les of p ed agogical tools w e d iscu ss h ere offer 

a  m odel of par ad oxical lead er sh ip  for social en t re 

pren eu rs th at  h igh ligh ts the difficu lt ies of the in 

h eren tly con flict in g n ature of th eir en deavor  a s 

w ell a s  the opportun it ies for effect ively m an agin g 

their com pet in g dem an ds.
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SOCIAL ENTERPRISES:

PARADOXICAL CHALLENGES AND CRITICAL 

LEADERSHIP SKILLS

Social enterprises seek  to affect  posit ive ch an ge 

an d  create social valu e th rough  en trepren eurial 

in n ovation  (Dees, 2001). Broadly, th is defin it ion  in 

clu d es organ izat ion s that focu s alm ost  exclu sively  

on a  social m ission , such  a s not-for-profits, govern 

m en tal agen cies, an d  foun dation s (Dees, 2007). Yet 

social en terpr ises frequen t ly adopt  com m ercial 

m ean s to ach ieve the social en d s they pu rsu e (Da- 

cin  et a l„ 2010; Dacin , Dacin , & Tracey, 2011). We 

focu s h ere on th is type of social en terprise b ecau se  

such  organ izat ion s face a  un ique set  of ch allen ges. 

In par t icu lar , even  a s social en t repren eurs adopt  

com m ercial en d eavor s in service of a  broader  so 

cial m ission , they exper ien ce operat ion al con flicts 

betw een  social an d  fin an cial dem an ds. Beyond the 

sk ills n eeded  to m an age  eith er  a  social m ission  or 

a  com m ercial ven ture, lead er s of th ese social en 

t erp r ises also  n eed  sk ills for m an agin g the ten 

sion s an d  con flicts betw een  th ese com pet in g 
dem an ds.

P aradox theory offers in sigh t  into the ch allen ges 

asso ciat ed  with  m an agin g the con flictin g d e 

m an ds of a  social en terprise an d  the sk ills by 

wh ich  such  ch allen ges can  be ad d ressed . Paradox 

refers to "con tradictory, yet  in tegrated  elem en ts 

th at  exist  sim u ltan eou sly  an d  per sist  over t im e" 

(Smith  & Lew is, 2011: 382). O rgan izat ion al stu d ies 

of p ar ad ox explore how lead er s respon d to con tra

dictory elem en ts, or un derlyin g ten sion s, in o r ga 

n izat ion s (Poole & Van  deVen, 1989). W hen ten sion s 

from com petin g dem an ds becom e salien t , they 

elicit  st ron g, often  defen sive, react ion s am on g or 

gan izat ion al lead er s th at  can  lead  to poten tially 

detr im en tal r esp on ses (Lewis, 2000). As an  alt ern a 

t ive respon se, lead er s can  em brace in con sisten 

c ies an d  seek  to suppor t  con tradictory elem en ts 

sim u ltan eou sly . Doin g so can  resu lt  in  creative, 

ben eficial alt ern at ives (Cam eron  & Quinn , 1988; 

Poole & Van  de Ven, 1989; Smith  & Lew is, 2011).

In social en terpr ises, pu rsu in g social m ission s 

th rough  com m ercial m ean s gives r ise  to par ad ox 

ical t en sion s betw een  com petin g social an d  fin an 

cial dem an ds (for a  d iscu ssion  of com petin g d e 

m an ds in  social en terpr ises see  Tracey et al., 2011). 

Com m ercial viab ility  is b ase d  on econ om ic valu es, 

w h ereas social m ission s ar e  groun ded in societal 

valu es. W hile pu rsu in g com m ercial viab ility  en 

cou rages efficien cy, pu rsu in g social m ission s im 

p lies a  focu s on effect iven ess in  ad d r essin g social 

problem s (Epstein , 2008). W hile pu rsu in g com m er 

cial viab ility  in volves at ten din g to a  m ore n arrow 

set  of sh areh olders, pu rsu in g social m ission s ex 

p an d s the focus to a  broader  group of stakeh olders 

(Brickson, 2007; Don aldson  & Preston , 1995).

Com pet in g dem an ds can  evoke defen sive r eac 

t ion s am on g organ izat ion al lead er s, who often  

seek  to avoid  rath er th an  confront t en sion s (Lewis, 

2000). First , the con tradict ion s an d  in con sisten cies 

th at  ar ise  in  the face of social an d  fin an cial d e 

m an ds create an xiety in  social en trepren eurs, be 

cau se  they com plicate our lin ear  logic, con fuse our 

ration ality, an d  th reaten  our egos (Vince & Brous- 

sin e, 1996). Such  an xiety often  r esu lt s in  a  feelin g 

of bein g stuck (Smith  & Berg, 1987). In respon se, 

in d ividu als seek  st r at egies for con sisten cy to re 

gain  clar ity an d  control (Ciald in i, Trost, & New 

som, 1995), in cludin g split t in g, polar izin g, an d  

ch oosin g betw een  opposin g forces (Lewis, 2000). 

Yet ch oosin g on e option  can  lead  to ext rem e b e 

h aviors to ad vocate  for th at  ch oice. Escalat in g 

com m itm en ts con tin ually rein force a  ch osen  op 

tion  an d  en su re its preservat ion  (Staw , 1976), u lt i 

m ately resu lt in g in the dom in an ce of one sid e  of 

com pet in g d em an d s over the other. For social en 

t erpr ises, th is m ean s losin g their join t  social an d  

com m ercial focus, a s lead er s repeated ly  ch oose to 

prioritize eith er  the organ izat ion 's social m ission  

or its com m ercial viability. Thus, alth ough  they 

in it ially pu rsu e both , social en terpr ises can  begin  

to look more like t radit ion al for-profit en trepre- 

n eu rsh ips on the one h an d or t radit ion al not-for- 

profit  organ izat ion s on the other. For exam ple, a s 

the m icrofin an ce field  grew , som e organ izat ion s 

even tually h eld  in it ial public offerin gs an d  em 

ph asized  their fin an cial perform an ce, much  to the 

cr it icism  of people such  a s  Moh am m ed Yun us, 

Gram een  Ban k founder an d  Nobel Lau reate, who 

su ggest ed  th at  th ese organ izat ion s lost  th eir social 

pu rpose (Yunus, 2011). Tracey an d  co lleagu es'  

(2011) study of Aspire, a  U.K.-based social en ter 

p r ise, illu st r ates the opposite problem . Fin an cial 

problem s led  Aspire to in creasin gly  focus on its 

social go a ls an d  lose sigh t  of its com m ercial v ia 

bility, wh ich  u lt im ately con tributed to the organ i 

zat ion 's dem ise. Th is ten den cy to overem ph asize 

eith er  social m ission  or com m ercial viab ility  to the 

detrimen t of the other creates a  ch allen ge for so 

cial en trepren eurs, who m ust m ain tain  com m it 
m en ts to both.

Secon d, com pet in g social an d  com m ercial d e 

m an ds can  lead  social en t repren eurs to becom e 

m ired in in t ractable conflict, par t icu lar ly  when 

th ese dem an ds ar e  associat ed  with  dist in ct  su b 

grou ps with in  the organ ization . Group com m it 

m en ts can  em erge with  lim ited in it ial collect ive 

en gagem en t , an d  group m em bersh ip serves to in 

ten sify con tin ued commitment (Tajfel, 1970). As a  

result , polarizat ion  can  occur even  when there ar e
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few  ten sion s betw een  groups. Moreover, Fiol, Pratt, 

an d  O 'Conn or (2009) ar gu e  th at  w hen  th reaten ed, 

group m em bers not only suppor t  their own per 

spect ives, but they also  defin e who they ar e by 

recogn izin g how they ar e  not like opposin g groups. 

Th is p rocess exacer b at es the dist in ction s betw een  

com pet in g groups. In the extrem e, such  polar iza 

t ion  can  lead  to in t ractable con flicts ch aracter ized 

by en tren ch ed com petit ion  an d  m istrust  betw een  

grou ps over a  lon g period of time. For exam ple, 

Bat t ilan a an d  Dorado (2010) descr ibe on goin g con 

flict in  a  Bolivian  m icrofin an ce organ ization  b e 

tw een  loan  officers who sough t  to promote the or 

gan izat ion 's fin an cial su ccess an d  th ose who 

sough t  to promote its developm en t  an d  social w el

fare object ives. The in ability  to ad d r e ss th is ten 

sion  r esu lted  in  declin in g organ izat ion al perfor 

m an ce. Becau se  the t en sion s betw een  social an d  

com m ercial dem an ds can  becom e so pervasive 

an d  detr im en tal, they create a  secon d ch allen ge 

for social en trepren eurs, who m ust overcom e in 

t r actab le con flicts.
W hile th ese twin  ch allen ges of m an agin g social 

en terpr ises—su stain in g d u al com m itm en ts an d  

overcom in g in t ractable conflict—m ay seem  in su r 

m oun table, r esearch  su gge st s not only that o r ga 

n izat ion al lead er s ar e cap ab le  of su st ain in g com 

pet in g dem an ds, but a lso  th at  the juxtaposit ion  of 

such  ten sion s can  be a  sou rce of organ izat ion al 

su ccess (Cam eron , 1986). The in tegrat ion  of oppos

in g forces can  en cou rage novel, creative solu tion s 

th at  u lt im ately en ab le  long-term organ izat ion al 

su st ain ab ility  (Smith , Lew is, & Tush m an , 2011). For 

exam ple, social en terpr ises can  ben efit  from in te 

gr at in g the com petin g dem an ds asso ciat ed  with  

social m ission s an d  com m ercial viability. Pu rsu 

in g com m ercial viab ility  prom otes efficien cy, per 

form an ce, in n ovation , an d  growth . In con trast , so 

cial m ission s elicit  p assion , m otivation , an d  

commitment. Taken  togeth er, the d u al forces for 

perform an ce an d  p assion  offer a  pow erful com bi

n ation  th at  can  lead  to n ew  solu t ion s to exist in g 

ch allen ges. For exam ple, Fair  Trade organ izat ion s 

found n ovel w ays of ad d r essin g the problem s of 

fluctuat in g com m odity pr ices for both  m arkets an d  

farm ers. Th ese organ izat ion s suppor t  local agr i 

cu lture an d  sm all, fam ily farm ers w h ile also  

sm ooth in g out comm odity p r ices in the m arket for 

item s such  a s  coffee an d  b an an as. They do so by 

creat in g local farm in g cooperat ives, en su r in g 

farm ers fair  pr ices over time, an d  exten d in g credit  

(Audebran d & Pauch an t, 2009).

How can  th is posit ive poten tial be realized? Ben 

efit in g from com petin g dem an ds depen d s on in di

v id u als, specifically  organ izat ion al lead er s, em 

br acin g, rath er th an  r esist in g or reject in g

Taken together, the dual lorces for 

perform ance and passion  offer a 

powerful combination that can lead to 

new  solutions to existing challenges.

com pet in g dem an ds (Beech, Burns, de Caestecker , 

Macin tosh , & M acLean , 2004; Clegg, Cuh n a, & 

Cuh n a, 2002). P aradox research  h as iden t ified  sev 

eral st r at egies for ach ievin g such  ben efits (Andrio- 

pou los & Lew is, 2009; Poole & Van  de Ven, 1989; 

Sm ith  & Tush m an , 2005). Draw in g from th is re 

search , w e propose th ree m eta-sk ills th at  en ab le 

social en t repren eurs to m ore effect ively em brace 

com pet in g dem an ds: acceptan ce, differen tiation , 

an d  in tegrat ion . Acceptance in volves ackn ow ledg

in g com petin g dem an ds a s an  inh eren t par t  of 

organ izat ion s an d  learn in g to live with  them. Dif

ferentiation  focu ses on recogn izin g the un ique con 

t r ibution s of each  altern at ive, w h ereas integration  

en tails sim u ltan eou sly  ad d r essin g both  alt e r n a 

t ives an d  seek in g syn er gies betw een  them.

All th ree sk ills ar e  n ecessar y  for m an agin g the 

ch allen ges posed  by com petin g social an d  com 

m ercial dem an ds (Smith  & Lew is, 2011). Accep 

t an ce provides a  vit al foun dation  upon  wh ich  in 

d iv id u als can  reduce an xiety, m in imize conflict , 

an d  m in dfully seek  altern at ives (Fiol, 2002). In th is 

w ay, accep tan ce broadly ad d r e sse s both  ch al 

len ges posed  by com petin g dem an ds. Lusch er an d  

Lew is (2008) found th at  in  the m idst  of a  ch an ge 

effort at  Lego, accept in g par ad oxical t en sion s en 

ab led  m an ager s to m ake sen se  of organ izat ion al 

ch allen ges in  n ew  w ays. Differen tiation  h igh ligh ts 

the valu e of each  altern at ive, an d  h elps lead er s 

avoid  the poten tial for on e altern at ive to con tinu 

ally  dom in ate the other. In th is w ay, differen t iat ion  

specifically  ad d r e sse s the ch allen ge of m ain tain 

in g focus on both  sid e s of com pet in g dem an ds. 

Smith , Binns, an d  Tush m an  (2010) ar gu e  th at  when 

sen ior lead er s adopt  p ract ices to h igh ligh t dist in ct  

elem en ts of con flict in g dem an ds, they avoid  re 

p eated ly  priorit izin g exist in g st r ategic com peten 

cies over n ew  on es. Fin ally, in tegrat ion  offers the 

possib ility  for new, creat ive solu tion s to em erge 

an d  thereby specifically  ad d r e sse s the ch allen ge 

of overcom in g in t ractable conflict . Yet, p ar ad oxi 

cally, in tegration  depen d s on effect ive d ifferen t ia 

tion. Differen tiation  can  h elp lead er s iden tify 

n ovel featu res of each  sid e  of com pet in g dem an ds, 

wh ich  in turn en ab les them to develop  more cre 

at ive w ays of in tegrat in g th ese dem an ds (Sued- 

feld, Tetlock, & Streufert , 1992). An driopoulos an d  

Lew is (2009) sh ow  th at product developm en t  team s
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m ost effect ively at ten d  to com petin g dem an ds 

w hen  they com bin e differen t iat ion  an d  in tegration  

st r at egies.

Figu re 1 su m m arizes the relat ion sh ip  betw een  

the two distin ct  ch allen ges facin g social en trepre 

n eu rs an d  the th ree m eta-sk ills for at ten d in g to 

th ese ch allen ges. In the next section , w e descr ibe 

more specific sk ills asso ciat ed  with  each  of th ese 

m eta-sk ills an d  d iscu ss p ed agogical tools th at  can  

h elp social en trepren eurs to develop them.

PEDAGOGICAL TOOLS FOR MANAGING 

COMPETING DEMANDS

D evelop in g m eta- sk ills of accep t an ce , d ifferen t i 

at ion , an d  in tegrat ion  is ch allen gin g. It r equ ir es 

h e lp in g le ad e r s sh ift  th eir  m en tal m odels from 

form al, r a t ion al logic to self- r efer en t ial an d  d is 

cu r sive  th in k in g (Ford & Ford, 1994), r efr am e con 

t r ad ict ion s from "eith er /or" d ilem m as to "both / 

an d " p o ssib ilit ie s (Bartun ek, 1988), an d  u se  

in t erper son al sk ills to su r face  rath er  th an  su p 

p r e ss t en sion s (Smith  & Berg, 1987). Effect ive p e d 

ago gy  m ust  go beyon d in form at ion al ap p r oach 

e s; it m ust  p rovide t r an sfor m at ion al exp er ien ces 
(Snook, 2008).

To dem on strate p ed agogical tools for develop 

in g the m eta-sk ills of acceptan ce, differen tiation , 

an d  in tegrat ion , w e draw  from two exem plary ed 

u cat ion al set t in gs that  adopt  tran sform ation al 

rath er th an  sim ply in form ation al tech n iques. Our 

goal in  th is sect ion  is to be illu strative. Thus, w h ile 

w e draw  our exam p les from aw ard-w in n in g se t 

t in gs, the p ed agogical tools w e d iscu ss ar e  n eith er  

com preh en sive nor system at ically  in duced.

The first  exem plar  is an  aw ard-w in n in g un der 

gr ad u at e  course at  Corn ell Un iversity, Social En 

t repren eurs, In n ovators, an d  Problem  Solvers 

(SEIPS), wh ich  offers in sigh t  into t each in g social 

en t repren eurs in a  classroom  sett in g. Social En tre

pren eurs, In n ovators, an d  Problem Solvers seek s to 

develop social en t repren eurs in  a  h igh ly in terac 

t ive, exper ien t ial, an d  dyn am ic course. W orking in 

sm all groups, stu den ts en gage  in su b st an t ial re 

flection  an d  exploration  to develop a  deeper  un 

d er stan d in g of their per son al m ission  an d  valu es 

an d  also  com plete a  con su lt in g project  with  a  local 

social en terprise. The curriculum  further m akes

F=  Field

FIGURE 1

A Paradoxical Leadersh ip Model for Social Entrepreneurs
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u se  of firsth an d accoun ts from local an d  n at ion al 

social en trepren eurs, th rough  face- to-face in terac 

tion, books, an d  film s. In it ially ad ap ted  from an  

Ash oka aw ard-w in n in g sy llab u s developed  by 

Scott  Sh erm an  at  UCLA, the SEIPS sy llab u s w as 

in depen den tly recogn ized in 2010 by Ash oka for its 

un ique cu rr icular  developm en ts an d  selected  to be 

on e of 10 exem plary sy llab i for t each in g social 

en trepren eursh ip at  u n iversit ies aroun d th e world.

Stu den ts report  th at  th is c la ss sign ifican t ly  su p 

ported their developm en t  in  becom in g social en 

t repren eurs. Of the 125 stu den ts who h ave com 

p leted  the SEIPS course over the four sem ester s it 

h as been  offered, at  least  11% of the stu den ts (14 

out of 125) eith er  work for an  exist in g social en ter 

p r ise or foun ded a  n ew  social en terpr ise organ iza 

t ion .1 In addition , alum n i h ave been  fin alist s or 

w in n ers of the "Big Idea" u n dergradu ate  b u sin ess 

p lan  com petit ion  at  Corn ell an d  H arvard Un iversi 

ty's "Bu sin ess for Good" b u sin ess p lan  com pet i

tion, u sin g the id e as they gen erated  in the course. 

Moreover, in  written  feedback  on the course, stu 

den ts n am ed sever al of the p ed agogical tools we 

d iscu ss below  a s  in strum en tal in  h elpin g prepare 

them for their curren t work in social en terpr ises.

The secon d sett in g, Digital Divide Data (DDD), 

illu st r ates exem plary tools for t each in g social en 

t r epren eursh ip w h ile "on  the job." Digital Divide 

Data is a  glob al social en terpr ise th at  seek s to 

break  the cycle of poverty in  developin g coun tries 

by edu cat in g an d  em ployin g d isad van t aged  peo 

p le in  a  for-profit in form ation  tech n ology bu sin ess. 

Foun ded in 2001 with  on e office in  Cam bod ia, DDD 

now operates th ree offices acr oss sou th -east  A sia 

an d  recen tly open ed an  office in  Kenya. Digital 

Divide Data provides labor  in ten sive IT services 

such  a s  d at a  en try an d  w eb an d  video t aggin g. By 

providin g em ploym en t alon g with  form al an d  in 

form al train in g, DDD offers its en try-level opera 

tors opportun it ies to develop sk ills an d  kn ow ledge 

to m ove into h igh er pay in g jobs an d  a  h igh er so 

cioecon om ic c lass. Digital Divide D ata's su ccess in 

ach ievin g it s social m ission  is eviden t  in  the em 

ploym en t opportun it ies it provides: DDD curren tly 

em ploys over 750 people an d  h as "gr ad u ated " over 

500 people into jobs that  pay  an  ave r age  of four 

t im es the av e r age  n at ion al sa la r y  in  th e coun 

t r ies in  w h ich  it op er at es. The organ izat ion  h as 

accom p lish ed  th is w h ile sim u lt an eou sly  d eve l 

op in g a  p rofit ab le  b u sin e ss operat ion . D igital

1 Th ese  d a t a  w ere collected  from an  in form al su rvey of form er 

SEIP S stu d en t s con du cted  in  2012. W h ile th ey do not r ep resen t  a  

st a t ist ica lly  sign ifican t  sam p le , th ey offer  illu st r at ive  d a t a  to 

su gge st  th e im pact  th is cou r se  h a s on  th e d evelopm en t  of soc ial 

en tr epren eu r s.

Divide D ata h ad  $2.3 m illion  in  r even u es an d  

$30,000 in  p rofit s in  2010. In recogn it ion  of both  it s 

so c ia l an d  com m ercial su cce ss, th e organ izat ion  

h as been  aw ar d ed  m illion -dollar  gr an t s from the 

Rockefeller  Fou n dat ion  an d  th e Skoll Fou n dat ion  

for so c ia l en t repren eu rsh ip .

Digital Divide D ata is not only a  h igh ly su cce ss

ful social en terprise; it is a lso  an  exem plar  of 

t each in g social en trepren eursh ip in  the field. A 

key elem en t of DDD's su ccess is th e focu s on learn 

in g by doin g, a s they teach  their operators how to 

becom e m an ager s an d  lead er s of social en ter 

p r ises. Three m em bers of DDD's sen ior  m an age 

ment team  in sou th -east  A sia developed  from 

frontline operators into organ izat ion al lead er s, 

an d  overall 21% of the approxim ately  500 operators 

who h ave "gr ad u ated " into h igh er pay in g jobs are 

in  m an agem en t  posit ion s w ith in  DDD. Oth ers h ave 

left DDD to start  their own social en terpr ises. At 

on e of DDD's offices, for exam ple, 25% of the 28 

extern al "gr ad u at es" (i.e., gr ad u at e s em ployed 

ou tside of DDD) ar e  w orking in social en terpr ises. 
Moreover, w hen  ask ed  to reflect  on th eir  exper i 

en ce at  DDD for an  e ssay  collection  in  honor of the 

organ izat ion 's 10th an n iversary, curren t em ploy 

e e s an d  alum n i n oted th at  the sk ills they devel 

oped th rough  their work at  DDD h elped  them cre 

at e  social ch an ge.

Skill 1: Acceptance

Acceptan ce in volves view in g both  sid e s of com pet 

in g dem an ds a s  sim u ltan eou sly  possib le , even  if 

they ar e  in h eren tly in  conflict . By accep t in g p ar a 

doxical dem an ds, lead er s recogn ize them a s an  

opportun ity an d  "in vitation  to act ," rath er th an  a s 

an  obstacle  (Beech  et al., 2004). In th is w ay, accep 

t an ce is a  foun dation al sk ill for social en trepre 

n eu rs, p rovid in g a  n ece ssar y  st ar t in g poin t  for 

ad d r e ssin g th e ch allen ge  of m ain t ain in g com 

m itm en t to th e so c ia l m ission  an d  com m ercial 

v iab ilit y  a s  w ell a s  th e ch allen ge  of overcom in g 

in t r actab le  con flict . W e h igh ligh t  two sp ecific 

sk ills a sso c ia t e d  with  accep t an ce—ad op t in g an  

ab u n d an ce  m en tality  an d  em b racin g p ar ad o xi 

ca l th in kin g—an d  w e d escr ib e  below  p e d ago gi 

ca l tools for t each in g t h ese  sk ills in  th e c l a ss 

room  an d  th e fie ld  (see  Figu re  1).

A dopting an  A bundance Mentality

An abundance mentality  in volves at ten d in g to re 

sou rces a s  plen tifu l, regen erat ive, an d  en ab lin g 

rath er th an  a s scar ce  an d  lim ited. W hen faced  with  

a  seem in g dilem m a or ten sion , ab u n d an ce th ink 

in g refram es the focus from problem  solvin g to
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possib ilit y  fin din g (Cam eron  & Lavin e, 2006) an d  

sh ift s decision  m ak in g from a  competit ive, zero- 

sum  approach  to a  collaborat ive, posit ive-sum  a p 

proach  (Bazerman , 1998). Developin g abu n dan ce 

th in kin g in volves exten sive d ialogu e  an d  com m u 

n ity bu ild in g to see  n ew  p ossib ilit ies. In th is w ay, 

ad opt in g an  abu n d an ce m en tality h elps lead er s 

accept  both  sid e s of com pet in g dem an ds.

In the classroom , cou rse d esign  an d  structure 

can  be u sed  to h elp studen ts develop an  abu n 

d an ce m en tality. In the SEIPS course, for exam ple, 

gr ad es, a  crit ical m otivator  in  classroom  curr icula, 

ar e  assign e d  b ase d  on the assu m pt ion  th at  all 

stu den ts can  receive h igh  gr ad es if they do ex 

t raordin ary work. Stu den ts ar e  explicit ly in formed 

th at th ere is no gr ad in g curve. A grad in g curve 

assu m e s th at  a  lim ited n um ber of studen ts are 

cap ab le  of doin g excellen t work, w h ile the SEIPS 

approach  assu m e s a ll stu den ts h ave the poten tial 

to flourish  an d  provides them with  an  opportun ity 

to do so. Moreover, course assign m en t s ar e  struc 

tured such  that, in  order to do ext raord in ary work, 

stu den ts m ust  cooperate with  an d  suppor t  one 

other, h igh ligh tin g the id ea th at  one can  best  su c 

ceed  th rough  abu n dan t ly  sh ar in g with  oth ers. For 

exam ple, a  per son al portfolio project  requ ir es stu 

den ts to respon d to a  se r ies of 20 qu est ion s abou t 

their p ast  exper ien ce with  social ch an ge, fam ily 

h istory, sou rces of grat itu de an d  in spirat ion , 

st ren gth s, valu es, an d  life goals. In stead  of com 

p let in g th is assign m en t  in depen den t ly, studen ts 

develop  th eir r esp on ses in  sm all "tran sform ation  

grou ps," wh ich  ar e  d esign ed  to be psych ologically  

safe  en viron m en ts in  wh ich  studen ts can  sh are 

id eas, receive en cou ragem en t, learn  from one an 

other, an d  begin  to see  n ew  or deeper  w ays in 

wh ich  they could be an sw er in g the portfolio 
quest ion s.

The SEIPS cou rse also  m akes u se  of two other 

p ed agogical tools th at  h elp develop abu n d an ce 

th inking. First , the cou rse b egin s with  a  "grat itude 

exercise" in  wh ich  stu den ts sh are  one th in g they 

ar e  gratefu l for with  a  partn er, an d  then  sw itch  

par tn ers un til they h ave been  pair ed  with  every 

on e in  the c lass. For each  round, stu den ts m ust say  

som eth in g new, forcin g them to recogn ize the 

m an y sm all th in gs they ar e  gratefu l for an d  to 

becom e aw ar e  of the abu n d an ce presen t  in a ll of 

th eir lives. Secon d, th roughout the sem ester , in 

structor  role m odelin g is u sed  to dem on strate prin 

cip les of abu n dan ce. For exam ple, studen ts are 

ask ed  to develop th ree specific, m easu rab le , an d  

action -orien ted go als th at  they w ill accom plish  by 

the en d of the sem ester . They sh are  th ese goals 

with  th eir  t ran sform ation  group m em bers, then 

w eekly develop su b go als an d  action  st ep s an d

provide p rogress reports to each  other an d  the in 

structor. The in structor  provides developm en tal 

feedback  on each  studen t 's p rogress reports, with 

cop ies of the feedback  sen t  to all m em bers of the 

studen t 's t ran sform ation  group. Through  role m od 

elin g, th is feedback  practice h elps teach  studen ts 

the valu e of respon din g to an d  en cou ragin g one 

an oth er, thereby h elpin g them learn  to act  b ase d  

on pr in cip les of abu n dan ce.

In the field  sett in g, collaborat ion s with  other or 

gan izat ion s can  h elp m an ager s learn  to develop 

an  abu n d an ce m en tality. At DDD, ear ly par tn er 

sh ip s with  nonprofit  education  organ izat ion s en 

ab led  the organ ization  to h ire en try-level operators 

alr ead y  t rain ed by local NGOs. Digital Divide Data 

also  fostered an  ear ly  collaborat ion  with  a  for- 

profit  digit izat ion  com pan y in In dia th at  provided 

ben efits for both  par t ies: The com pan y h elped  DDD 

learn  abou t  the in dustry, an d  DDD w as u lt im ately 

ab le  to subcon tract  work back  to the com pan y. By 

en gagin g in  th ese types of collaborat ion s an d  ex 

plicit ly d iscu ssin g how they con tribute to both  

DDD's com m ercial viability  an d  its social m ission , 

DDD's current lead er s h elp em ployees learn  to 

adopt  an  abu n d an ce m entality. As em ployees 

"gr ad u ate" an d  m ove on to other organ ization s, 

they br in g kn ow ledge an d  sk ills in bu ild in g col

laborat ion , support , an d  comm unity with  them. 

Digital Divide Data lead er s do not fram e th is sh ift  

a s  losin g good em ployees, but rath er a s gain in g a 

larger  social network that  w ill ben efit  the organ i 

zation  for year s to come.

Em bracing Paradoxical Thinking

The secon d sk ill by wh ich  accep tan ce can  be fos

tered in volves em bracin g par ad oxical th inking. In 

situ at ion s in  which  actors face com petin g d e 

m an ds, a  n atu ral h um an  respon se is to approach  

decision s in  term s of exist in g categor ies, such  a s 

nonprofit/for-profit or social/fin an cial. P aradox 

sch olar s descr ibe th is a s an  "either/or" approach  to 

com pet in g dem an ds (Smith  & Lew is, 2011). How 

ever, actors can  in st ead  be taugh t  to em brace p ar 

ad oxical or "both /an d" th inking, in  wh ich  they ac 

cept both  sid e s of com petin g dem an ds a s 

sim u ltan eou sly  possib le , en ab lin g them to de 

velop new, creat ive alt ern at ives th at  t ran scen d ex 

ist in g categor ies (Bartunek, 1988; Lew is, 2000). In 

th is w ay, p ar ad oxical th inking prom otes an  on go 

in g accep tan ce of com petin g dem an ds.

In the classroom  set t in g, the m odels in cluded in 

assign e d  r ead in gs provide a  m ean s of en cou rag

in g par ad oxical th inking. In the SEIPS course, for 

exam ple, stu den ts read  an d  d iscu ss a  story that  

em ploys p arad oxical th inking abou t  the relat ion 
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sh ip  both  Jew s an d  Arabs h ave to the h istory an d  

lan d  in the Middle East  (Zander & Zander, 2000). 

The ch ild  of a  H olocaust  survivor first  recoun ts the 

story of the Jew ish  people an d  th eir  journey to 

set t le in  the Middle East . Th is sam e n ar rator  then 

t e lls th e story of the Arab people an d  their journey, 

u lt im ately recogn izin g th at  con tem porary Jew s 

an d  Arabs ar e  all better  off by developin g a  "WE 

story" th at  em braces Jew s' an d  Arabs' com petin g 

claim s, rath er th an  ad ju d icat in g betw een  them. 

The n arrator  of th ese stor ies ar gu es th at  such  a  

story offers a  framew ork for "tran sform fin g] u s AND 

th ose w h ose claim s on our resou rces, territory, an d  

the 'truth' ar e  ir recon cilable with  ou rs." A WE story 

"take[s] u s from an  en t ren ch ed postu re of h ostility 

to one of en th u siasm  an d  deep  r egard" (Zander & 

Zander, 2000: 182). Th is story en cou rages par ad ox 

ical th inking by m ovin g studen ts aw ay  from th ink 

in g abou t  the Middle East  a s an  "either/or" com pe 

tit ion  betw een  eith er  the Jew ish  story or the Arab 

one, to th in kin g in st ead  abou t  an  overarch in g story 

th at  en com p asses the r ealit ies of both  groups.

Digital Divide Data illu st r ates two p ed agogical 

tools to h elp develop par ad oxical th inking in the 

field. The first  tool in volves ar t icu lat in g an d  con 

n ectin g em ployees to an  overarch in g vision . W hile 

the prim ary pu rpose of an  overarch in g vision  is to 

align  organ izat ion al m em bers with  the st rategic 

direction  of the organ ization  (Collin s & Porras, 

1996), from a  p ed agogical perspect ive it a lso  

t each es m an ager s an d  em ployees w h at is cr it ical 

in  the organ ization . An overarch in g vision  th at  ac 

t ively em braces com pet in g social an d  fin an cial 

dem an ds in a  social en terprise com m un icates the 

im portan ce of accept in g an d  em bracin g both  the 

com m ercial an d  social sid e s of the organ ization . At 

DDD, for exam ple, the com pan y's form al m ission , 

"provid[in g] growth  opportun it ies for our staff an d  

h igh  qu ality  services to our cu stom ers th rough  su s 

t ain ab le  tech n ology-related en terpr ises," br in gs 

togeth er its social an d  b u sin ess object ives. The 

CEO u se s the m ission  statem en t  to explicit ly re 

m ind sen ior  m an ager s abou t  the m utually rein forc

in g relat ion sh ip  betw een  the social m ission  an d  

the b u sin ess. As a  DDD m an ager  who h elped  d e 

velop the m ission  exp lain ed , "W e ar e really  clear  

now with  our sen ior  m an ager s th at  w hen  our b u si 

n ess grow s, so does our im pact, an d  th erefore it 

m ay be worth wh ile to m ake som e d ecision s that 

sacr ifice short-term m ission  to en ab le  long-term 

su stain ab ility ." Th ese per son al rem in ders, deliv 

ered  in  one-on-one con versat ion s an d  in m an age 

ment team  m eet in gs an d  ret reats, h elp teach  m an 

age r s to accept  th at  w h ile th ere ar e t en sion s 

betw een  DDD's fin an cial an d  social object ives, it is 

p ossib le  to accom plish  both  over the lon g term.

The secon d tool DDD u se s to develop par ad oxi 

cal th in kin g in volves en cou ragin g exper im en ta 

tion  in  decision  m akin g. In m ak in g h ir in g deci 

sion s, for exam ple, DDD's CEO en cou r ages sen ior 

m an ager s to find w ays to h ire en try-level em ploy 

e e s b ase d  on both  social n eed s an d  tech n ical 

sk ills. M an ager s ar e  also  given  the auton om y to 

experim en t  with  differen t approach es. W hile they 

in it ially adopted  "eith er/or" ap p roach es th at  fo

cu sed  on eith er  h ir in g d isad van t aged  people with  

very low sk ills or h ir in g college gr ad u at es who 

w ere h igh ly sk illed  but not par t icu lar ly  d isad van 

t aged , over time, m an ager s learn ed  to em brace 

par ad oxical ap p roach es by h ir in g d isad van t aged  

people who could be  t rain ed to develop the sk ills 

n eeded  to efficien tly m eet clien t n eeds.

Skill 2: Differentiation

Differen tiation  in volves recogn izin g the un ique 

con tribution s of each  sid e  of com pet in g dem an ds 

an d  m in dfully at ten d in g to d ist in ction s betw een  

them (Langer, 1989; W eick, Sutcliffe, & O bstfeld , 

1999). For social en t repren eurs, d ifferen t iat in g in 

volves recogn izin g the dist in ct  valu e of both  social 

an d  com m ercial dem an ds, an d  m ovin g beyon d 

coar se  categor izat ion s of th ese dem an ds to atten d 

to n u an ced dist in ction s betw een  them. By en 

ab lin g social en trepren eurs to recogn ize an d  d is 

t in gu ish  betw een  social an d  com m ercial dem an ds, 

differen tiation  sk ills h elp social en t repren eurs 

specifically  ad d r e ss the ch allen ge of su st ain in g 

commitment to both  their social m ission  an d  their 

b u sin ess p lan , th ereby lessen in g the r isk  th at  the 

organ ization  w ill lose its d u al focu s (see Figu re 1).

Recognizing the Distinct Value of Each Domain

In order to effect ively differen t iate, lead er s m ust 

learn  to recogn ize the dist in ct  valu e  of both  the 

social an d  fin an cial elem en ts of a  social en ter 

p r ise. To do so, they n eed  to be ab le  to ar t icu late, 

develop, an d  m easu re the social m ission  a s d is 

tinct from the b u sin ess p lan  (an d vice versa). In the 

classroom , cou rse structure can  be u sed  to develop 

sk ills in  m ain tain in g d ist in ction s betw een  the so 

cial an d  com m ercial elem en ts of a  social en ter 

pr ise. In the SEIPS course, for exam ple, dist in ct  

m odu les of the cou rse em ph asize the d ifferen ces 

betw een  each  elem en t . To h elp stu den ts ar t icu late 

a  clear  an d  com pellin g social m ission , the first 

m odule of the cou rse focu ses on the asp ir at ion s 

an d  go als of con tem porary social en trepren eurs 

an d  gu id es stu den ts th rough  an  explorat ion  of 

their own per son al go als an d  valu es. Stu den ts 

learn  the stor ies of con tem porary social en trepre 
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n eu rs th rough  books (e.g., Jacqu elin e Novogratz's 

The Blue Sweater, Van  Jon es' The Green Collar 

Economy, an d  W endy Kopp's One Day, All Chil
dren); v ideos (e.g., Rw anda Rising); an d  live d is 

cu ssion s with  local an d  n at ion al social en trepre 

n eu rs. The n ar rat ives they h ear  th rough  th ese 

differen t m ed ia em ph asize th at  social en trepre 

n eu rsh ip is abou t  h um an  dign ity, creat in g p o ssi 

b ilit ies, an d  collect ive w ell-bein g. The su bsequ en t  

cou rse m odu les sh ift  the focus to h elp studen ts 

develop a  b u sin ess p lan  an d  un derstan d  organ i 

zat ion al structure, st r ategic p lan n in g, outcome 

m easurem en t , bu dget s an d  reven ue gen eration , 

an d  stakeh older  com m unication . To h igh ligh t the 

im portan ce of h avin g a  v iab le  b u sin ess p lan , th is 

m odule is in troduced in the sy llab u s with  a  qu ota 

t ion  from Jacqu elin e Novogratz, the founder of Acu 

men Fund, who w rites in  h er  memoir:

The world w ill not ch an ge with  in spirat ion  

alon e, rath er it r equ ir es system s, accou n tab il 

ity, an d  clear  m easu res of w h at w orks an d  

w h at doesn 't . Our m ost  effect ive leader s, 

therefore, w ill st ren gth en  their kn ow ledge of 

how to bu ild  organ izat ion s w h ile also  h avin g 

the vision  an d  h ear t  to h elp people im agin e 

th at  ch an ge is p ossib le  in  their lives (No

vogratz, 2009: 248).

Stu den ts a lso  r ead  an d  d iscu ss W endy Kopp's a c 

coun t of Teach  for Am erica, in  wh ich  sh e w rites:

W hat I learn ed , in  essen ce, w as th at  if I w as 

to fu lfill my m ission , it w ould take more th an  

an  id ealist ic  vision . In the end, the b ig id ea 

w as im portan t an d  essen t ial. But it w ould 

work on ly with  a  lot of atten tion  to the n uts 

an d  bolts of effect ive execut ion  (Kopp, 
2003: 125).

The "Big Idea" project  is a  secon d p ed agogical 

tool u sed  in the SEIPS course to h elp stu den ts learn  

to recogn ize the dist in ct  valu e  of the social an d  

com m ercial elem en ts of a  social en terprise. In th is 

assign m en t , studen ts ar e  first  ask ed  to iden tify a  

social problem  they seek  to ad d r ess, bu ild in g on 

their per son al developm en t  work an d  exposu re to 

lead in g social en t repren eurs from the first  part  of 

the course. They then  a sse ss  the sign ifican ce of the 

social problem , justify th eir  specific approach  to 

ad d r essin g it, ar t icu late short- an d  long-term goals 

an d  m etr ics for a sse ssin g  their p rogress tow ard 

th ose goals, an d  develop a  bu dget  an d  a  st rategy  

for reven ue gen eration . In th is w ay, the "Big Idea" 

assign m en t  h elps studen ts develop both  a  com pel

lin g vision  for social ch an ge an d  a  soun d b u sin ess

p lan  for pu rsu in g th is vision , an d  it h elps them 

un derstan d  the n eed  for each  of th ese com pon en ts 

of a  social en terprise.

In the field, direct  exper ien ce com bin ed with  

classroom  teach in g can  serve a s pow erful p e d a 

gogical tools for t each in g social en trepren eurs to 

recogn ize the dist in ct  valu e of the social an d  com 

m ercial sid e s of a  social en terprise. Digital Divide 

Data u se s both  types of tools. First , in  order to 

teach  m an ager s abou t  the social m ission  an d  h elp 

them recogn ize its value, DDD in ten tion ally cre 

a t e s opportun it ies for its North Am erican  sen ior 

m an ager s an d  board  m em bers to h ave a  direct  

m ission  im pact  exper ien ce in  wh ich  they w itn ess 

firsth an d the social problem  ad d r essed  by the or 

gan ization . Th is is par t icu lar ly  im portan t in  the 

field  set t in g, b ecau se  w h ile the founder of a  social 

en terprise is likely to be h igh ly com m itted to the 

organ izat ion 's social m ission , other m em bers of 

the organ ization , par t icu lar ly  n ew com ers, do not 

au tom at ically  sh are th is commitment. In deed, they 

m ay not even  be fully in form ed abou t  w hat the 

social m ission  is. At DDD, n ew ly h ired sen ior  m an 

age r s spen d  sign ifican t  t im e in the sou th -east  A sia 

offices ear ly  in  th eir  tenure, an d  one board  m eet 

in g per year  is h eld  in  on e of DDD's sou th -east  A sia 

locat ion s. In addit ion , all expat r iate m an ager s 

h ired to work in A sia ar e required to visit  the 

h om es of on e of DDD's operators a s part  of their 

orien tation . Through  th is visit , they see  how far  the 

operators com m ute to work an d  the condition  of 

their h om es. They m eet fam ily m em bers an d  h ear  

operators talk  abou t  the m ean in g th at  their jobs at  

DDD h ave in their lives. M an ager s who par t icipate 

in  th ese v isit s report  th at  they app reciate  see in g 

operators' backgrou n ds an d  ar e  in spired  by an d 

groun ded in the m ission . In th is w ay, a  direct  m is

sion  im pact  exper ien ce h elps teach  m an ager s in 

the field abou t  the dist in ct  valu e of a  social en ter 
p r ise 's social m ission .

Secon d, to h elp m an ager s recogn ize the dist in ct  

valu e of com m ercial viability, DDD borrow s an  ap 

proach  from the classroom  an d  par tn ers with  a  

U.S.-based  un iversity to offer its m an ager s a  mini- 

MBA program . By teach in g b u sin ess sk ills, such  a s 

fin an cial accoun tin g, operat ion s an d  p rocess im 

provem en t, an d  project  m an agem en t, the program  

gives m an ager s the tools to develop a  b u sin ess 

p lan  an d  ach ieve com m ercial viability, thereby 

h elpin g them recogn ize (an d realize) the dist in ct  

valu e  of th is sid e  of a  social en terprise. In th is w ay, 

the mini-MBA provides an  im portan t com plem en t 

to p ed agogical tools, such  a s the direct  m ission  

im pact  experien ce, th at  h elp lead er s recogn ize the 

dist in ct  valu e of the social m ission . As one of the 

in structors to DDD's sen ior  m an ager s exp lain ed ,
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"Social en trepren eurs can  be such  zealou s en th u 

sia st s for their social m ission  th at  they ar e  w illin g 

to bu ild  an  in effect ive b u sin ess plan . They m ust 

con tin ually be rem in ded that  the b u sin ess m odel 

h as to m ake sen se . You can n ot let  the m ission  get  

in  the w ay of the b u sin ess p lan ."

Mindfully A ttending to Distinctions Between  

Dom ains

In addit ion  to develop in g sk ills in  recogn izin g the 

dist in ct  valu e  of the social an d  com m ercial sid e s of 

a  social en terprise, social en t repren eurs m ust also  

learn  to m in dfully at ten d to d ist in ction s betw een  

th ese two dom ain s. Th is requ ir es not ju st  aw ar e 

n e ss of the two dom ain s a s  dist in ct , but a lso  the 

ab ility  to seek  out n ovel in form ation  abou t  the 

dom ain s, wh ich  in turn en ab les lead er s to m ake 

n u an ced dist in ction s betw een  the dom ain s.

In the classroom  set t in g, d ivergen t  th inking ex 

e r cises can  be u sed  to develop sk ills in  m in dfully 

at ten d in g to d ist in ction s betw een  dom ain s. In the 
SEIPS course, the in structor  u se s d ivergen t  th ink 

in g exercises th roughout the sem ester , by ask in g 

studen ts to com e up with  m an y p ossib le  an sw er s 

to a  quest ion  rath er th an  ju st  one. For exam ple, the 

in structor w ill turn over a  ch air  in  the classroom  

an d  ask  studen ts, "W hat is th is?" W hile studen ts 

in it ially respon d by say in g, "It 's a  turned over 

ch air ," they even tu ally begin  to iden tify alt ern a 

t ives—perh aps the ch air  is a  p laygrou n d for a 

squirrel, the scen e of a  figh t, or a  tent for a  sm all 

ch ild. In an oth er d ivergen t  th in kin g exercise, stu 

den ts list  p ossib le  u se s for a  bottle. Th ese exer 

c ise s h elp stu den ts to t ran scen d  their in it ial cog

n it ive com m itm en ts to exist in g categor ies (e.g., 

ch air , bottle) an d  to recogn ize that  there ar e  m ul

t iple p ossib le  r esp on ses to a  problem  or question . 

In doin g so, they further h elp stu den ts sh ift  aw ay 

from draw in g in it ial, an d  often  opposit ion al, d is 

t in ction s betw een  objects or con cepts, an d  tow ard 

iden t ifyin g new, salien t  featu res th at  m ay lead  to 

creative solu tion s. In th is w ay, d ivergen t  th inking 

exercises foster  sk ills for at ten d in g to n ovel d is 

t in ction s th at  stu den ts can  later  call upon  to atten d 

to dist in ction s betw een  social an d  com m ercial d e 

m an ds in  social en terpr ises.

In the field  set t in g, r eal d at a  on organ izat ion al 

perform an ce can  provide the b a sis for an oth er p ed 

ago gica l tool for t each in g lead er s to m in dfully a t 

tend to d ist in ction s betw een  social an d  com m er 

cial dom ain s. Specifically , social en terpr ises can  

create social m ission  m etr ics in  addit ion  to t rad i 

t ion al fin an cial m etr ics an d  then  report  th ese m et 

r ics in  sep ar at e  fin an cial statem en ts. For exam ple, 

DDD h as en gaged  in exten sive explorat ion  an d

developm en t  of social m ission  m etrics, th rough  

d iscu ssion s in  board  m eetin gs, operator  su rveys 

an d  focu s groups, an d  projects with  ou tside con 

su ltan ts. Digital Divide D ata then  u se s th ese m et 

r ics to report  social m ission  perform an ce se p a 

rately from b u sin ess perform an ce. At board  an d  

m an agem en t  m eet in gs, t h ese sep ar at e  reports pro 

vide a  b a sis for con versat ion s abou t  the st ren gth s 

an d  w eak n esses of the social an d  com m ercial 

sid e s of the organ ization . Taken  togeth er, th ese 

p ract ices h igh ligh t th at  sep ar at e  d a t a  exist  for 

each  par t  of the organ ization  an d  h elp m an ager s 

see  dist in ction s betw een  them.

Skill 3: Integration

In tegration  in volves iden t ifyin g cr eat ive syn ergies 

betw een  con tradictory elem en ts. Doin g so en tails 

br in gin g two sid e s of con flict in g d em an d s to

geth er, such  that  conflict  becom es productive 

rath er th an  in t ractable. In th is w ay, in tegrat ion  

can  h elp social en trepren eurs ad d r e ss the ch al 
len ge overcom in g in t ractable conflict  betw een  the 

social an d  com m ercial sid e s of the organ ization . 

Iden tifyin g in tegrat ive option s requ ires com plex 

th inking (Suedfeld  et al., 1992), wh ich  can  be de 

veloped  am on g social en trepren eurs th rough  two 

specific sk ills: in terperson al sk ills th at  bu ild  trust, 

open n ess, an d  cu ltural sen sit ivity, an d  decision 

m ak in g sk ills th at  en ab le  lead er s to seek  syn er 

g ie s rath er th an  either/or solu tion s (see Figu re 1).

Developing Trust, Openness, an d Cultural 

Sensitivity

In terperson al sk ills of trust, open n ess, an d  cu ltural 

sen sit ivity  can  h elp lead er s create a  learn in g en 

vironment in  wh ich  id e as ar e  open ly exch an ged  

(Edmondson , 1999) an d  people feel com fortable 

r aisin g ch allen gin g, yet  importan t, in form ation  

(Argyris, 1988). Such  an  environm en t can  promote 

collaborat ion  betw een  organ izat ion al m em bers 

who h old con flict in g go als an d  valu es, such  a s 

m em bers of a  social en terprise who ar e  stron gly 

at t ach ed  to the social m ission  an d  th ose who ar e 

com m itted to the fin an cial perform an ce of the or 

gan ization . By learn in g from an d  w orkin g with  

m em bers who represen t  both  sid e s of th ese com 

pet in g dem an ds, lead er s can  iden tify n ew  in tegra 

t ive id eas.

W e h igh ligh t two p ed agogical tools by wh ich  

in terperson al sk ills of trust, open n ess, an d  cu ltu ral 

sen sit ivity can  be taugh t  in  the classroom . First , 

such  sk ills can  be taugh t  th rough  field  projects 

th at  requ ire studen ts to work with  exist in g social 

en terpr ises. In the SEIPS course, for exam ple, stu 
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den ts learn  collaborat ion  sk ills an d  develop  cu l

tu ral sen sit ivity  by en gagin g in sem ester - lon g 

group projects with  local social en terpr ises. The 

social en terpr ises they work with  are u su ally  n on 

profit  organ izat ion s with  cu ltu ral n orm s qu ite dif

feren t from th ose studen ts ar e fam iliar  with  from 

th eir  prior  coursew ork an d  work experien ce. In or 

der  to effect ively com plete the project , studen ts 

m ust  ad ap t  their W estern , m arket-based  assu m p 

t ion s an d  learn  to see  the w orld from the more 

collaborat ive, r elation al, an d  locally em bedded  

perspect ive of their "clien ts."

Sk ills for developin g trust, open n ess, an d  cu l 

tu ral sen sit ivity  can  also  be fostered th rough  the 

u se  of t ran sform ation  groups, such  a s th ose u sed  

in the SEIPS course. In SEIPS, the t ran sform ation  

grou ps m eet w eekly, ou tside of c la ss time, 

th roughout the sem ester . As descr ibed  above, they 

ar e  d esign ed  to be psych ologically  safe  en viron 

m en ts in  wh ich  studen ts d iscu ss their person al 

iden tity an d  future goals. Stu den ts a lso  sh are  an d  

d iscu ss feedback  received on a  self-reflection  ex 

er cise  with  fellow  t ran sform ation  group m em bers. 

Throughout th is process, they ar e  expected  to hold 

on e an oth er accou n tab le an d  also  to suppor t  one 

an oth er in  explor in g their exper ien ces, valu es, an d  

goals. By sh ar in g extrem ely per son al m ater ial 

with  on e an oth er, studen ts get  to know one an oth er 

on an  in tim ate level, h elpin g them learn  how to 

bu ild  trust  an d  open n ess. In addition , by design , 

group m em bers vary in  econ om ic an d  polit ical 

backgroun d, r eligiou s affiliat ion , sexu al or ien ta 

tion, an d  race an d  ethn icity. Th is m ean s that  stu 

den ts ar e  often  exposed  to id e as an d  fram ew orks 

differen t from their own, an d  they develop an  un 

d er st an d in g of an d  appreciat ion  for th ese differ 

en ces—that is, they develop sk ills in  cultu ral 
sen sit ivity.

In the field, role m odelin g an d  explicit  en cour 

agem en t  can  h elp m an ager s of social en terpr ises 

develop  trust, open n ess, an d  cu ltu ral sen sit ivity. 

At DDD, for exam ple, sen ior lead er s actively m odel 

an d  cr eate a  culture of open n ess, in  wh ich  em ploy 

e e s provide exten sive feedback  an d  en gage  in con 

ver sat ion s abou t  valu e differen ces. For exam ple, 

at  m an agem en t  m eet in gs an d  the an n u al m an age 

ment retreat , a ll m an ager s ar e  expected  to par t ic 

ipate  an d  exp r ess altern at ive poin ts of view , even  

th ough  doin g so run s counter to dom in an t cu ltural 

n orm s in sou th -east  Asia. If m an ager s ar e  silen t, 

DDD's CEO explicit ly ask s them their opin ion , re 

in forcin g the expectat ion  th at  they sh ou ld  offer a  

poin t of view , an d  h e exp r esses deep  appreciat ion  

w hen  they do par t icipate. Over time, th ese p r ac 

t ices h elp  m an ager s learn  the sk ills n eeded  to

collaborate in  a  set t in g rife with  valu e  an d  cultu ral 

differen ces.

Seek in g Sy nergies in Decision Making

The ability  to seek  syn er gies—that is, to m ake d e 

cision s in wh ich  both  sid e s of con flictin g dem an ds 

ar e uph eld—is a  secon d sk ill th at  prom otes in te 

grat ion  (Suedfeld  et a l„ 1992). One classroom  tool 

for teach in g social en t repren eurs to seek  syn ergies 

is SEIPS' "Big Idea" project . We exp lain ed  above 

how th is project  develops differen tiation  sk ills. 

Here w e focus on its ab ility  to foster  in tegration  

sk ills. Specifically , by com bin in g elem en ts from 

the dist in ct  social m ission  an d  b u sin ess sk ills 

m odu les of the cou rse into a  sin gle  assign m en t , 

the Big Idea project  ch allen ges studen ts to join  

their social asp ir at ion s with  the p ract ical reality of 

bu ild in g a  bu sin ess, r esu lt in g in projects w h ose 

su ccess depen d s on the syn er gies betw een  th ese 

dist in ct  elem en ts.

In addition , in  both  the classroom  an d  the field, 

role m odelin g in tegrat ive decision  m akin g can  be 

u sed  to h elp social en t repren eurs learn  how to 

seek  syn ergies. In the SEIPS course, for exam ple, 

visit in g social en trepren eurs explicit ly d iscu ss 

how they w eave the m ission  in to the fabric of their 

en terprise, w h ile sim u ltan eou sly  gen erat in g a  su s 

t ain ab le  reven ue st ream  an d  st ay in g afloat  fin an 

cially . By h ear in g firsth an d accou n ts of how th ese 

social en t repren eurs m ake in tegrat ive decision s, 

stu den ts learn  m odels for m akin g th ese types of 

d ecision s th em selves. In the field, lead er s of social 

en terpr ises can  m odel in tegrat ive d ecision s for se 

n ior an d  m iddle m an ager s. At DDD, the CEO often  

r efu ses to accept  decision s th at  p r ivilege eith er  the 

n eed s of the social m ission  or the n eed s of the 

b u sin ess, ch allen gin g h im self an d  h is m an age 

ment team  to find alt ern at ives th at  accom m odate 

both . For exam ple, DDD faces the im posed  t r ade 

off of w hether to h ire operators th at  ar e  more d is 

ad van taged  an d  th us ad van ce their social m ission  

or h ire more sk illed  (an d more productive) op era 

tors an d  suppor t  their b u sin ess goals. As n oted 

above, in st ead  of accept in g th is trade-off, DDD's 

CEO en cou raged  m an ager s to find an  in tegrat ive 

solution : They u lt im ately decided  to h ire the m ost 

sk illed  of the m ost d isad van taged . To do so, they 

r etain ed  a  th ird-party NGO to a sse ss poten tial op 

erators for their level of d isad van t age  an d  sk ill 

an d  then  selected  th ose am on g th is group who 

w ere h igh  on both  dim en sion s. Sim ilar ly, in  their 

d iscu ssio n s abou t  grow in g an d  sca lin g th e b u si 

n e ss, DDD's le ad e r s con sist en t ly  seek  cr eat ive  

so lu t ion s an d  p o ssib ilit ie s to en su r e  th at  th ey 

h on or th eir  so c ia l m ission  w h ile sim u lt an eou sly
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m ain tain in g th eir fin an cial su ccess. Th is decision 

m ak in g pract ice not only h elps m an ager s un der 

st an d  par ad oxical th inking, a s n oted above; it a lso  

h elps them learn  to m ake d ecision s th at  in tegrate 

social an d  fin an cial dem an ds.

DISCUSSION

Social en terpr ises offer the prom ise of fin an cially  

su st ain ab le  organ izat ion s th at  respon d to the 

w or ld's greatest  problem s. Yet if social en terpr ises 

ar e  to succeed , their lead er s m ust  be  ab le  to m an 

age  the con flict in g dem an ds th at  em erge from both  

the social an d  com m ercial focus. There is lit tle 

deb ate  am on g sch olar s that  th ese com petin g d e 

m an ds rem ain  a  ch allen ge an d  a  cr it ical ar ea  for 

future r esearch  (Dacin  et al., 2010). Although  sch ol 

a r s h ave explored the sk ills of m an agin g a  social 

m ission  a s dist in ct  from th ose of m an agin g an  

en trepren eurial ven ture, lit tle research  h as ar t icu 

lat ed  the sk ills associat ed  with  at ten din g to both. 

We h ave at tem pted to fill th is gap . We do not 

esch ew  the valu e  of dist in ct  sk ills targeted  at  ad 

van cin g a  social m ission  or en su r in g com m ercial 

viability. Rather, w e com plem en t them by bu ild in g 

theory an d  offerin g p ed agogical exam p les abou t  

developin g social en trepren eurs to effect ively at 

ten d to com pet in g dem an ds th at  ar ise  from the 

ju xtaposit ion  of social m ission s an d  com m ercial 

viability. We th erefore con tribute to a  grow in g 

body of research  on the un ique featu res of social 

en t repren eurs (i.e., Tracey & Ph illips, 2007; Zahra, 

Gedajlovic, Neubaum , & Sh ulm an , 2009) by h igh 

ligh t in g specific ch allen ges associat ed  with  com 

pet in g social an d  econ om ic dem an ds an d  lin kin g 

th ese ch allen ges to lead er sh ip  sk ills an d  p ed ago g 

ical tools.

[I]f social enterprises are to succeed, 
their leaders must be able to m anage the 

conflicting dem ands that em erge from 

both the social and com m ercial focus.

Draw in g on p arad ox theory, w e ar gu e that  em 

bedd in g a  social m ission  an d  com m ercial m ean s 

in  on e organ ization  is a  dou ble-edged sw ord. Ten 

sion s betw een  social an d  com m ercial dem an ds 

p ose  r isk s for social en terpr ises of eith er  losin g 

th eir  focu s on the social m ission  or their com m er 

cial viability, or becom in g m ired in in t ractable 

conflict . Yet th ese t en sion s can  a lso  foster  creat iv 

ity, n ovelty, an d  long-term organ izat ion al su st ain 

ability . Takin g ad van t age  of the ben efits of com 

pet in g dem an ds, w h ile avoid in g the r isks, depen ds 

in  part  on the sk ills of the social en trepren eur. 

Based  on parad ox theory, w e specifically  iden tify 

th ree m eta-sk ills for at ten d in g to com pet in g d e 

m an ds in  social en terpr ises—acceptan ce, d ifferen 

t iat ion , an d  in tegrat ion —an d  w e d iscu ss tools by 

wh ich  th ese sk ills m ay be  developed  in the c la ss 

room an d  field  set t in g. Taken  togeth er, th ese ch al 

len ges, sk ills, an d  p ed agogical tools com prise a  

m odel of par ad oxical leader sh ip  for social en ter 

p r ises, a s depicted  in  Figu re 1, in  wh ich  lead er s 

ar e  en gagin g, rath er th an  reject in g or becom in g 

m ired in un derlyin g ten sion s.

Our p arad oxical lead er sh ip  m odel h as im por 

tan t  im plicat ion s for social en terpr ise curr icula, 

both  in  the classroom  an d  in the field. Th is m odel 

goes beyon d learn in g abou t  how to develop an d  

m easu re social m ission s, or how to efficien tly an d  

effect ively im plem en t a  b u sin ess p lan . Rather, it 

a sk s par t icipan ts to explore their per son al beliefs 

an d  m en tal m odels, poten tially ch allen gin g som e 

of th eir  m ost w ell- estab lish ed  truths. Con ven tion al 

m en tal fram ew orks, par t icu lar ly  th ose in  the W est 

th at  draw  in spirat ion  from an cien t  Greece or the 

En ligh ten m en t, ar e  prem ised  on the assu m pt ion  of 

a  sin gle  truth  an d  resu lt  in  a  form al, cau sal, an d  

lin ear  logic (see Ford & Ford, 1994). Accordin g to 

th ese fram ew orks, if A an d  B conflict , then  one 

m ust  be r igh t an d  on e m ust  be w rong. The key 

ch allen ge is to ad ju d icate  betw een  them. As 

Ham pden -Turn er (1981) n otes, th is dom in an t 

framew ork form s the b a sis of scien t ific inquiry, 

wh ich  em ph asizes d ist in ction s an d  polarizat ion . In 

con trast , our proposed  m odel of lead er sh ip  for so 

cial en trepren eurs ask s stu den ts to adopt  par ad ox 

ical th inking, an  altern at ive m en tal m odel which  

is prem ised  on the sim u ltan eou s existen ce of m ul

t iple truths, lead in g to a  more circular , d iscu rsive, 

an d  in tercon n ected logic. In a  p ar ad oxical m odel, 

if A an d  B conflict , then  they can  both  be righ t, an d  

the key ch allen ge is to find a  w ay for them to exist  

in  relation  to one an oth er (Cam eron  & Quinn , 1988).

Sh ift in g m en tal m odels is difficult  work, an d  it 

reflects a  grow in g trend in lead er sh ip  cu rr icula 

more broadly to rely on t ran sform at ion al exper i 

en ce rath er th an  in form ation al kn ow ledge (i.e., 

Snook, 2008), an d  on deeper  per son al growth  rath er 

th an  sk ill developm en t (Petr iglieri, W ood, & 

Petr iglieri, 2011). Adoptin g a  par ad oxical m odel of 

lead er sh ip  further ch allen ges lead er s to develop 

more soph ist icated  in terperson al sk ills an d  em o

t ion al in telligen ce (Clegg et al., 2002). As w e ar 

gued , m eta-sk ills of acceptan ce, differen tiation , 

an d  in tegrat ion  depen d  on creat in g community, 

learn in g from oth ers, an d  m an agin g conflict , an d  

cu rr icu la can  effect ively bu ild  opportun it ies for
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lead er s to develop such  em ot ion al in telligen ce 

(see Boyatzis, Stu bbs, & Taylor, 2002).

We h ave sh ow n  exam p les from the classroom  

an d  the field  that  h elp  in d ividu als reth ink their 

fram ew orks an d  th ereby en ab le  acceptan ce, differ 

en tiation , an d  in tegration . To do so, th ese set t in gs 

each  adopt  an  overall structure th at  reflects th ese 

m eta-sk ills, u se  lead er s to m odel the m eta-sk ills 

(either th eir  own lead er s or th ose borrow ed from 

other exem plars), an d  offer exper ien t ial opportun i

t ies to en gage  an d  develop th ese sk ills. Taken  

togeth er, the p ed agogical tools we h ave descr ibed  

do not focu s on "teach in g" social en trepren eurs per  

se, but rath er on creat in g opportun it ies for such  

lead er s to grow, learn , an d  develop. As th is ap 

p roach  su ggest s, developin g social en t repren eurs 

in volves ad ap t in g core asp ect s of cou rse structu res 

an d  organ izat ion al p rocesses, not ju st  ad d in g n ew  

conten t m odu les w ith in  exist in g structu res an d  
p rocesses.

Beyon d its con tr ibution s to pedagogy , our m odel 

further h as the poten tial to con tribute to organ iza 

t ion al theory on social en terprise an d  social en t re 

pren eurs. As Dacin  an d  co lleagu es (2010, 2011) ar 

gue, the field  of social en trepren eursh ip m ay not 

be a  th eoret ical dom ain  un to itself, rath er  it m ay 

ben efit  from in tegrat in g in sigh ts from other th eo

re t ical per spect ives. By con ceptualizin g the work 

of social en trepren eurs th rough  the len s of p ar a 

dox, w e com plem en t  an d  exten d in sigh ts from 

other th eoretical perspect ives, par t icu lar ly  in st itu 

t ion al logics an d  in stitu tion al work. Draw in g from 

p arad ox theory, our m odel p roposes th at  social 

en terpr ises em bed inh eren t ten sion s, provides in 

sigh t  into the n ature an d  ch allen ges of th ese ten 

sion s, an d  offers explicit  id eas abou t  how lead er s 

can  m ore or le ss effect ively m an age  th ese ten 

sion s. Sim ilar  to our focu s on ten sion s, an  in stitu 

t ion al logics perspect ive recogn izes con flict in g de 

m an ds in  h ybrid organ ization s, such  a s social 

en terpr ises, th at  em bed m ultip le logics w ith in  one 

organ ization  (Thornton & O casio, 2008). Con sisten t  

with  our focu s on how lead er s can  m an age  ten 

sion s, r esearch  on in stitu tion al work h as begu n  to 

descr ibe the role of in dividu al actors in creatin g, 

m ain tain in g, an d  dest royin g in stitu tion s (Law 

ren ce & Su ddaby, 2006), an d  specifically  h as 

star ted  to th ink abou t  how to do such  in st itu tion al 

work in the con text of h ybrid organ izat ion s such  a s 

social en terpr ises (Jarzabkow ski, Mat th iesen , & 

Van  de Ven, 2009; Kraatz, 2009). A p arad ox p er sp ec 

t ive com plem en ts th ese id e as w h ile providin g a  

much  more explicit  focus on the m an agem en t  of 

t en sion s an d  on th e specific cogn ition s an d  beh av 

iors that  can  promote ben eficial or det r im en tal or 

gan izat ion al ou tcom es (An driopoulos & Lew is,

2009; Sm ith  & Lew is, 2011). By focu sin g on un der 

st an d in g ten sion s an d  providin g a  w ay forward 

tow ard m an agin g th ese ten sion s, p ar ad ox pro 

v id es a  vital th eoretical foun dation  for u n derstan d 

in g sk ills for m an agin g the com petin g dem an ds of 

social en terpr ises an d  tools by wh ich  th ese sk ills 
can  be developed.

In ad d it ion  to con t r ibu t in g to r esear ch  on so 

c ia l en t r ep ren eu r sh ip  by d r aw in g on  p ar ad ox 

th eory, w e a lso  con tribu te to r esear ch  on p a r a 

dox by u sin g so c ia l en t e r p r ises a s  a  sp ecific 

dom ain  in  w h ich  to u n d er stan d  th e m an agem en t  

of com pet in g d em an d s. O th ers h ave  poin ted  to 

th e v alu e  of d evelop in g sk ills for em b racin g p ar 

ad ox am on g le ad e r s (Sm ith  & Tu sh m an , 2005) 

an d  h ave  su gge st e d  st r a t e gie s su ch  a s  acce p 

t an ce, d ifferen t iat ion , an d  in tegrat ion  to do so 

(An driopou los & Lew is, 2009; Poole & Van  de  Ven, 

1989). We offer  in sigh t s abou t  th e lear n in g an d  

ed u cat ion al im p licat ion s of t h ese  sk ills. Sp ecifi 

cally , our exam p le s su gge st  th at  such  lear n in g is 

p o ssib le , an d  th ey illu st r at e  p e d ago gica l tech 

n iq u es by w h ich  it m igh t be  accom p lish ed . Un 

d e r st an d in g t h ese  an d  oth er r e lat ed  p e d ago gica l 

t ech n iqu es is likely  to becom e in cr easin gly  im 

por tan t  a s  a  sm all bu t grow in g n um ber  of b u si 

n e ss sch ools st ar t  to gr ap p le  w ith  th e ch allen ge  

of t each in g p ar ad o xical lead e r sh ip  sk ills (Mar 

tin , 2007). Our m odel, w h ich  poin ts to exp licit  an d  

salien t  com pet in g d em an d s, su gge st s th at  so c ia l 

en t e r p r ises m igh t be  an  e sp e c ia lly  fru itfu l se t 

t in g in  w h ich  to develop  su ch  sk ills.

Limitations and Future Research

We sough t  to bu ild  theory abou t  sk ills for develop 

in g social en t repren eurs an d  to illu st rate asso c i 

at ed  p ed agogical tools in  two aw ard-w in n in g se t 

t in gs. However, even  a s  w e drew  from both  

exist in g theory an d  the field, our focus w as not on 

con ductin g system at ic, in ductive r esearch , nor on 

providin g a  com plete set  of p ed agogical tech 

n iques. Rath er w e h ope the p arad oxical m odel of 

lead er sh ip  w e h ave ar t icu lated  provokes future re 

search  to test  an d  valid at e  the efficacy of th ese 

lead er sh ip  sk ills an d  to develop a  more com pre 

h en sive typology of p ed agogical tools.

We r a ise  further qu est ion s abou t  the set t in g for 

developin g social en trepren eurs. W e ch ose to 

draw  on exam p les from both  the field  an d  the 

classroom  in order to su ggest  the poten tial of both  

set t in gs an d  illu st rate more d iverse p ed agogical 

tools. A field  set t in g offers the ben efits of h avin g 

clear  an d  ch allen gin g ou tcom es (such  a s clien t 

dem an ds in the ca se  of DDD) that serve to directly 

m otivate learn in g. However, the field  set t in g offers
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le ss direct  control over the con ten t of learn in g. 

Learn in g occurs a s in d ividu als face an d  ad d r ess 

on goin g problem s an d  ch allen ges in the work of 

the organ ization . A classroom  set t in g offers more 

direct  con trol over the curriculum , but the con se 

qu en ces of doin g good work ar e  often  in spired  only 

by on e's own m otivation  for learn in g an d  su ccess. 

In fact , gr ad es, wh ich  frequen tly pervert  in ten ded 

learn in g, often  becom e the m otivatin g outcome in 

classroom  set t in gs (Kohn, 1993). O th ers h ave ex 

p lored the n ature an d  ben efits of th ese differen t 

learn in g set t in gs more gen erally  (Kolb, 1984) an d  

h ave iden tified tech n iques for b len ded  sty les— 

par t icu lar ly  in t roducin g exper ien t ial learn in g into 

a  m ore form alized classroom  set t in g (Kolb & Kolb, 

2005). However, for developin g social en trepre 

n eu rs in  par t icu lar , w e believe th at  it w ould be 

fruitful to more specifically  an d  system at ically  an 

alyze the sim ilar it ies an d  differen ces betw een  the 

field  an d  classroom  set t in gs. How can  differen t 

ap p roach es effect ively leverage  the ben efits of 

each  set t in g? How can  th ese app roach es be 

b len ded  to en ab le  more learn in g?

Fin ally , fu ture r esear ch  can  exp lore the gen er-  

alizab ilit y  of a  p ar ad o xical lead e r sh ip  m odel. 

M an agin g com pet in g d em an d s is not u n iqu e to 

so c ia l en t er p r ises. Rath er, so c ia l en t e r p r ises r ep 

r esen t  on e exam p le  of a  b r oad er  category  of h y 

br id  organ izat ion s th at  em body m u lt ip le, con 

flict in g v alu e s, id en t it ies, n orm s, rou t in es, an d  

st ru ctu res (Bat t ilan a & Dorado, 2010; P ach e & 

San tos, 2010; Pratt  & Forem an , 2000; Zilber , 2002). 

For exam p le , h ealth  car e  o r gan izat ion s face  

p r e ssu r e s for both  cost  efficien cy  an d  pat ien t  

car e  (Reay & H in in gs, 2009). Arts organ izat ion s 

at t en d  to both  aest h e t ic  an d  econ om ic d em an d s 

(Glynn , 2000). U n iver sit ies seek  to b a lan ce  in t el 

lectu al p u r su it s a lon g w ith  econ om ic st ab ilit y  

(Albert  & W h etten , 1985). Fu tu re r esear ch  can  

in vest igat e  th e gen er alizab ilit y  of our p roposed  

lead e r sh ip  m odel to th ese  oth er types of h ybr id  

organ izat ion s. W e su sp ect  th at  th e ge n e r a lizab il 

ity of our m odel m ay d epen d  in par t  on  the s a 

lien ce of com pet in g d em an d s. In so c ia l en ter 

p r ise s, com pet in g d em an d s th at  a r ise  from the 

sim u lt an eou s pu r su it  of so c ia l m issio n s an d  

com m ercial v iab ilit y  ar e  h igh ly  salien t  an d  r e 

m ain  acu te . In oth er h ybr ids, h ow ever, d em an d s 

can  be  sy n er gist ic  an d  t en sion s can  r em ain  l a 

ten t  for exten d ed  p er iod s of t im e (Green w ood, 

Rayn ard , Kodeih , M icelot ta, & Loun sbury, 2011). 

Fu tu re r esear ch  on h ybrid  o r gan izat ion s can  ex 

p lore how  our m odel ap p lie s un der  th ese 

con dit ion s.

CONCLUSION

In the ear ly  20th cen tury, Mary Parker Follett  rec 

ogn ized th at  "[o]f gr eatest  im portan ce [for lead er 

sh ip] is the ab ility  to gr asp  a  total situ ation  . . .  [The 

leader] m ust see  a  w hole, not a  m ere kaleidoscope 

of p ieces. He m ust see  the relation  betw een  all the 

differen t factors of the situat ion " (Grah am , 1996: 

168). Almost 100 year s later , lead er s st ill gr app le  

with  th is ch allen ge. Social en terpr ises provide a  

vit al set t in g for resu rrectin g an d  app ly in g Follet t 's 

proph etic w ords, a  set t in g in wh ich  the total situ 

at ion  com bin es a  p assion  for the social m ission  

with  a  p ragm at ic focu s on the b u sin ess pu rpose. 

W hile lead in g such  organ izat ion s is com plex an d 

ch allen gin g, our goal h ere w as to offer in sigh t  into 

the n atu re of the sk ills n ecessary  to do so an d  the 

m ean s by wh ich  lead er s can  develop th ese sk ills. 

Ultim ately, w e h ope th ese id e as h elp spaw n  le ad 

er s who can  more su ccessfu lly  solve som e of the 

w or ld's gr eatest  problem s.
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